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ABSTRACT
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MANAGEMENT SCHOOL

Doctor of Philosophy

How are Housing Associations Going to Navigate theWay Using Performance Measurement
Through the Unstable Environment Following the Financial Crisis of 2008?

By Graham Manville

The third sector will play a major role in the nafoof public services within the UK under the
flagship rhetoric of the Big Society. There is euaa of research into third sector performance in
comparison to the public and private sector, whétders this study relevant and timely. This
three-paper PhD thesis makes an original contdbut knowledge in the field of performance
management within UK third sector housing assamiatiusing a longitudinal, multiple case study
analysis.

The first contribution to knowledge is the devel@mnof a theoretical performance management
model from a single case study analysis which epemses trust, culture, and capability using
empirical evidence to support the skeletal framévadrchange within a historically highly
regulated third sector lifeworld.

The second contribution to knowledge is a compagattudy of performance measurement and
management within housing associations and SMEss sfidy revealed that both sectors were
subject to institutional behaviours regarding tmeativation for monitoring performance. These
behaviours included coercive isomorphism, normateenorphism and mimetic isomorphism. The
study also revealed that the existing lifeworld Wwadg steered towards a more commercial
lifeworld via a process of colonisation from legabwer and financial steering media. This new
environment will require clear and firm leadership.

The third contribution to knowledge is the multiglgse study analysis of leadership and
performance within housing associations. The staslgaled that contrary to previous research, this
particular part of the third sector does not sufféeadership deficit, nor is it in an embryoniatet

The study yielded rich empirical data which revdataultiple leadership types including servant
leadership, transactional leadership and transfibome leadership. The latter leadership type has
led to innovative growth within housing associatiomhe study also recognised the tension of a
social business which needs to remain sustainatiéwprivate sector disciplines whilst staying

true to its values and mitigating against missidft.d

The final contribution to knowledge is the extemsdd the skeletal Habermasian framework; this
has included institutional theory which has begplied to public sector reform. The new
framework unifies the earlier work by Broadbenakt(1991, 2001) and uses empirical richness to
construct a more practical model suitable for thietext of social housing.
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Chapter 1 An Evaluation
of Performance
Management in UK

Housing Associations



1.1 Overview

This PhD thesis adopts a critical theorist apprdactvaluate performance management
within UK housing associations. The research apm@iélabermasian lens to the changing
lifeworld of the third sector caused by the glotw@ncial crisis of 2008 which is giving

rise to increasing commercialisation within theteecThere is a substantial body of
academic theory on private sector performance measnt and management and in
recent years it has become more embedded withipubkc sector through new public
management (NPM). The research in the third sesttill embryonic and, given the
changes this sector is facing, the research idyirfiée thesis is a three-paper PhD
presented as an integrated study into performarcegement in housing associations as
they face unprecedented change. The papers forptectawo, three and four of this study.
This section begins with a review of the changesioing in the third sector followed by a
focus on a particular aspect of the third sectamely housing associations. The chapter is

concluded by discussing and outlining the scop@three distinct papers.

1.2 Introduction

The third sector is a term used to describe orgéiniss that are neither private sector nor
public sector. They comprise a broad church of may organisations, charities, trade
associations, mutuals, co-operatives and sociatgtises (Anheier and Siebel, 1990)
According to the National Audit Office (NAO), thelerd sector organisations have a vital
role to play in supporting the public sector toidsl public services, such as finding
innovative solutions, managing performance of serdelivery, understanding the needs of
service users in the community, closeness to theramity and the ability to deliver on

outcomes.

For more than a decade, there has been a drivkddhird sector to play a greater role in
public service delivery which began with the Cont@greements (Kendall, 2000). This

has resulted in an expansion of public sector ectgrawarded to third sector



organisations, often referred to as a contracticeifMorris, 2012). This has led some to
argue that the third sector is in danger of becgraim extension of the public sector
(Smerden, 2009). Given the massive investmentlnigaervices during the New Labour
years of the first decade of the twenty first centit has yet to translate into a
commensurate improvement in performance. The pobgehe third sector becoming
similar to the public sector by virtue of beingugpplier of commissioned services has
raised some concerns such as a lack of independindle In 2010, The UK Conservative
party conceived the notion of the Big Society cominated in a pamphlet (Big Society,
2010) which argued that society was not synonymatisstate control. The party argued
for a rebalancing of public service delivery tolude private, public and third sector input
as well as an appeal for more volunteering ancapthiropy (Big Society, 2010). It has
been viewed with suspicion by many stakeholdersb@ddirne and Cushman, 2011);
however, the global financial crisis (GFC) has juled a compelling justification for

statutory retrenchment with respect to public seswi

The third sector is now being called upon to assifitling the shortfall of public spending
cuts by the UK government. The public sector hatohically comprised a powerful
coalition of vested interests that have, hithartanaged to fend off major reform of the
scale identified in the Big Society agenda (Laugi?007; Big Society, 2010). This was
underlined by the attempted reforms by the formaydur Prime Minister, Tony Blair in
what was referred to as “the forces of conservdtgeech (Blair, 1999a). In it he argued
that elements of the public sector had wanted hisidw down the public sector reform
and he countered that he wanted his reforms towgthrfurther, and faster. In another
speech to venture capitalists the same year, led/dis frustration about the resistance to
change in the public sector: "People in the pudictor are more rooted in the concept that
'if it's always done this way, it must always b@&eaohis way' than any group of people I've
come across," (Blair, 1999b) Despite a huge padiagary majority in the House of
Commons there was an inbuilt coalition of vestadrest within the Labour party which
scuppered any significant reforms. The then Comdimey opposition party, although
sympathetic to reform of the public sector, wasnkieexploit a wedge issue which could

divide the Labour party rather than supportingssué which they were passionate about -



such as public sector reform. Instead, they supddtte Labour party rebels with the

intention of causing embarrassment to the govern(whitaker, 2006).

Since the GFC and the arrival of a reforming caaliparty, the strength of the vested
interest within the public sector has diminishesuteng in the perception among the
electorate that public sector employees are navseghto the economic hardship that the
private sector is facing (Hope, 2012). This hawvjged the UK coalition government with

a compelling narrative to attempt to drive throygilic sector reforms that a few years
previously would have been unpalatable to a Thiad/\Wiodernist like Tony Blair and
unthinkable to even the most free market advodattéee Conservative party. The Big
Society philosophy seeks to harness the goodwth@fphilanthropic and voluntary nature
of society as well as find a way of ending the agdhe primacy of the state with respect to
public service delivery. The term ‘Big Society’densidered vacuous by some stakeholders
in its lack of definition but there is a clear amthmbiguous message in its strapline which
preaches Big Society, not Big State (Alcock, 2012 addition, the Big Society pamphlet
reflects a desire for the provision of a publicvemrs supplied by a blend of statutory, third

sector and private sector providers (Big Sociedl(®.

From a philosophical perspective, what is beingnessed is the changing lifeworld of the
third sector; while at the same time a more comrakcalture is emerging in the drive for
a continuous improvement of outcomes for less motieycessation of selected grant
funding, the increase in competitive tendering serewable contracts, reforms to
financing growth, and moderating the rising expeéate of service users. Market
mechanisms and continuous improvement have featurdeé public sector management
for almost two decades, which has been populaasetw public management (NPM) in
the literature (Hood, 1991, 1995; Brignall and Mibd2000). In this changed lifeworld,
private contractors are well placed to capitaliseh® opportunities within public service
delivery. The ability of the third sector to thriirethis new lifeworld is less certain as it is
finding it challenging and must learn to adapt aodhpete in this new landscape. There is a
deficit of research on performance management mtthis sector and some evidence that
the management controls in the third sector aresobbust as in the private sector
(Connolly and Hyndman, 2004; Kirchner, 2007; Maddhland Maclaren, 2012). The
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forces which are effecting change within the lifeldaf the third sector are referred to as
steering media (Habermas, 1984, 1987). Habermaesitbat steering media are driven in
three ways - law, money and power - which can l@aeelonising effect on the lifeworld.

This effect is explored later in this section.

1.3 Research Philosophy

This study is interpretive and seeks to understhaahanging role of the third sector in
public service delivery. Pioneering work by Burratid Morgan (1979) resulted in a four-
box approach to research which highlighted fouang@ms that viewed the world in two
dimensions: the first dimension was subjective-cibje and the second dimension was
regulation-radical change. Each paradigm is locateshch respective box. Thadical
humanist paradigns where the subjective experience of the indivighaaticipates in the
creation of the social world. The second paradigtheinterpretive paradigmwhich

seeks to understand the sociology of regulatiom facsubjective standpoint. The other two
paradigms are more objective and science-basedettwthey both differ in that the
functionalistparadigm requires the researcher to take an obgedi@wpoint of the present
social order. Theadical structuralist paradignobserves radical change but takes an
objective viewpoint. The ontological research seamwere further developed using the
subjective-objective continuum to include six tyggies ranging from reality as a concrete
structure (extreme objective) to reality as a priope of human imagination (extreme
subjective) (Morgan and Smircich, 1980). The argatal stance of this research project is
“reality as a contextual field of information” (ihip, 492). The justification for this
approach in the thesis is that the research iegbspecific as it applies to the third sector.
Burrell and Morgan’s (1979) two paradigms whichahsed radical change (radical
structuralism and radical humanism) are mergedontparadigm by Hopper and Powell
(1985), who view them as a logical argument ofcaldiheory. Within their sphere of
accounting research, this approach has come tad&rkas “critical accounting research”.
Deetz (1996, p193) argues that the objective-stibgetabel is “socially contrived” and
proffers an alternative grid displaying four discees: interpretive studies, normative

studies, dialogic studies and critical studies. T ‘critical studies’ is derived from the



theoretical and methodological thoughts of Kantgéleand Marx which evolved into the
Frankfurt School of thought (Laughlin, 1995). Atimal perspective is adopted in this
study, as the researcher seeks to gain an unddirsgesf the behaviour of third sector
organisations with respect to performance monitpridne of the leading advocates of this
approach to research is Habermas who rejects greRkiSchool of critical thinking
because of their perceived lack of interest in gfiratoutcomes (Laughlin, 1995; McGrath,
2003). The researcher believes that the third sédtfers from both the private sector and
the public sector in terms of how life is experiedcThe third sector has a very strong
ideological motivation and relies on a partial oremtirely voluntary workforce.
Philosophers refer to life experience as lifewavlich is a state of the world in which life
is experienced (Husserl, 1968; Habermas, 1984,)18Risserl (1968) argues that
epistemological perspectives are embedded in advabmeanings and pre-judgments that
are socially, culturally, and historically constéd. Habermas (1984, 1987) develops this
further by arguing that modern society is influeshby a concept he refers to as steering
media such as money, power and law. Within thel théctor, this is initially evident in the
form of political power by the compact documéntsveloped over a period of 15 years,
which encourages a greater role for the third sestpublic service delivery (Kendall,
2000). More recently, the lifeworld of the thirdcsar has been further influenced by a
combination of the austerity measures taken bydadition government to deal with the
aftermath of the GFC and the Big Society agend&hvballs for a rebalancing of public
service delivery to end the primacy of the statentlude an increased contribution by
private sector and third sector organisations @giety, 2010). The researcher believes
that more compelling steering media in the fornmohey may drive the third sector to
become more business-focused, a view which hasdmatated by academics (Dart,
2004; Little, 2005). What little research has beenducted on performance management
within the third sector has revealed that the te&dtor may currently be ill-equipped to
deal with this challenge (Kirchner, 2007; MacMilland McLaren, 2012). Researchers
such as Speckbacher (2003) and Moxham and Boa08i ) believe that private sector

! The Compact is a partnership agreement betweeGdvernment and the Third Sector in England.ti se
out commitments on both sides which, if met, imgrdive quality of partnership between sectors aed th
outcomes from these relationships.
http://webarchive.nationalarchives.gov.uk/+/httpwilv.cabinetoffice.gov.uk/media/226871/compact%20con
sultation%20paper.pdiccessed 12 February 2013).
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principles can be readily exported to the third@ealthough exporting of private sector
principles to the public sector has been problesvatd has garnered fierce criticism
(Radnor and McGuire, 2004; Lapsley, 2008, 2009;00#h 2010). From a philosophical
standpoint, Habermas (1984, 1987,) warns agaawh@ a heavy price in terms of the
withdrawal of motivation and legitimacy of socigissems and this could manifest itself as
mission drift (Morris, 2012).

1.4 Habermasian Critical Theory

The third sector cannot be viewed as a homogemibetk as it is made up of a disparate
group of organisations often referred to as “aéoasd baggy monster” (Kendall and
Knapp, 1995, p65) with each grouping having a déffe contextual lifeworld. For

example, a small voluntary and community orgamsegéimploying predominantly
volunteers will differ significantly from a sociahterprise which will have a more
business-focused orientation along triple bottome bbjectives such as financial, social and
environmental outcomes. Likewise, a large chatighsas Amnesty International or Oxfam
will be different again from a housing associatidit.groupings are in the conglomeration
known as the third sector yet they all inhabit Bubifferent lifeworlds and are exposed to
differing forms of steering media and their asstedasteering mechanisms (Broadbent et
al., 1991). Figure 1 below shows the interplay leemsocietal steering media and systems

via their steering mechanisms.



Societal steering media
A range of government , professional and financial institutions with
their own lifeworids, steering media and systems

Range of steering
mechanisms

Societal systems

A range of publiic, private and veluntary erganizations with their
own liteworlds, steering media and systems

Figure 1 The Nature of and the Relationship betw&arietal Steering Media and Systems
(Broadbent et al., 1991, p8)

According to Habermas, lifeworld is composed ofethrelements, culture, society and

personality, which are explained in his own wordtolw.

| use the term culture for the stock of knowledgef which participants in communication
supply themselves with interpretations as they ctoman understanding about something
in the world. | use the term society for the legdie orders through which participants
regulate their membership in social groups ancethesecure solidarity. By personality |
understand the competences that make a subjedileagdaspeaking and acting that put him
in a position to take part in a process of reachinderstanding and thereby to assert his
own identity (Habermas, 1987, p138).

Habermas (1987, p.138) adds that the three eleraemtsymbolic structures of the
lifeworld” of modern society. Broadbent et al. (19terpreted Habermas’ theory in the
context of social evolution and argue that as tements of a lifeworld develop, the
corresponding steering media and institutionalesystevolve in tandem. Broadbent’s 1991
paper discussed the changing lifeworld of the UKljgusector National Health Service
(NHS); it describes the three aspects of lifewostdering media and systems, and also

explores how the steering media moves the lifewlnpdoh one state to another. The effect



of the steering media on the lifeworld is what Hahes (1984, 1987) refers to as

colonisation.

1.4.1  The Principle of Colonisation

Colonisation occurs when there is a crisis oftlegition introduced into the lifeworld
caused by the steering media “getting out of hdhidibermas, 1976: Broadbent et al.,
1991, p21) when external routines and working jicastare introduced into a lifeworld

such as private sector principles into a not-fafipcontext.

The work of Habermas is regarded as theoreticabfsttact with regard to practical
application. The two academics most associated tvisitheoretical perspective,
Broadbent and Laughlin, have devoted several pdpetsveloping a skeletal theoretical
framework and applied it over two decades via eirgdly rich case studies to evaluate
NPM (Hood, 1991; 1995) and its effect on changdiwipublic sector organisations such
as the NHS and schools (Broadbent et al., 19911, 20 0, Broadbent and Laughlin,
1998; Laughlin, 2007). Their considerable academuk has centred around the impact of
NPM within the public sector and their skeletaldtegical model from the 1991 paper is
regarded as making the clearest link between theka@asian macro-level societal notions
and the organisational changes that were takingeptathe organisations such as the NHS
(Jacobs, 2012).

Another important paper relating to the criticaahy of Habermas and organisational
change was developed by Laughlin (1991). Like theaBbent paper (Broadbent et al.,
1991), he presents theoretical models that areritianally embryonic and skeletal,
requiring detailed case studies to amplify thetural’ (Laughlin, 1991, p209). He draws
on the philosophical theory of change by Smith @)98ho argues that organisational life
has a tendency to maintain equilibrium and thuy ‘@isturbance is initially, and
sometimes permanently, seen as an unwelcome imtru@roadbent and Laughlin, 1998,
p406). In other words, the forces for change bellcounteracted by forces against the
potential change which in turn derives from chamgaagement theory in the

organisational behaviour discipline dating backyé@rs to the work of Lewin, (1947).
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Despite the passage of time, Lewin’s work is stihsidered relevant in the modern world
(Burnes, 2004). Laughlin (2007) posited two stateshange which could fundamentally
change the culture of an organisation; first ottt second order change. The first order
change could be resisted by vested interests va@ek to protect the sacred core or
paradigm of an organisation (Laughlin, 2007; Johretoal., 2011). Laughlin refers to this
type of change as reorientation because the megiitices are able to moderate the planned
change by a process referred to as absorptioreihiténature relating to NPM in the public
sector (Laughlin, 1991; Broadbent and Laughlin,8&®oadbent et al., 2001; Laughlin,
2007). This concept of absorption resonates wighettperiences of the unrealised public
sector reforms in the UK by the former Prime Miarstony Blair (Blair, 1999a,
1999b).The second order change is enforced charyaczording to Laughlin, it is
difficult to resist and ultimately leads to colaai®n (Laughlin, 1991, 2007). Habermas

defines colonisation as follows:

When stripped of their ideological veils, the imat@res of autonomous subsystems make
their way into the lifeworld from the outside—likelonial masters coming into a tribal
society—and force a process of assimilation upofhe diffused perspectives of the local
culture cannot be sufficiently coordinated to periné play of the metropolis and the world
market to be grasped from the periphery (Habert2&7, p355).

A contributing factor of whether a potential chamgéhe steering media will result in a
colonising effect or a re-orientation effect woblel whether the steering medium was of a
regulative or a constitutive nature (Habermas, 188@adbent et al., 1991). A steering
medium of a constitutive nature is considered tréedom-reducing; therefore giving the
absorbing organisation limited ability to reinteepthe change and an increased likelihood
of promoting a colonising effect. A steering meditirat is regulative is considered to be
amenable to interpretation and is thus freedomagivihereby promoting the probability of
a re-orientation of the steering media (Haberm@871Broadbent et al., 1991; Laughlin,
2007).

In figure 1 the development of the abstract conoéptabermas’ steering media and
steering mechanisms are represented as a rangeerhgnent, professional and financial

institutions with a lifeworld, steering media andt®ms of their own (Broadbent et al.,
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1991). Broadbent et al. (1991) argue that it é&sdteering mechanisms that have the
potential to have a colonising effect on the lifeldpwhereas Habermas’ definition of

colonisation implies it is the systems that colertise lifeworld.

The 1991 Broadbent paper refers to the NHS refainise 1990s when the UK
government was in the process of steering the Nid&rds a more market-based approach
through a process of colonisation. Within their seahpaper they conceded the limitations
of their framework, shown in figure 2, stating thdtile “such a development of Habermas’
model is an important refinement and practical tgyaent of his thinking, it is not
practical enough” (Broadbent et al., 1991, p9).twNinstanding, the model provides a
workable skeletal representation of the Habermasaaretal notions of lifeworld, systems
and steering media. Their view of the process @drdsation taking place in the NHS could
be questioned, as the reforms have been robudtndied by the vested interests by a
process of absorption (Broadbent and Laughlin, 1888ghlin, 2007). As a result, there is
a persuasive argument that what has taken plabe ipublic sector was not colonisation
but re-orientation due to the moderating influebgehe absorbing groups seeking to

protect their sacred core or paradigm (Laughlif72@ohnson et al., 2011).

Habermasian theory has also been blended withnmeibeitional theory (Di Maggio and
Powell, 1983) to explore change within the NHS bgd&lbent et al. (2001). They argue
that normative isomorphism can belong in the lifdd/as it relates to the taken-for-granted
assumptions within the societal element of theMddd. They also add that the steering
media provides a force for compliance which relébesoercive isomorphism. The

findings from their case studies have revealedttieae was also a re-orientation effect
from organisations (systems) into the lifeworldiod NHS. They cite the example of
general practitioner (GP) behaviour; where GPsdmlraced the reforms of the NHS
which created an impetus for mimetic isomorphismocéding to DiMaggio and Powell
(1983), mimetic isomorphism arises in responsentettainty. GPs that proactively
changed effectively became internal colonisersmndpted other GPs, whose behavioural
motivation may be to maintain their own legitimatyfollow suit (Broadbent and

Laughlin, 1998; Broadbent et al., 2001). The lirkka mimetic isomorphism in
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Habermasian skeletal theory suggests that the pon€eolonisation is more complex. “It
follows that colonisation of the lifeworld can beveén not just by the external imposition
of steering but by more subtle processes, whereesare driven by the view that this is
the only route to legitimation” (Broadbent et @001, p571). Their blending of
institutional theory addresses the institutionamsrphism typologies which are influenced
by a first order of change which can be moderateddsorption forces resulting in

reorientation rather than colonisation (Laughli@02).

In institutional theory, Di Maggio and Powell (198&iefly mention competitive
isomorphism which relates to market competition snelevant to the early adoption of
innovation. The concept of competitive isomorphisrmaxtended by Tuttle and Dillard
(2007) who argue that it is a function of the poesdo become more effective and efficient
and thus drive change. They add that when the ehaag become embedded, institutional
theory reasserts itself. This interpretation wditlevith the second order change identified
by Laughlin (1991, 2007) which he refers to as oiation. The public sector has a strong
coalition of absorbing forces which, thus far, haeen able to moderate the reforms to the
public sector into reorientation rather than cadation. Since the GFC of 2008, the public
sector faces the potential of further change agtJ@government deals with a burgeoning
government debt (HM Treasury, 2011). The third @ewill also face the prospect of
change as a result of the public sector rebalarmiogess (Big Society, 2010), but it differs

from the public sector as it is less political desk bureaucratic (Boyne, 2002).
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State 1 State 2

Lifeworld 1 Lifeworid 2
Culture Culture

(valid knowledge) (loss of meaning)
Society Society
(ordered social (anomie)

relationships)

Personality ‘ Personality
(personal identity) (psychopathologies) J

y
L Steering media 1 -} -.-1} Steering media 2 I

y
l Systems 1 —l L Systems 2F H

Figure 2 Internal Colonisation Processes at WorkdBbent et al., 1991, p6)

1.4.2 Colonisation in the Third Sector

The third sector in the UK has witnessed the eimhuof the steering media and
mechanisms acting upon it. For example the 13 yafaisee New Labour government
epitomised “hyperactive mainstreaming” of the theettor as a result of the expanded
commissioned contracts from the public sector (8kcet al., 2012, p347). In addition, the
creation of the Office of the third sector in 2(@6ilitated the third sector to become a
more established participant in public servicewdgl, thus providing legitimacy and
political support in terms of capacity buildingi@dh This approach, however, was
criticised as the colonisation of NPM into the ¢héector through performance-reporting
because it “implied the normalisation of Voluntaryd Community Organisations’
(VCOs’) professionalisation, and of forms of orgeation that conform to business models,
such as employee-manager” (Carmel and Harlock, ,200805). This view was supported
by other research which believed that such steeniedia contributed to a fear of
organisations (or the Habermasian interpretatigstesns) losing independence and

becoming agents of the state through incorporatmhisomorphism (Smerdon, 2009).
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The 2008 GFC and the 2010 UK general election tieguh a coalition government has
led to a change of emphasis by the steering meaha ¢olonisation by the public sector to
a more competitive colonisation with private segerformance disciplines. For example,
the Office of the third sector was disbanded aptheed with the Office for Civil Society
which has a 60% smaller budget than its predecesgsdso places a stronger emphasis on
voluntary organisations and social enterprisesdé#tcet al., 2012). At the time of writing
(spring of 2013) the Big Society rhetoric has mahslated into a coherent policy for the
UK and is perceived as a leitmotif for popular astéte politics largely confined to
England (Alcock, 2012). The colonisation of tifeworld of the third sector is being
driven by both steering media and the systems taes

The deliberate removal of the term ‘Third Sectamsto distance the coalition government
from the previous Labour administration (Alcock12). Alcock (2012) argues that it is ill-
defined, however, it goes beyond anti-state rhetnd facilitates the migration to a more
balanced public service delivery based on publitasecommunity and voluntary
organisations and private sector providers (Bige&yc2010). Housing associations are
part of civil society and are more allied to thevate sector than most third sector
organisations as they have an asset base, stromgue generation through rental and the
opportunity to source finance for expansion andacap or capability-building (Mullins,
2010). The lifeworld of housing associations olistgged social landlords (RSLs) has, for a
considerable time, been colonised by steering medating it on a more social business
footing than other parts of the third sector (Walked Jeanes, 2001; Manville, 2007,
Manochin et al., 2010). As a result, housing asgmeis can be viewed as having their own
micro lifeworld which is alien to the overall lifewdd of the third sector (Broadbent et al.,
1991). The micro lifeworld of housing associatians facing unprecedented change to
their lifeworld despite the fact that they are mooenmercially focused and have embraced
isomorphic mirroring of both state and private eecrganisations. This affects not only
the lifeworld and capacity-building of the respeetsystems but also the regulative and
constitutive steering mechanisms (Broadbent e1@8}).
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1.5 Housing Associations

This study focuses on housing associations whietaatistinct subset of the eclectic mix of
disparate non-voluntary organisations. Housing@asons are registered social landlords
(RSLs) which were registered with the Housing Coagion, the regulatory body for the
sector, under the Housing Act 1996 (Manochin g28l08). They employ predominantly
paid members of staff and also have a volunteeneté¢ from board level to support
worker level. A feature of their governance struetis that they effectively have a two-tier
board composed of a management board and a vollbdasd. The management board is
comprised of salaried directors whose respongihtlis to develop and implement the
business strategy and ensure the effective dagyayhnagement of the housing
association. There is also a volunteer board whashan executive responsibility for the
stewardship of the organisation and comprises & wadiety of stakeholders such as
tenants, local business people, community member®ecasionally local authority senior
managers (Manochin et al., 2008). RSLs are nainadgenous group; they include
charities, trusts and quasi state-owned arms-lemgiiiagement organisations (ALMOSs)
which are owned by the local authorities and hastereomy with respect to management
control and the eligibility for capital funding tovest in refurbishment (Mullins, 2010;
Purkis, 2010). In addition they can be furtherefi#intiated b, asset transfer from local
authority versus traditional housing associatiangemeral needs versus supported housing
(Mullins, 2010).

1.5.1 Transfer V Traditional
Over the past 40 years, public sector housingenl, often referred to as council

housing, has witnessed significant changes undérgmiitical parties. In 1974 there was
political disenchantment with both private land®ahd council housing and this led to the
first major expansion of social housing heraldedHhgyintroduction of public funding for
housing associations to build rental propertiesl(iit 2010). The second wave, and
arguably the more dramatic one, came in 1988 wighHousing Act 1988 which led to a
mass transfer of housing stock from local authesitiThe stock transfer was to either an
existing housing association or the formation oka housing association as a newly
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formed industrial provident society (Mullins, 20 @MRC, 2013a). Private borrowing
became a dominant source of income for growth withe sector which would be denied
to them as public sector body (Walker and Jear@3])2In 1997, the incoming Labour
government’s policy was to discourage local autiexifrom being landlords and the pace
of stock transfer accelerated at its greatest pslternatively they could also elect to

become ALMOs where the local authorities wouldiretadegree of control (lbid).

1.5.2 General Needs V Supported Housing
General needs housing relates to any form of hgusipplied by a RSL that does not

require any degree of support in the tenancy ageaefor the tenant to live independently.
Additional central government funding was made lawde for supported housing to
facilitate the implementation of the Compact agreento make the third sector a
significant provider of public services (KendalQaD). An element of the third sector
Compact was the launch of the government’s SuppmpReople Programme in 1993
consisting of a £1.3 billion ring-fenced grant dcal authorities with the specific purpose
of helping vulnerable people live independentlyr@kh, 2012; National Archives, 2013).
Local authorities used this funding to contracvsas from the third sector and this led to
the growth of contracting with housing associatiainich specialised in supporting people.

There is no fixed definition of supported housing ib can be defined as taking

... many forms; for example, refuges for women estapiomestic violence, housing with
warden support (residential or floating) for thdegly, and hostels for recovering addicts.
People living in supported housing receive “housilgted supported services” in order to
enable them to live independen(Barrett, 2012, p2).

The provision of these contracted services arelaggniby the Quality Assessment
Framework (QAF) (QAF, 2012), which is administelsdocal authorities. Increased
expansion of contracting continued unabated umilGFC of 2008 when the UK
government increased its debt as a percentage BfiGDrder to stabilise the financial
sector and the wider economy (Peston, 2011), abtladethe UK government is projected
to double by 2015 (HM Treasury, 2011). Labour’'sfimtervention within the housing
sector was the Housing Regeneration Act 2008 (HMEQ3b) which would usher in light

-ouch regulation and the emergence of private sectmpetition in social housing. The last

16



intervention was the removal of the ring-fencetfar Supporting People budget (Jarrett,
2012). This would mean that local authorities haderfreedom on where the grant could
be spent. In 2010 a Conservative-led coalition gavent was elected and the uncertainty
in the housing sector has since intensified, legthma crisis of legitimation to its lifeworld
(Habermas, 1976) as a result of “public expenditeductions the localism agenda,
bonfire of the QUANGOSs and regional governmenpaking challenges to existing
models” (Mullins, 2010, p11).

As a consequence of the GFC, banks have beenaetuotlend long-term fixed low
interest capital to housing associations and sometarn to alternative sources of
financing such as the bond marKats the Social Investment Bank, Big Society Capital
(Manville and Greatbanks, 2013) to raise moneyusitty associations are self-sustaining
and make a return on investment; however, unlikeptivate sector the return is not
referred to as profit but as surplus which is rested back into the housing association.
They employ predominantly paid members of staff alsd have a volunteer element from
board level to support worker level. A featuretwéit governance structure is that they
effectively have a two-tier board composed of a aggment board and a volunteer board.
The management board is comprised of salariedtdieewhose responsibility it is to
develop and implement the business strategy andetise effective day-to-day
management of the housing association. Thereasaal®lunteer board which has an
executive responsibility for the stewardship of ¢ihganisation and is made up of a wide
variety of stakeholders such as tenants, locahlessi people, community members and
occasionally local authority senior managers (Maioet al., 2008). In the last two years,
the status of RSLs has undergone some changesMarehin’s publication with the
emergence of private landlords offering social mogi$acilitated by an act of parliament.
The Housing Regeneration Act of 2008 uses a colleterm of Registered Provider which
includes private as well as not-for-profit orgatimas (HMRC, 2013b). The collective
changes taking place within housing associatiofiswdan that performance measurement

and management will be of paramount importance.

2 The bond market is a financial market where orggtions can purchase securitised debt. The prigwaly
of the bond market is to provide a mechanism fogteerm funding of public and private expenditures.
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1.6 Performance Measurement

Historically, Anglo Saxon organisations have meaduheir performance using financial
metrics such as turnover and profit, and have bessreliant on non-financial measures
whilst European and Far Eastern organisations em@aced non-financial measures
(Butler et al., 1997). In France the tableau d’betdch is a dashboard of financial and
non-financial measures has been established fog than50 years (Epstein and Manzoni,
1998). In the US and the UK, purely financial-bassghsures have fallen out of favour and
many papers discuss their limitations and how #reyno longer relevant for today’s
organisations (e.g. Johnson and Kaplan 1987; Ea818%; Maskell 1991; Zairi and
Youseff, 1996). The argument against having puiieBncial measures is that they are
lagging factors and are simply recording histonys tould then expose the organisation to
changes in the market place, rising customer eapent or the introduction of innovative

products, services or processes (Slack et al.,)2010

The emerging literature arguing for more incluscdmon-financial measures to be given
more priority became established over 25 years Higis.coincided with the emergence of
the management fad of “quality management” in 980 and 1990s which was exported
from the Japanese approach to manufacturing (WgKEID5). Quality management was
adopted in many guises from simple quality contispection and compliance frameworks
such as ISO 9001 (Meegan and Taylor, 1997) to tsgaonal effectiveness performance
frameworks across the world such as the Europeandation for Quality Management
(EFQM), the Business Excellence Model (BEM) in Epgpthe Baldridge Award in the US
named after a prominent politician committed tof@enance improvement, and the
Deming Prize in Japan (Neely, 1999). Such quatayneworks have been accused of being
subjective and vague (Osseo-Asare and Longbott66%)2and lacking the objective
analysis of quantitative study. This has led toatleption of more quantitative frameworks
such as the balanced scorecard (BSC) which wadapeekin the early 1990s (Kaplan and
Norton, 1992). The BSC is not a perfect systemauitidisms have been levelled at it with
respect to the balance of perspectives, the capuaks and the encouragement of

unintended behaviours (Johnsen, 2001). As a reSdisign and implementation issues,
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the BSC has been refined and enhanced (Kaplan artdiyl 1996a, 1996b, 2000, 2001,
Lawrie and Cobbold, 2004). There are still, howeuweaderlying limitations with respect to
the BSC, but it is the most widely cited framewbgkacademics and the most widely
adopted by organisations in the private sectok(&B98; Marr and Schiuma, 2003). The
BEM has been acknowledged as the preferred frantenvahe public sector owing to its
strength of addressing multiple stakeholders (Geetal., 2003). Other performance
frameworks have been developed during the lase2@sysuch as the Performance Pyramid
(Lynch and Cross, 1991), the Integrated Performaheasurement System (Bititci et al.,
1997) and the Performance Prism (Neely et al., R0fif they have experienced limited
adoption or acceptance in either academia or gectbmpared with the aforementioned

performance frameworks.

1.7 Performance Management

Such frameworks encourage a measurement and a emaagapproach but for many
organisations, the measurement aspect has beavaappd with zeal whilst the
management aspect has been somewhat understatisl iamgbrtance downgraded.
Phrases proffered such as “What gets measuredngeizged” have lulled organisations to
believe that by simply measuring performance, it give rise to improved organisational
performance. The management aspect comprisesdlseatod techniques for improvement
but also the softer issues such as culture, |ebigeand training (Lebas, 1995; Powell,
1995; Radnor and McGuire, 2004). The demarcatidmofvledge into silos means that the
financial, operations, marketing and human resauadleclaim partial ownership and
responsibility for managing performance with théwnal aspects addressed by the human
resource discipline, the customer aspects by matkdhe process improvement by the
operations function and the financial measuresdopanting. This has resulted in a
disjointed approach to managing performance andtaopportunity of achieving joined up
thinking to address the issues raised by acadgimsell, 1995; Smith and Goddard,
2002; Chenhall and Langfield-Smith, 2007). Strateganagement is an overarching
discipline which transcends the functional discip and this perhaps should be the

starting point of any performance framework (McCub®98). Performance measurement
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is not a panacea but there is evidence that orgi@ais which adopt a performance
measurement philosophy tend to perform better ¢tlnganisations that do not (Bititci et al.,
2004). Having been extensively adopted in the peigactor, the last 20 years has seen the
mass adoption of performance measurement in thiecméztor (albeit not necessarily in a
framework) as part of the new public managementMN&genda. In the UK there was
record investment in public services and this wagpkemented by an explosion of
performance monitoring (Radnor and McGuire, 2084dly the investment injected into
the public sector has not given rise to proportiem@provement and the research found no
evidence of a performance management culture.dddteere has been the manifestation of
an audit- and compliance-based culture where ref@snot gone far enough and
bureaucracy has stifled creativity and innovatibmere is a danger now that the audit-
based compliance approach is being adopted in dasunement of third sector

organisations as local authorities act as commgsjpagents and award contracts to them.

1.8 Overarching Research Question and Rationale

Currently there is a lack of literature on perfono@ measurement within third sector
organisations and in this study the author seekd tbe gap in this field. Housing
associations have hitherto had a relatively stbsness model of a strong asset base, the
ability to secure long-term funding at low interesties and guaranteed income from
housing benefit paid directly to the landlord fréme state. The GFC of 2008 and the
reforming UK coalition government have shaken takikloscope and housing associations
will become increasingly more competitive. Thisdstseeks to answer one overarching
research question which is addressed in the thaperp and then summarised in the

concluding chapter.

How are housing associations going to navigate thay using performance measurement

through the unstable environment following the ficial crisis of 2008?
Paper 1: Changing Times for Charities: Performaviaaagement in the third sector

* How can management commitment facilitate the ssfokadoption of the

balanced scorecard in a housing association?
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* What are the necessary steps in moving from a pedioce measurement

framework to a performance management framework?

Paper 2: A UK Comparative Study of Performance M@anaent in Private Sector SMEs

and Third Sector Housing Associations

* Is there empirical evidence of commonalities betw8®Es and housing

associations?

* What are the driving forces influencing the adoptid performance management

frameworks?

* How is performance managed in SMEs and housing-eg&gms?

Paper 3: Big Society and Big Changes: Leadershadl€@iges in Third Sector Housing

Associations
» How are changes in the lifeworld of the third seatdfluencing leadership?
* What type of leadership is required for housingeasgions?

* How does leadership lead to improved organisatipagbrmance?

A middle-range theory based on the extension otiarHegelian approaches to research
employing middle-range theory, method and changebkean selected (Laughlin, 1995,
2007, p275). The skeletal theory of Broadbent &f18191) is employed to look at
performance measurement and management withimitloesector. There is a lacuna of
literature on performance within the third sectipsivate sector and public sector NPM
provides a reference point. The methodological @pgr also follows a middle- range
approach seeking to provide structure to the dalteation process by employing the
techniques of Miles and Huberman (1994). Althoughificant, it is anticipated that the
change will be of a middle range as housing assonmhave a business model more

closely related to the private sector (Mullins, @0IThe empirical data are drawn from
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interviews and documents to provide empirical ressin order to put flesh on the skeletal
framework (Laughlin, 2007). This is not to saysithe best approach but that it fits with

this author’s ontological stance of no single tgadnd knowledge based on social
construction within the context of the area of gtuthe aim of the three papers is to
contribute to the limited body of knowledge of merhance measurement and management
in the third sector by evaluating housing assamegtiin the context of the changes taking
place within their lifeworld. The first paper evates the performance management journey
of a single housing association following the inmpéntation of a BSC in 2006. The second
paper draws on Mullins’ (2010) claim that housisgaciations are the distant relative of
the third sector, and conducts a comparative sinittySMEs. The second paper is a
multiple case study analysis which builds on payer to facilitate theory building and
increase generalisability (Eisenhardt, 1989). Thal fpaper draws on the work of Ogbonna
and Harris (2000) which contends that a leaderfslups rather than a culture change focus
leads to improved organisational performance. S¢Veadership typologies were explored
including servant leadership (Greenleaf, 1970) wiscconsidered appropriate for the
homophily of belonging to a third sector orgari@a{McPherson et al., 2001) The
concluding chapter reviews the findings of the nekiapters and evaluates the contribution
to knowledge, literature and theory. The thesisctates with a review of the contributions
to knowledge, limitations of the study, furthereasch, policy implications and a personal

reflection.

1.9 Contributions

1.9.1 Paper One
Paper one begins with a critical review of the deathat have taken place in the sector

along with anticipated changes coming down thektrébe paper uses a single case study
analysis of a housing association, Bournemouth €tas Housing Association (BCHA),
which had implemented a balanced scorecard syst@®d6 as a catalyst for performance
improvement. There were two key research questldos can management commitment
facilitate the successful adoption of the balarsmatecard in a housing association? What

are the necessary steps in moving from a perforsmmar@asurement framework to a
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performance management framework? The researclvet/a longitudinal time horizon
over a four-year period and evaluated that postempntation period using a mixed
method approach of interviews with six senior mamagnd five directors (one was
interviewed on two occasions) and an analysis ofisgary data. The findings from this
paper were that simply implementing a balancedes@d measurement framework did not
result in performance improvement. The finding® ats/ealed that management
commitment, organisational culture and values, medmchieving improvement, and
externally validated achievements were vital in mg¥rom a performance measurement
philosophy to a performance management philosophg.motivation for the organisation
adopting the balanced scorecard was internallyedrand linked explicitly to their strategy
which was advocated by McLaughlin (2004). The oigmtion had demonstrated tangible
success through increased growth, securing of duading and the winning of awards.
The paper developed a conceptual framework of tifldibg blocks for performance
management of culture, capability and trust. Thg thay are aligned within the
organisation will determine the potential for imped organisational effectiveness. For
housing associations such as the BCHA that havedstrated improved performance,
they may be affected by the steering media of wer and money which is exposing the

third sector lifeworld to a more commercialised ieowment.

1.9.2 Paper Two
The second paper develops the capability buildiogkddentified in the first paper and

then discusses its effect in a dynamic competegivaronment via a comparative study of
the private sector and the third sector organisati®n first impression, they seem
remarkably different but the paper uses SMEs frathithe aerospace sector and housing
associations to provide a compelling justificationthe similarities within the respective
sectors. The commonalities are levels of understgmaf performance management
(Anderson et al., 2001; Hudson et al., 2001; Gavezt@l.. 2005; Chapman et al., 2008);
resource constraints (Alcock et al., 2004; Garegigal., 2005; Chapman et al., 2008;
Morris, 2012); dominant customer/commissioning agbteegan and Taylor, 1997;
Brouthers and Nakos, 2004; Seddon, 2007; Quinrg;2@@cMillan, 2010) and

institutional theory-based motivations for monitayiperformance (Di Maggio and Powell,
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1983; Cunningham, 2008). This paper broadens tigteshousing association study
initiated in paper one by including a further twauking associations, a dominant customer
which commissions services from the housing assonmand a regulatory body which
champions the service user and ensures that tavgdayeney is spent efficiently by
reporting periodically to the government. In ortieconduct a comparable analysis, three
SMEs are evaluated from within the aerospace saaimminant customer referred to as a
Prime Contractor (Prime), and a regulatory bodyclhs a trade association and a voice
for the industry at government level. All of the EMase studies had implemented the
Business Excellence Model (Conti, 2006; Bou-Llustaal., 2009) or a combined BEM and
balanced scorecard framework (Kaplan and Norto82,19996a, 2001; Johnson, 2003).
The main research questions investigated weréelg tempirical evidence of
commonalities between SMEs and housing associ&idfigt are the driving forces
influencing the adoption of performance managerframeworks? How is performance
managed in SMEs and housing associations? A tb20 eemi-structured interviews of
directors and senior managers were conducted t@ssithese questions. In this paper
discussion is undertaken of the impending puldita cuts and the rebalancing of public
service delivery to involve more third sector amdgte sector participation (Big Society,
2010), followed by an evaluation of the suitaiitif applying private sector performance
measuring sector principles within this third sectontext. The comparative study
evaluates how performance is managed in both seatw how both are subjected to
institutional isomorphism (Di Maggio and Powell,83) by their respective customers and
regulatory bodies. Finally, similarities and diteces relating to how the respective sectors
manage their performance are evaluated, and lessensoffered that may be learned
from the private sector with respect to develo@nmgore co-ordinated approach between

the housing association, the regulatory body ae&tdmmissioning bodies.

1.9.3 Paper Three
The third and final paper develops the issue afdeship and performance raised

throughout paper two in the context of housing esgions, particularly in the conclusion
as these leaders will need to reconcile the duafitpanaging business performance with

the values of a diverse stakeholder group bounetheg by their homophily of wanting to
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make a difference to the lives of their servicersisd he discussion in paper three
acknowledges the effects that the GFC is havinthertdK economy and how public sector
cuts aimed at reducing the government deficit #eeting the third sector. The findings of
this paper reveal that the changes affected bgtdering media in the form of legislation
and subsequent benefit reform, the introductioprivfate sector competition and the
challenges of obtaining long-term financing havetgebe felt. In order to remain
sustainable and potentially thrive in this chandifeyvorld, the systems (organisations)
that operate within it will need effective stewdrigiswhich provides the leadership and
maintenance of third sector values. Within thisteghof uncharted waters, leadership is
vital within housing associations for successfatignaging performance and maintaining
sustainability. Housing associations need to gagainst the measurement obsession that
has been embraced in the public sector where aumegasnt philosophy plus wholesale
application of private sector management technitpasded to unintended consequences in
public sector organisations such as gaming, myapiathe nurturing of an audit culture
(Power, 2000; Radnor and McGuire, 2004; Lapsle®920This reinforces the cynical view
of what gets measured simply gets measured (Johestl., 2002). Performance
measurement is vital for organisations as it presidarity for management and leadership
decisions to take place but it is not a panaceanands it the same as performance
management. The behavioural aspects necessamdmved performance management
which include training, leadership and culture (&&h1995; Powell, 1995; Radnor and
McGuire, 2004) are often ignored, with too muchu®on the tools and techniques of
improvement. In this paper several styles of lesliprare discussed, including servant
leadership as it encourages organisational citraviour (OCB) which is defined as
discretionary behaviour not explicitly linked tcetformal reward system (Organ, 1988),
and the promotion of such behaviours is said t@eroé organisational effectiveness
(Podsakoff et al., 1997). The paper also explaaddrship within housing associations by
asking the following research questions: How ai@nges in the life world of the third
sector influencing leadership? What type of ledders required for housing associations?
How does leadership lead to improved organisatipagbrmance? In order to answer
these research questions, a multiple case studiysaaf nine housing associations

involving 19 semi-structured interviews with senmanagers at either financial director
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level or Chief Executive Officer (CEO). The findsa the paper reveal how leaders
within this context are coping with their changiifgworld by applying several forms of
leadership such as servant leadership, transfarnatieadership and transactional
leadership to manage organisational performana®ll¥;, the increasingly competitive
landscape and the adoption of transactional lebgebgehaviours may result in loss of
OCB and the danger of mission drift (Morris, 2012).
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Chapter 2 Changing
Times for Charities:
Performance
Management in a Third
Sector Housing

Association
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2.1 Abstract

The focus of this study is on performance managémihin a single housing association
which had implemented the BSC several years eaRrefessor Andy Neely, one of the
foremost academics in performance measurement andgament, argues that
performance management does not belong in anyesthsgtipline, stating “the biggest
hurdle facing the field is that few academics cibgsfunctional boundaries (Neely, 1999,
p225). Further study into this area has found ltekt of management commitment is a
major factor in the failure of performance framelgsuch as the BSC. This study
undertakes a single case study analysis of a hpassociation. Housing associations are
part of the third sector, a sector which has resmbscant attention with respect to
performance measurement. It provides empiricalifigs over a four-year period to
evaluate how management commitment can move arp@afce measurement system to a
performance management system. The chapter comsdhydaddressing some of the
challenges identified by Neely (1999) of crossingdtional boundaries by developing a
model for performance management which includesdifiter elements of trust and culture
along with the capability to improve performanaethis studyi, it is revealed that culture as
well as trust and capability building are inexthtalinked and govern organisational

performance.

This study is timely as social housing is enteangeriod of unparalleled change. The
lifeworld of the social housing sector is beingesésl towards a more balanced service
provision comprising public, private and third seatrganisations. The UK government is
using the Big Society philosophy (Big Society, 2P&6 a process of colonisation in social

housing employing the steering media of power, déad finance (Habermas, 1987).
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2.2 Introduction

Private sector corporate performance monitoringginancial and non-financial metrics
has been adopted in varying degrees for severadesc This began with’ management by
objectives’ (MBO) (Drucker, 1955) but reached giifg point of adoption with the
publication ofRelevance Logtlohnson and Kaplan, 1987) which paved the wathier
development of corporate performance managemanefsm@rks. The public sector has
also been required to measure its performancehand is a large body of research in this
area which, according to Lapsley (2009), begahen1i980s with the Griffiths Report
(1983) that argued for more accountability anddgsneral management disciplines. The
Report exposed the lack of control which was itatstd with the amusing statement, “If
Florence Nightingale were carrying her lamp throtlghcorridors of the NHS today she
would almost certainly be searching for the peapleharge” (Ibid, p2). This statement
illustrated the chasm in management accountabildy existed between the private and
public sector, and the proposed solution was a faroommand and control top-down

reorgangation.

These new approaches to management control thratithe1980s and early 1990s were
popularised by new public management (NPM) (Ho@®11 1995; Brignall and Modell,
2000). Since then, there has been a drive to niekehird sector a major player in public
service delivery in the United Kingdom through phéblication of a set of guiding
principles referred to as Compacts (Kendall, 200lf)e Compactdea is completely
without precedent, representing an unparallelga istéhe positioning of the third sector in
public policy” (Kendall, 2000, p 2). The third sectan be defined as those organisations
that lie between profit-making organisations andegnment organisations (Anheier and
Siebel, 1990). It includes non-government and narfipmaking organisations such as
charities, trade associations, credit unions, $eciterprises and voluntary organisations
(Moxham and Boaden, 2007; Doherty et al., 2008jndme recent years, the current UK
coalition government has conceived the Big Soqguijosophy aimed at providing a more
balanced provision of public services by publicyate and third sector organisations (Big
Society 2010).
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According to Moxham and Boaden (2007, p842), “theldemited data on the impact of
performance measurement systems within this sdato the relative immaturity of the
sector in this regard”. They also add that it teMior public sector accountability to ensure
that “performance is measured and judged to betefé® by funding bodies otherwise,

the result could be a cessation of funding and kstipmethods of performance
monitoring that are unlikely to be sufficient (IpidFurther research by Moxham (2009,
p755) highlights that there is “scant evidencepiactice of how non-profit-making
organisations can demonstrate their achievements.

This research study seeks to show through empgigdence how, following the
implementation of the BSC, a third sector orgamsatan demonstrate effective
performance management in the form of awards, ditat®ns from respected bodies, or
funding in recognition of the provision of theirgiee. This study will evaluate
performance management within a single housingcéstson using a longitudinal analysis
building on an earlier study of the implementatidra BSC in the housing association in
2006 (Manville, 2007), and the progress is exploreder a five year period. Neely and
Bourne (2000) argue that the majority of perforneameasurement implementation
projects such as the BSC fail and this study isshoet only because of the application of
the BSC in a housing association but also becaws@mines the softer aspects of
performance management which the literature sitatésal for a performance framework
to move from performance measurement to performarasgagement (Lebas, 1995;
Radnor and McGuire, 2004). The study begins witkexgsloration of the pervasiveness of
performance management from within the privateassdotthe public sector and ultimately
into the third sector. The importance of effecipgformance management is discussed
against the backdrop of major change in UK pul#iviee delivery which is having an
impact upon the lifeworld of the third sector.
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2.3 Performance Management in the Public Sector

Performance management in the public sector wasriuslly top-down and mechanistic
(Johnsen, 2001). This gave rise to NPM which has loeveloped by civil servants in
concert with management consultants with questieneftect and potentially misleading
performance monitoring (Lapsley, 2009). Other csitof NPM have concluded that
effective performance management has not beenedethand argue that performance
improvement in the public sector has been besetdilylems such as “externally imposed
restructurings and reorganisations” (Fryer et28Q9, p491) and the phenomenon of the
“Audit Society” which has resulted in an explosaiperformance monitoring (Power,
2000; Radnor and McGuire, 2004; Lapsley, 2008, 20@Bilosophers refer to ‘life
experience’ as lifeworld that is a state of theldian which life is experienced (Husserl,
1968; Habermas, 1984, 1987). Husserl (1968) arthat¢epistemological perspectives are
embedded in a world of meanings and pre-judgméatsatre socially, culturally, and
historically constituted. Habermas (1984, 1987)ali@ys this further by arguing that
modern society is influenced by a concept thatefers to as steering media, comprising
money, power and law. The sustainability of pubbctor service delivery and impending
public sector cuts will promote the steering mexfilaw and money that could result in the
third sector playing a more proactive role in derspects of the economy. Further
evidence of the influence of steering media hasvehbat “providers of funds can
influence the actions of those to whom the fun@spaovided” (Broadbent et al., 2010,
p464). Habermas’ (1984, 1987) theory of communieaéiction refers to the terms
‘lifeworld’, ‘systems’ and ‘steering media’ wheréeworld is the socially constructed
homophilic network where actors make sense of tlieiexperiences, securing a sense of
belonging. Systems are the organisational entitiég®ow the homophilic networks express
themselves, and the steering media include powanesnand law which can have an
influence on the lifeworld and ultimately the systein which the actors work. This
research study uses the leitmotif of Habermas’fhebcommunicative action by engaging
these three factors with the third sector andoits in public service delivery. The steering
media was evident in the third sector as the Meni&ir the Cabinet Office, Francis Maude
was quoted as saying, “there was a consensusuhBt gervices no longer needed to be

delivered by the public sector. That fact, combingith the inevitable cuts in public
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spending, meant the voluntary sector had to expaaatically” (Jump, 2009). The Big
Society has different meanings to different stak#drogroups. The neoliberal
interpretation is an empowering agenda to freeagpakcapital to deliver public services in
more imaginative and efficient ways without the stoaints of the dead hand of the state.
However, a contradictory interpretation is thasia cynical ploy to fulfil a free market
dogmatic agenda of a smaller state provision whichld have been unthinkable prior to
the financial crisis of 2008. The Big Society ivimg an influence on trust between
government and the third sector due to the chaimgesding, the opening up of
competition and the transfer of risk (Milbourne &akshman, 2011). The lack of literature
on this topic suggests that the steering mediaarfay, power and law are moving the

lifeworld of the third sector into uncharted waters

2.4 Performance Measurement and Management in the Third
Sector

Increasing scrutiny from donors and funders andeemompetitive landscape means that
the third sector is becoming more business-foc@idebard, 1997; Dart, 2004, Little,
2005). Traditionally, third sector organisationy&sended to have a distinct ethical stance
as a shaper of society partly due to their ideokgy their voluntary workforce. In
addition, “shapers of society regard financial ¢cdesations as of secondary importance or
a constraint” (Johnson at al., 2008, p148). Howetver increasing need to become more
accountable is beginning to reposition the thit@estance into one of multiple
stakeholder obligations (Ibid). This is provingdae a challenge for the third sector as it
tends to focus on its unigueness as a justificdbomot monitoring performance (Moxham
and Boaden, 2007). Greiling (2007, p18) arguespghebrmance measurement is vital for
building trust with external stakeholders as it destrates that the third sector is keeping
“up to date with modern management practices”. Hawéhis form of institutional
behaviour has been exposed as a fig leaf for soganzations to placate the external
controlling environment by the mimicry of the prigasector businesses (Helmig et al.,

2004). Moxham (2009) reveals that there was addelvidence of systemised performance
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monitoring; yet there was a proliferation of measucollected in order to report to multiple
external stakeholders. Her conclusion was that bty of knowledge on performance
measurement system design is applicable to theorafit-sector and should be utilised”
(Moxham, 2009, p755). This is supported by redeawaluating the implementation of
both the BSC and the European Foundation for Quislénagement (EFQM) Business
Excellence Model (BEM) which enabled data to béeotéd to monitor performance and
satisfy external stakeholders (Manville 2007; M#ievand Barnard, 2007). Manville’s
research, however, only dealt with the implemeatasind the establishment of the BSC.
The absence of structured performance monitorinigesé difficult for the third sector to
counter criticisms of poor or ineffective managetm@onnolly and Hyndman, 2004).
Further research on the need for modernisatiohdritird sector argues that it is not
simply the adoption of managerial approaches taat ehpability building in the form of
the third sector being proactive in shaping its a@estiny “rather than simply acting as a
palimpsest for government-imposed prescriptiongitl(aughlin, 2004, p561). What is
lacking in the literature is empirical evidencé'afiteria and processes that enable non-
profit organisations to demonstrate their achievaim@loxham, 2009, p756). Le Roux
and Wright (2010) also argue that qualitative daden interviews with non-profit
managers would give a better understanding of henfopmance influences organisational
decisions. Therefore, a key aim of this reseangtlysis to fill the void which is becoming

more important as the steering media is forcingtlimk in the lifeworld of the third sector.

Moxham and Boaden (2007, p834) concur and addttexe is a dearth of empirical
evidence about how this sector is measured”. Tlesgarch has sought to fill this gap but it
was limited to micro organisations and did notgiahy empirical evidence of performance
management frameworks, or that those organisatiens familiar with performance
measurement frameworks. Fryer et al. (2009) aksoaciack of literature on how leadership
supports performance management in the public settich has similar characteristics to
those of the third sector of multiple stakeholdeligations. The BSC, which is the most
widely cited performance measurement framework (Mad Schiuma, 2003), has been
adapted for non-profit organisations, albeit wine adjustments (Kaplan, 2001; Niven,
2008). Kong (2008) guestions the suitability of B&C for non-profits, citing three
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concerns: they have service users rather thanrmoessp they have multiple stakeholders to
satisfy, which exacerbates the issues of logidatiomships highlighted by Norreklit
(2000); and finally implementing the BSC withoukiteg into account that the non-profit
context could prove to be more damaging than belaénd therefore implementations
should proceed with caution (Williams and LewisQ2)) Nevertheless, Speckbacher
(2003) and Moxham (2009) believe that holistic feavorks can be applied in the third
sector but there is a lack of understanding ofdliemmeworks in those organisations and
there is potentially a mismatch between funderguieements and reporting mechanisms
(Moxham and Boaden, 2007). Where a mismatch exrstst,can sometimes act a
substitute for performance measurement (Sargeantes 2004; Shaw and Allen, 2006;
Greiling, 2007; Greatbanks et al., 2010).

2.4.1  Performance Measurement Frameworks
Performance measurement can be defined as “theggat quantifying the efficiency and

effectiveness of past action” (Neely et al., 2Q821). Performance measurement is
important because it assists managers in planmdgantrolling their organisations and
plays an important role in translating corporatategy into results (Otley, 1999; Chenhall
and Langfield-Smith, 2007). The plethora of pul#dhvork in various media during the
last 20 years underscores the importance of pediocenmeasurement (Marr and Schiuma,
2003). From Johnston and Kaplan's (1987) bBekevance Losperformance
measurement frameworks have emerged which havédea holistic approach to
performance measurement. The most common perfoerfeanmeworks in use have been
the BSC (Kaplan and Norton, 1992, 2001), the parérrce pyramid (Lynch and Cross,
1991) and the performance prism (Neely et al., 2002e BSC has become the most
ubiquitous framework based on the citations inileggburnals and its adoption by

practitioners (Marr and Schiuma, 2003).

The BSC requires managers to look at the busimessfour important perspectives -
financial, customer, internal processes and legraimd growth - which are aligned to the
organisation’s vision and strategy (Kaplan and biortt992). The BSC has been credited
by the Harvard Business Review as one of the mgsbitant management tools of the last

75 years (Bourne et al., 2005). However, sever@aaaics believe that it is an adaptation

34



of MBO introduced by Drucker in 1955 as a systermahagement based on goal
congruence as a means of improving performancegéoh 2001; McAdam and Walker,
2003; Speckbacher et al., 2003). In France, aairddshboard-based performance
monitoring system known as tkebleau de bordhas been in use for more than 50 years
(Epstein and Manzoni, 1998; Speckbacher et al.320The BSC also attracts criticism on
account of its subjectivity (Ittner et al., 2002)well as its focus on logical chains rather
than cause and effect gNeklit, 2000) Notwithstanding, the BSC has achieved credibility
with practitioners as it has been adopted by 60%h®fortune 500 companies and 40% of
European companies (Silk, 1998). Adoption, howeigeonly the first step; the BSC should
not be viewed as a panacea, and the maxim of “gétatmeasured gets managed” should
not be taken at face value. The failure rate tdrixged scorecards is high, running at 70%,
and failure is attributed to poor design where gesformance indicators (KPIs) are not
clearly aligned to the organisational strategy,rgpgplementation, and lack of
communication leading to issues of trust and a wea blame. Finally, and more
importantly, lack of senior management commitmsra failure when management
becomes too impatient, pushes for quick resultd,sabsequently loses focus over time
(Neely and Bourne, 2000). On the latter point dtifa, Neely and Bourne (2000, p6)

argue that “building a measurement system is mkireta a long march than a quick hike”.

2.4.2 From Performance Measurement to Performance Manageent

The BSC has been used to explore the evolutioridbpnance management and it is
argued that it fosters a performance-based cultheze all members of the organisation
are aligned to the strategy. However, there isuidesce of how this can be achieved
(Kaplan and Norton, 2001). Organisational cultureaempasses the shared beliefs and
assumptions commonly held by an organisation ($¢l€85), and Henri (2006, p97)
argues that “the relationship between organisatioméure and the attributes of
performance measurement systems has been overfodlgpeacts of culture such as
training, management style and employee involverasntmportant for an organisation to
evolve from performance measurement to performara@agement (Lebas, 1995; Radnor
and McGuire, 2004; Bourne et al., 2005). Ineffegtimanagement or a blame culture
(Neely et al., 1995) can lead to unintended behasiahich could have a detrimental
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effect on the success of an organisation’s strafégyical behaviours include gaming,
misinterpretation, ossification, misrepresentatimgppia, complacency, sub-optimisation,
tunnel vision and measure fixation (Smith, 1995;jtBrand Goddard, 2002; de Waal,
2007). Greiling (2007, p5) warns that such behagau the third sector could increase as
performance measurement may erode traditional salith employees, resulting in a
culture shift from a “trust me to a show me cultuighere have been many case studies
relating to the implementation of the scorecardan-profit contexts (Speckbacher, 2003;
Manville, 2007; Niven, 2008) which address the lgraes of a performance measurement
framework. However, there is a lacuna of case stadgarch exploring the post-
implementation phase of the BSC and its effectisend-or example, a number of
researchers (Hoque and James, 2000; Malina anal 38Q@21; Davis and Albright, 2004)
claim that the BSC can have a positive relationghip respect to organisational
performance. Nevertheless, that claim is disputelitber et al. (2003) and Tapinos et al.
(2010) whose research concluded that companieswimiglemented the BSC exhibited no
significant difference in performance when compdcedrganisations that had not

implemented the BSC.

The literature demonstrates a changing and conmyeelindscape in the third sector where
funding is fixed term and the sector is challenggedecome more business-focused (Dart,
2004; Little, 2005; Manville, 2007; Moxham, 2009)his creates a tension within the
ideology of this sector because of the “uniquene$she sector (Moxham and Boaden,
2007, p833). Nevertheless, research has shownread# performance management
within heavily regulated English housing associadiavhich are a sub-sector of the third
sector. Research has also shown a willingness boaa® performance management
innovations such as culture change, customer fdoted,quality management (TQM) and
organisational expansion and restructure, but nbiirvan overarching performance
framework (Walker and Jeanes, 2001). At presemetisea lacuna of any informative
empirical data on the presence of performance megmsnt frameworks and their resultant
impact on third sector organisations. To furthés trody of knowledge, the following

research questions were posed:
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« How can management commitment facilitate the swfoksadoption of the
balanced scorecard in a housing association?
* What is necessary to develop the balanced scorefrard a performance

measurement framework to a performance managemanéework?

2.5 Research Method

The method employed in this study was to carryadoingitudinal case study analysis
focusing on a single case study (Eisenhardt, 1989;2003a, 2003b). Bournemouth
Churches Housing Association (BCHA) is a registerfealrity and a third sector
organisation that provides housing support to walble members of the community. It has
grown considerably in the last 10 years and nowleyspover 500 employees (including
volunteers) with revenue of over £16million per ammand a surplus of between 5% and
10% supporting 60 sites across the South and SWath of the UK. BCHA service users
are vulnerable members of society affected by alcahd substance misuse, sex workers,
victims of domestic violence, homeless people agwpfe with mental health issues. As a
result, BCHA is not a conventional housing assamiain the traditional sense as its
support remit includes expertise in social care@l as training and development. The
organisation’s objective is to reintegrate theiwvg® users back into mainstream society by
improving their wellbeing, numeracy and literacyldoy helping them to secure
employment. BCHA operates in a highly regulatedremment and began work on the
adoption of a performance management system maresiik years ago using a knowledge
transfer partnership (KTP). KTPs help businessésoaganisations to improve their
competitiveness and/or productivity through the afstne knowledge, technology and
skills that reside within academic institutions {anline, 2010). The BCHA KTP
concluded in 2006 with the successful implementatiba balanced scorecard framework
and won the Best South West of England KTP in 2608°online, 2010). The researcher
was the academic supervisor for the KTP and thexrdfad access to the organisation, key

personnel and relevant supporting documentati@métble a thorough study of the
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processes involved. This high level of engagemaéttt thie organisation provided a high

degree of trust which is important in qualitatiesearch (Easterby-Smith et al., 1994).

In order to measure the impact of the performanaragement system after the
implementation, a number of secondary data sowvees consulted to assess BCHA's
performance improvement. This was conducted fro626 2010 and included documents
such as annual reports, management minutes, aeffic@ncy statements to regulatory
bodies, external award applications, a Social RebarInvestment (SROI) audit, and third
sector press cuttings. Additional primary dataestlbn was conducted in 2006 via 10
semi-structured interviews (approximately 60% @f 8enior Management Team) using a
stratified sampling scheme (Bryman and Bell, 2008 stratification comprised six
members of the Operations Management group (inoutie KTP Associate) and five
members of the Directors’ group. The operationahagers were effectively the middle
management and the directors were the senior mareageA list of the interviewees along
with the dates of the respective interviews is shawappendix 1. The interviews were
carried out around the time of the conclusion ef kTP and an additional interview with
the CEO in early 2012. An interview framework comjmg open-ended questions to

encourage dialogue was employed (appendix 2).

2.5.1 Data Analysis

Collis and Hussey (2003) identify three main chadles to effective data analysis; these
relate to reducing the data; structuring the dathdecontextualising the data. To address
this Miles and Huberman (1994, p10) define analgsisconsisting of three concurrent
flows of activity: data reduction, data display amhclusion drawing/verification.” The
Miles and Huberman approach was further enhancedebwork of Professor Julia
Balogun from Lancaster University who included ddigonal flow of activity,

comparison to literature (Balogun, 2006). The flst of activity is common in the
discussion section of pieces of research and Balsgntributions are that it facilitates
further data collection, and that it fits with ttesearcher’s line of enquiry and the iterative

nature of the three-paper approach, which arendisstand-alone research papers
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connected via a golden thread of the Habermadmndrld leitmotif. The interactive data
analysis model shown in figure 3 facilitated thegantation of the interview findings and
allowed the findings to be related back to theditere review. The three-paper PhD
approach fitted well with the changing contextlugtstudy and the unforeseen events such
as the GFC of 2008, the first UK coalition govermtngince the second world war, and the
austerity measures introduced to reduce the gowerhdebt incurred after recapitalising
the UK banking sector. A more detailed accouritaf the researcher has applied this

interactive model is described in more detail below

Data
Collection

Data Display

Data
Reduction

Comparison with
Theory

Conclusions: drawing
and verifying

Figure 3 The Interactive Model of Data Analysis|d&mn (2006) adapted from Miles and
Huberman (1994)
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2.5.2 Data Collection
Each of the interviews was progressively transcrierbatim soon after the interviews had

taken place. The dialogue was anonymised and faehby the respective initials of the
interviewee and interviewer (researcher). Verbatanscripts are “not fluid as it reflects
the nature of true speech; however, this does etoact from the quality of the data
analysis” (Hennink et al., 2011, p211). An expecghtranscriber was chosen in order to
guarantee accuracy and also capture the non- vaubaktes such as pauses, sighs, umms,
etc. This guarded against any loss in integritshefinterview as recommended by Kvale
and Brinkmann (2009). The transcriber was alsogsk@rovide periodic timing

references on the interview transcripts which fsieid the researcher with an invaluable
indexing system for rapid recall and playback @f #tudio recording where appropriate.
Secondary data were collected in the form of hgsg@nd digital formats and files were

created by research paper to enable easy access.

2.5.3 Coding Development
Data preparation and code development is an impigptacess in data analysis. An initial

list of deductive codes was drawn up from the ditere and subsequent research questions
(Miles and Huberman, 1994). Hennink et al. (20Etbmmend that further inductive

codes can be added after reading approximately@abe verbatim transcriptions. The
coding began with descriptive coding, followed atprn coding to yield a smaller number
of emergent themes. A coding list that defineddabeges and related them to the research
questions was devised for this paper and the subségapers in this study (appendix 3).
The coding process followed the quality assurante@aiines identified by Hennink et al.
(2011, pp229-230) as shown below:

» Appropriate: Were interviews transcribed verbatim?

* Transparent: Are code development and coding det?i

* Grounded: Were the codes and concepts well-grouimdine data?
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» Saturated: Was code development saturated?

* Interpretive: Was colloquial language retainechia transcripts?

» Ethical: Have all identifiers been removed from tla¢a transcripts?

254 Data Reduction

The next phase of data analysis was the data lieduymiocess which involved
summarising each of the interviews on a single gageact summary sheet. The
justification for using contact summary sheet$a it prevents the information “getting
lost in a welter of detail” (Miles and Huberman,1p%nd is an instrument that makes it
easy for rapid retrieval and synthesis (Ibid, p$2y. secondary data analysis, document
summary forms were employed to capture the sgtieimits and to facilitate inductive
coding and identification of emergent themes (Mdasg Huberman, 1994; Kvale and
Brinkman 2009; Saunders et al., 2012). Summarisimigicloud software called “wordle”
was also employed as a supporting aid by the relseato identify recurrent words in a
pictorial format. This approach has been used @&@mic research as a tool for preliminary
and validation purposes (Ramsden and Bate, 200BiaMght and Lam, 2010).
Wordclouds do have limitations as they display wioeguency but not the context, hence
the software is only used as a supporting instrarokanalysis for the Miles and
Huberman/Balogun approach. Personal memos weyeiséd in the sense-making process
in order to develop initial codes and emergent #&mM memo in the context of data
analysis can be defined as “the theorising writ®@iipleas about codes as they strike the
analyst while coding...it can be a sentence, a papdgor a few pages... it exhausts the
analyst’s momentary ideation based on data withgyes little conceptual elaboration
(Glaser, 1978, pp82-83). Miles and Huberman (12@g)e that memoing can go beyond
codes and relationships to any aspect of the sindythe researcher utilised memos within
text in early and later drafts of the write-up.
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2.5.5 Data Display
The data display phase is another element in tteeahealysis process although not all

displays were used in the final write-up. This litaied viewing of combined data sets in
order to assist in the development and presentafiti;e emergent themes. The data
displays took the form of event listings, tablesitnces and model-building. Miles and
Huberman (1994) argue that such data displays e#ithe chances of drawing and
verifying valid conclusions. The emergent themesawkeveloped and presented in a

coherent narrative using quotations to enrich treative (Hennink et al., 2011).

2.5.6  Comparison with Theory and Conclusions: Drawing and
Verifying

Triangulation of both primary and secondary data employed as method of validation.
Denzin (1978, p291) defines triangulation as "thmbination of methodologies in the
study of the same phenomenon." Triangulation isethod of cross checking data from
multiple sources thus allowing the researcher tmbee confident of their results (Jick,
1979; Flick, 1998; O’Donoghue and Punch, 2003krint summaries of the findings were
progressively developed during this study and vpeesented at international conferences.
Miles and Huberman (1994, p79) state that an mtstudy “presents a review of the
findings, a careful look at the quality of data gaging them and an agenda for the next
waves of data collection”. International conferenpalating to the researcher’s academic
subject area were an ideal forum in which to disengial conclusions in order to test the
rigour of the analysis with peers and experts withie field of research. A list of
conferences where the researcher’s findings wesepted is listed at the beginning of this
thesis. The valuable feedback that the researelseived from such conferences resulted in

further data collection, literature searches afidirey of the papers.

2.6 Findings

The objective of the KTP was to “establish a perfance monitoring and management
framework to address BCHA's structure, servicesfanding” (KTPonline, 2010). The
BSC framework adopted by BCHA was a proprietaryvgaife package which was a

42



hierarchical system involving several levels arduding trends and a traffic light system.
The high-level scorecard and a sample KPI for ayera-let time is shown in the
appendices along with the formula for calculatimg KPI (appendices 4-7). The
subsequent four years examined the embedding gfetiermance management system.
This explored the initiatives and behaviour changgisin BCHA and charted the
achievements after the implementation of the sewded he following themes emerged
from the data with respect to the implementatiothefperformance management system
which are discussed in more detail below:

Management commitment
Organisational culture and values
Means of achieving continuous improvement

e

External achievement

2.6.1 Management Commitment

The management team recognised that the benetite &SC would not be immediate and
may take between six and 18 months post-implementhefore an appreciable
improvement was observed (Manville, 2007). All mgeraent and directors recognised
that the external business landscape in whichwesg operating was changing and that
they had to be more sensitive to the business Tasemajor benefits included “more
available and transparent information and an el¢mwieconsistency. ...we are in a
changing environment. Measuring performance irfitgen’t lead to improvement and it

should not become just another method of report{iBifector 2).

The Directors recognised the importance of shagarthing by releasing their staff to attend
“Lunch and Learn” events which are explained belide have quite an open culture and
most data are generally made available to staffitgtrédinsparency of information] would
not be an issue at BCHA. We are willing to shafermation and invite feedback”
(Operations Manager 1).

Another director who had a background in the pesdctor suggested that his “concern is

that staff don't view this as another piece ofi@itttakes up time and people are not
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prepared to embrace it. It needs to be a demomstbalsiness tool that benefits them and is
not “big brother” (Director 5). On completion ofdlKTP, the KTP Associate was
appointed to a newly created role of Business IPredaoce Manager. She remained in that
role for three years until she left to join an angation that supplied the BSC software.
Management has continued its commitment to the Byp&ppointing a new business
performance manager. The patience of the direetmlshe empathy they demonstrated to
their managers and staff underlined their commityreamd this concurred with the findings
of Neely and Bourne (2000, p6) that performanceagament is “a long march rather than

a quick hike”.

2.6.2  Organisational Culture and Values

Organisational culture was a substantive issukanrmplementation of the performance
management system. The company is a registeretychad employees are not motivated
to join the organisation by salary but by an oppaity to make a differencéoreover,

BCHA relies on a significant number of volunteerrisgrs and concerns were raised for the
front line staff and service delivery. Managemetit“not want their staff looking at the
screen and ringing someone up... but ... need them#on to manage the business
area”. This conflicting statement highlighted thiemhma of people versus processes.
“Sometimes when you are dealing with a crisis,aystare the last thing on your mind”
(Director 3). This was supported by an operatioasager who argued that “we employ
people who are interested in people and not nedlysiséerested in scorecards”
(Operations Manager 3). The transition since thepietion of the KTP has not been a
completely smooth ride as BCHA has experiencedade of some directors and operations
managers as it has continued its performance maragegourney. Values are vitally
important at BCHA and have been incorporated inéogay and remuneration system so
that successful appraisals demonstrate both peafozenand company values. Director 1
commented that “there is a sense that we can belss#ssed and we need to be making a
contribution to the wider community”. This was ciomfed by Director 2 who argued that
“values without performance are no good but valast be retained as this is the ethos of
a charity. With respect to performance we must drilown to front line services. We must

strive to continually improve”.
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The majority of the directors were emphatic thatithplementation of the BSC should not
compromise BCHA's values. They did not want therscard to be used as a stick to
motivate staff as they believed that it would Iéadinintended consequences of ‘playing
the numbers game’. “ldeally we need to have a systeplace that satisfies the customer
first and our regulators second and not the ottesr mwund and that is the major challenge”
(Director 1). This is not to imply that the regulats of secondary importance but that the
customer is first among equals. “We employ stafbwahe good at dealing with people and
issues that go with people and it's very diffidilt those people to be concerned about
systems or computers” (Director 3). “We need tadsemessage that the BSC is an
empowering tool rather than we don’t trust you amdare going to measure everything
you do and make sure that you do it, if it is thidr, it is the end of the organisation”
(Director 1). When pressed on the tensions ofrparate approach in his organisation
during a follow-up interview, the new CEO (Direc®rsaid his guiding philosophy was
that “we are a social business” and he did nottfesl performance appraisal and a non-
profit context was incompatible. The issue of tiostween the management team and the
staff was considered important and the BSC wastmbe used as a stick and that is

important for us” (Director 3).

2.6.3  Means of Achieving Continuous Improvement
During the implementation of the KTP project, fotmeeetings known as Operational

Team Meetings (OMTSs) involving the operations mamagvere established and these
were held monthly. These meetings reported on 8@ Berformance measures and
highlighted areas for improvement and initiativedé taken with items minuted and
actions and timescales appropriated to the persmeggonsible for the task. Senior
management felt that the BSC could provide dataftwum more effective and timely

decision making.

We will need info to be able to inform people hoe have delivered and what our
performance standard is. | think people will bekiag for that. You may need to
demonstrate how we are better than other servimgdars. | can see a definite external
application to thi{Director 3).
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There was further evidence in the appointment of aperations managers and their
influence on continuous improvement. When askedigpossible resistance to change,

one operations manager replied,

Oh yeah! I think it is no accident that those ine@tions Management positions are
perhaps younger whose management training prirscigie about change management and
being innovative and doing different things and siotply going with the status quo. Some
of it is down to fear and why do we need to chaag)@ has worked in the past
(Operations Manager 4).
The CEO recognised that for a continuous improveroeiture to blossom, the
management and workforce needed personal devela@mdrbusiness acumen tailored to
the not-for-profit context. In order to improve nagement capability, directors and
operations managers attended Dale Carnegie® mamrajyelevelopment courses to
improve their team performance as well as their personal development (Dale
Carnegie® Training). In addition, “lunch and leas&ssions were organised by the Human
Resource Manager (Operations Manager 1). Thesmsssgere held off-site in a local
hotel involving operations managers, project marsaged front line workers with the aim
of sharing best practice in a non-threatening emvirent. The meetings were convened by
means of a group email to all staff on a partictli@me and an invitation to attend. Those
members of staff who felt they would benefit oftdtended. Leadership was also linked to
pay and remuneration devised by the CEO based/ercfiteria that reflected the values

and context of the third sector.

For leadership we score five characteristics; srthé ability toenvision, two iswisdom

do they make good decisions that people buy instinkl to?Maturity , are they able to
receive feedback as well as give feedbddltility , the opposite of arrogance (team
player).Innovation; are they developing new ways of doing thingshéfytget more than
85% they get three increments. This is more foragament. | picked these words up from
a Cranfield Lecture | attended (Director 1).

Non-financial recognition via periodic awards ceomies was also employed where
members of staff would have their achievementsgeised by the presentation of a
certificate. This has subsequently evolved to idelweekly group emails and Twitter
“tweets” entitled “celebrating success”. A sampiehe BCHA tweets can be found in

appendix 8.
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2.6.4 External Achievement

Organisations that embark on a performance imprewemitiative need to demonstrate
that their initiatives are having an appreciableact not only in-house but also seen as
such by the service users and the wider commubitlying the interviews there were

sceptical views about the scorecard, but overalctinsensus was cautiously optimistic.

One of the most vocal critics of the BSC stated tha

| expressed doubts when it was talked about. Noudion about alternatives. | always
held the view that quality would not necessarilyirnproved by the BSC. We tend to be a
bit silo and | have quality systems in my area \Wwhace different to the rest of the
organisation. | had doubts about the long-termevaliithe balanced scorecard and nobody
has addressed that with me. We seem to have amparioe management system rather
than a quality management system. | don’t knowi# exactly what we negdirector 4).
A contradictory view came from an older longer sggwoperations manager who stated
that the BSC “gives us that overview and understandf where we are at. Historically we
operated in silos and this has brought us outasétlsilos and given us the bigger picture. |
was scared about what | didn’t understand but uight it was a good idea” (Operations
Manager 4). Twelve months after the interview,mgythe post-BSC organisational
restructuring (an aim of the original KTP), Directbleft this company by mutual consent
and joined another non-profit organisation. Thievaéd the continuous improvement

philosophy to become more embedded and improvedpeaency and co-operation.

The secondary data of press releases, KTP docutioentannual reports, awards and the
SROI audit were reviewed and digested, and reveatedord of achievement during the
three years since the implementation of the pedmeea management framework. In 2007,
in the annual efficiency survey submitted to theusing Corporation (now Tenant Services
Authority), BCHA moved over four hundred placesthp Operating Cost Index (OCI)
league table and reported year-on-year saving2%0,000. The summary of the efficiency
statement was submitted as evidence of the suotéss performance management system
in the final KTP report. In addition, BCHA was shbsted and won several awards in
housing, social care, learning, and social enteegi$E), and as a partner to academic
institutions. They have maintained their accredites for investors in people (lIP) and

their fledgling SE (Sequal Solutions Ltd) was of¢he first in the South West of England
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to be awarded the coveted “Social Enterprise MaMuare recently they have won two
more national awards for housing and educatiorthEuevidence of external achievement
was demonstrated by BCHA'’s service users winniegsitver award for best garden at the
Chelsea Flower Show in 2009. During the past feary BCHA has cultivated a
relationship with a global investment bank whichpéoys over 6000 people in the local
area resulting in collaborations on a number oflsatale issues. This relationship paid
dividends when BCHA was awarded £55,000 in thehteéthe credit crunch to develop an
initiative which will secure employment prospeats the long-term unemployed. This
donation was over three years and conditional @psatisfactory annual statement from
BCHA. An additional grant of over £420,000 from thattery Fund was secured for
training for the long-term unemployed. A list of B&'s external awards and
achievements can be found in appendix 9. Fronmécseuser point of view and a wider
stakeholder point of view, a SROI audit was conedetcross three large schemes
(Bournemouth Women'’s Refuge, Floating Support, ldadnah House) run by BCHA in
2010 as part of an MSc dissertation (Mirsaeedi 20I8e SROI methodology followed the
principles advocated by Nicholls et al. (2008) &uatholten et al. (2006) and scored the
three schemes as generating a SROI ratio for gaargd spent of £3.70; £4.69 and £7.20
respectively. The conclusion page of Mirsaeedisséitation along with the stakeholder
analysis memo sent to key stakeholders enabledathdinancial impact of the some of the

services of BCHA to be quantified (appendices 1d14i.

2.7 Discussion

The literature has exposed a dearth of empirida dia performance measurement systems
in the charity and third sectors (Moxham and Boa@&@7; Moxham, 2009), let alone
evidence of performance management resulting frop@rormance measurement system.
Even in the private sector, 70% of balanced scodscare not successful and failure is
attributed to poor design, poor implementation andre importantly, lack of senior

management commitment (Neely and Bourne, 2000).
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The analysis shows that there is a concern forepregy the values of BCHAvhilst

making the transition to setting BCHA on a moreustibusiness footing to address the
changing competitive landscape (Hubbard, 1997;,2804; Little, 2005, Manville, 2007).
The findings acknowledge the concerns of Greil2@0() who warned that pursuing a
business culture without regard for the valueefdrganisation could make the charity
indistinguishable from a private company in thesegeits stakeholders, particularly the
volunteer element of its workforce. This could bmeomore important in the future as the
Habermasian steering media may heighten the tebsivveen sustainability and values.
Senior management was passionate about maintdhreigcaring identity which was not
only shown in their rhetoric but in the BCHA'’s pagd remuneration system. The worry
that performance management would become no maregtlick box exercise (Radnor and
McGuire, 2004) was not supported in this charity.

The motivation for adopting the BSC was internalitiven and linked explicitly to their
strategy which was advocated by McLaughlin (2004jxing the four years since
implementation, BCHA has demonstrated significamgrovement operationally, has won
numerous awards both regionally and nationally, lzaicultivated a fruitful relationship
with a large local employer who has subsequenttpime a significant donor. Although
these accolades and awards are more corporatendidtoampression may deviate from
core service delivery, the results of the SROI &sigow that this is not the case and these
awards are vital for sustainability and the abildyattract funding from commissioning
bodies and donors. These successes, driven byrarsicy motivation for continuous
improvement, demonstrate impact at all levels efdlganisation from senior management
right down to service user level. However, BCHAlEsess may be attributed to a greater
awareness of performance measurement and itsydbilinderstand what its regulators are
looking for; in effect knowing what boxes to tickchmimicking private sector business
(Helmig et al., 2004).

Also the relationship between the implementatiothefscorecard and the improved
performance may be coincidental. This assessm@€HA may be a little unfair given
that BCHA had not won major awards prior to the lenpentation of the BSC, and its

SROI scoring reveals that it has made a differéndts service users. Radnor and
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McGuire’s (2004) concerns about the bureaucrag@edibrmance measurement systems
are valid as BCHA has begun a rationalisation egeraf the BSC with the appointment of
a new business performance manager. The scorecasdoresent form, although providing
transparency, may not be appropriate for the ngarosation structurd he appointment

of the new manager provides a window of opportutatsationalise the number of KPIs by
30% and this provides further evidence of BCHA’snoaitment to continuous
improvement. An example of the current high-lev8iBreport which is more bespoke for
BCHA can be found in appendix 12. The real sucoésisis case study is not necessarily
the performance measurement system per se, brggbkant performance management
culture that has blossomed via focused meetings,dvactice, training, and other factors.
These initiatives are what distinguish performameasurement from performance
management (Lebas, 1995; Radnor and McGuire, 28@4ed on the discussion, this
chapter proposes a framework for improving perferogamanagement in the third sector

based on three principles of culture, trust anchbéipy.

The findings from this single case study analysigehbeen synthesised as three principles
of culture, trust and capability. Table 1 belowwkdhe interplay between the three
principles and the juxtaposition with the steenngdia acting on the lifeworld of the

housing association.
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Steering Media

The lifeworld of the third sector including housiagsociations is moving into
uncharted waters following the GFC and the drivimges of the steering media are
manifested in the form of money, law and power (¢taias, 1987).

Money: Austerity measures resulting in public spegduts (HM Treasury, 2011)
Power: A coalition government effecting a rebalagadf public service delivery
Law: Legislation enacted to facilitate the reddfom of the third sector to civil

society.

Culture

Senior management
commitment is vital.

The BSC is an
empowering tool.

Anticipating that
substantive improvements
will take time.

Investment in training and
development.

The BSC should be
rationalised.

The BSC must be aligned
to the social business
strategy.

A pay and remuneration
system which rewards
leadership and supports t
values of BCHA.

Trust

Tension of social busines
and a unique lifeworld
(Johnson et al., 2008).

Partial volunteer
workforce.

5 Getting the balance right
between people and
process.

Sharing best practice with
colleagues.

Impact measurement to
demonstrate social return
on investment.

Improvement should be
intrinsically motivated and
not simple to comply with
regulators.

ne
Service user first, regulatc
second.

Capability

5 Performance measureme
frameworks.

Management developmer
to improve individual
capability.

Appointment of a new
generation of operations
managers receptive to
change management and
innovation.

Employees should perforr
and maintain values of
BCHA. Performance and
values should not be
mutually exclusive.

Competing for external

awards and accreditations

to demonstrate good
governance

=

Non-financial rewards to
celebrate success.

—+

=

D

Each of the three principles has a degree of melatedness in that they can be eag

be affected by one or mor

e of the other principles.

h

Table 1 The Principles of Performance ManagemeHionsing Associations
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Principle 1: Culture — The bedrock of a supportiuéiure is senior management
commitment and recognition that long-term committrigvital in nurturing an innovative
performance management culture. They must also@eisant of the values of the
organisation and that any attempt to improve paréorce resulting in values being

undermined will have an influence on the trust witlin organisation.

Principle 2: Trust — Trust between management heddst of the governance chain from
board members to service users is vital. If tregiroken, it will put a strain on the morale
of the organisation and ultimately impact on cudtand a willingness to be proactive in

building the capability necessary to continuallypnove performance.

Principle 3: Capability - Housing associations wdly in terms of capability with larger
Housing Associations tending to have more soplaitgtt business principles in operation.
Nevertheless this case study has shown that cé@gataih be developed through training
and development, sharing best practice, and proyidiore transparency on performance
and linking it to the business strategy througlvegrarching framework such as the BSC.
By linking it to performance-related pay with amavative scoring system which promotes
behaviours that maintain trust and adherence todhgany values, it seeks to promote a

positive culture.

The three principles expressed in a Venn diagraguré 4) show the interrelationship that
can lead to greater or lesser organisational effoess. The outer circle represents the
lifeworld of the third sector encompassed by théétmasian steering media of power, law
and money which is acting upon it (Habermas, 19887). Through this model,
organisations may respond differently to the clmajéss of the new lifeworld. For example,
an organisation with a proactive culture that iimg to invest in developing its capability
will engender a high degree of trust resultingmproved performance. On the other hand
an organisation which adopts a short-term apprbgatutting back on its capability or
service delivery could result in mistrust and affeag-term performance. The way in
which an organisation responds in terms of culttst and capability will have a direct

influence on their performance and sustainability.
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The steering media is manifesting itself as augtand government spending cuts, which
is putting added pressure onto third sector orgaioiss. The dramatic cuts to public
services have led to a greater reliance on a vedunworkforce to supplement the paid
employees. The Big Society philosophy is also legdio anxiety and uncertainty as
organisations begin to adapt to this new lifewavttere sustainability may require a
greater focus on organisational performance ance mmoiovative approaches to service

delivery (Milbourne and Cushman, 2011).

“Big Society”

|
Capability

Steering Media

Figure 4 The Building Blocks for Performance Managet in the Third Sector

2.8 Conclusion

Two research questions were addressed in thisehdipst, how can management
commitment facilitate the successful adoption efBSC in a housing association, and
second, what is necessary to develop the BSC frparfarmance measurement framework

to a performance management framework? Businefsrpemce theory is
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interdisciplinary and a challenge identified by Nas how to cross these functional
boundaries (Neely, 1999).

Housing associations are third sector organisatmiisthey need to manage the duality of
setting themselves on a more robust business fpatradvocated by Dart (2004) versus
the need to maintain the uniqueness of the thictbsélentified by Moxham and Boaden
(2007), which satisfies a multiple stakeholder ¢wmsncy including a partial volunteer
workforce. Trust has played an important role ilabaing the duality of managing
performance within social housing whilst maintamthe values of a non-profit
organisation and this concurs with the literatiNedly and Bourne, 2000; Greiling, 2007;
Greatbanks et al., 2010). The CEO of BCHA viewerldiganisation as a social business

and believed that business performance in a ngpfaflit context was compatible.

The lack of management commitment identified bylieed Bourne (2000) as one of the
key reasons for BSC failure has been expressesitnmstof the softer elements of
performance management criteria such as leadetsiiping and development, and
culture, identified by Lebas (1995), Radnor and Mt& (2004) and Fryer et al. (2009).
The challenges of converting performance measuretogrerformance improvement are
not sector-specific and equally apply to housirgpamtions within the third sector. The
motivation for BCHA adopting the BSC was internaliyven in order to be aligned to their
social business strategy rather than as a meassmgdliance in order to placate the
regulatory body. This is not to say that compliaisc&ithout merit as the performance
measurement aspect of the BSC does help to deratsngtvod governance and continuous

improvement to both regulators and other stakehslde

Implementing a scorecard is not a panacea and B@ddgnised that results would not be
forthcoming immediately. They also recognised #iaff would initially be apprehensive

as they tend to be more focused on people rathardgh systems. This is not to say they are
averse to performance measuring as BCHA had tosupgtrics to their regulatory body
and their key customers. Historically they wereeleped ad hoc and presented to their

stakeholders to maintain legitimacy (Helmig et 2004) but now the metrics are part of
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their routines. This has been overcome by buildiagability by investing in training and
development comprising external training and sh&rathing in order to improve their
performance. The senior management team recogthiaetnprovement would not be
immediate and that the BSC would need to evolvelwboncurs with what is mentioned in
the business performance literature (Neely and Bs2000). The empirical evidence of
the adoption of the BSC and the winning of awartigtvbegan in 2008 and also
facilitated further business growth begins to adslithe gap in the third sector performance
literature identified by Moxham (2009).

The discussion in this chapter provides a contidiouio knowledge and understanding by
expressing the building blocks for performance nganaent in three interrelated elements,
namely culture, trust and capability, which caduahce performance. At the time of
writing this paper, the Habermasian lifeworld of thousing associations is beginning to
experience a crisis of legitimation (Habermas, 19B87). The UK austerity measures
introduced by the coalition government in the fahadramatic public sector cuts (HM
Treasury, 2011) and the rebalancing of public ses/(Big Society, 2010) are attempting
to steer the lifeworld of housing associations talsaa free market with private sector
financial disciplines through a process of colotsa(Habermas, 1987; Broadbent et al.,
1991). At the time of completing this chapter, @samunclear what the policy implications of
the reforms of the UK government would be, butdizigamics of the three building blocks
of culture, trust and capability would be influedd®y the respective performance of each
housing association. This is generating anxietywarcertainty within the sector and well
run organisations such as BCHA will not be immumoa the changes (Milbourne and
Cushman, 2011).
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Chapter 3 A UK
Comparative Study of
Performance
Management in Private
Sector SMEs and Third
Sector Housing

Associations
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3.1 Abstract

The body of performance measurement literaturebbas established for more than thirty
years in the private sector and has been impontedhe public sector and latterly the third
sector. Performance measurement could be in the dbad hoc key performance
indicators or holistic frameworks such as the begalnscorecard (BSC) or Business
Excellence Model (BEM). For almost a decade theadar organisations have been tasked
to become more business-like and one typology withé sector has been viewed as closer
to the private sector than most. Housing associatawe considered to be a distant relative
of the third sector (Mullins, 2010). The UK is exigacing cuts to public services driven in
part by dealing with the aftermath of the GFC, sdfgrmance management in this area is
becoming of paramount importance. This comparatiudy of SMEs and housing
associations seeks to evaluate how closely howasisgciations are related to the private
sector and to establish what drives these orgaminsato monitor their performance, how
their performance is presented, and how they mathegieperformance. The findings
revealed that both sectors had established perfa@f@ameworks in place including the
BSC and the BEM. Both sectors were influenced Byitutional behaviour in order to gain
legitimacy with their key stakeholders. Lastly tiaiives within SMEs relating to the softer
aspects of performance have offered lessons tedsadd within housing associations as

they adapt to their increasingly competitive enmimznt.
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3.2 Introduction

The third sector is classified as not-for-profiganisations that fall between public and
private sector organisations. During the last 1&rye¢here has been a drive to make third
sector organisations more influential in the delvef public services beginning with the
Compacts (Kendall, 2000), and latterly the Big 8tcinitiative which aims to provide a
more balanced public service delivery by reductdependency on the state (Big Society,
2010) . The global financial crisis (GFC) has re=aiin increased government debt in the
UK to unsustainable levels and this is now havingnagpact on public service delivery.
Since the GFC of 2008, many western economies inéerened to become the lender of
last resort for their country’s banks (Haldane, 20n the United Kingdom, this has
resulted in national debt rising exponentially otrex past four years (Porter and Conway,
2008; HM Treasury, 2011; Peston, 2011). Since 20¢ has been a drive to reduce the
government debt by cutting spending on public sesii Such actions have had an
immediate impact on both the public sector andeddée third sector, which relied

implicitly on public sector-commissioned contra@@znningham, 2008).

The third sector is viewed as neither public sewatioich is state controlled nor private
sector where the goal of every organisation is &iema return on investment. The lifeworld
of the third sector is unique because of its cam@xXactors such as funding constraints
(Moxham and Boaden, 2007). The external environatemianges highlighted above are
beginning to be felt in the lifeworld of the thiséctor but the real impact will not be felt
until the austerity measures are fully implemer{tétll Treasury, 2011). Habermas (1987)
argues that the lifeworld is influenced by colotima caused by steering media in the form
of power, money and law and there is evidence@$lation changes which could further
impact power and money and thus the lifeworld witie third sector (Milbourne and
Cushman, 2011; Morris, 2012). There is still, hogre a need for strong public services by
stakeholders particularly the electorate, and r@salt, more imaginative means of service
delivery need to be sought. It is envisaged thatipservice provision may be delivered by
involving the private sector and the third sectwamisations comprising charities, social

enterprises and arm’s length management orgamsatil_MOs) (Big Society, 2010). The
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focus on this paper is on the role of the third@elsousing associations in the provision of
public services by employing private sector pritespand exploring the issues of achieving
effective performance whilst being run for the Hered the community (HMRC, 2013a).
Historically housing associations have been ortb@inost highly regulated parts of the
third sector and have been required to submit padace metrics to demonstrate good
governance and continuous improvement (TSA, 20hZjhis comparative study, an
evaluation of SMEs and housing associations is riakken by first establishing common
characteristics of each via a literature reviewSME is defined by the EU as an
organisation with fewer than 250 employees or adver of less than €50M or a balance
sheet of less than €43M (Europa, 2005). Housingcistsons are classed as registered
social landlords (RSLs) who own, let and manag&atdmousing. As not-for-profit
organisations, revenue acquired through rent isgiied back into the acquisition and
maintenance of property (Manochin et al., 2008; Pnaperty, 2012). The second part of
the project is a multiple case study analysis casimg 10 organisations within both sectors
including large customers and regulatory bodie® dim is to establish empirical evidence
of performance monitoring attributes that they heweommon. Next, the driving factors
that are influencing their rationale for monitoripgrformance are established. Finally, it is
determined how performance is managed in the twmseand if there are lessons from
the SME sector which can be applied to Housing gissions. A total of 20 semi-
structured interviews were conducted with senionaggrs and directors of the

organisations, and were supplemented with secorciday

3.3 Exporting Private Sector Principles to the Third Se&tor

It is believed that private sector principles relgtto performance measurement and
performance management can readily be exportdaetotarity sector or third sector
(Speckbacher, 2003; Moxham and Boaden, 2007). iPesftce management in the third
sector has become more pervasive in recent yeaing aisird sector has been urged to
become more business-like (Hubbard, 1997; Dart42Di@le, 2005). Yet there is a dearth
of empirical evidence in the third sector relatindhow they have responded to this

challenge.
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There are concerns, however, that private sectociples could undermine trust and
goodwill and stakeholders may not be able to disiish a charity from a privately run
organisation (Greiling, 2007; Milbourne and Cushpn#0i1). This is a particular worry
because of their ethical stance as a shaper a¢dtgddohnson et al., 2011) and their
reliance on volunteer workers as well as paid warkéhich could undermine their
mission. Notwithstanding, there is evidence of mtgemedia (Habermas, 1984, 1987) in
the form of economic and political factors whictbegginning to influence the role and
purpose of third sector organisations. This is enakd by the GFC and the unsustainable
UK government net borrowing requirement of £178Ikoln in 2011-12 and a debt
projection of 78% of gross domestic product (GDP2014-15 (HM Treasury, 2011). This
figure will need to be cut dramatically in ordergimtect the stability of the UK economy
(Ibid). The GFC has also framed a compelling naredor pursuing a political ideology of
a smaller state provision of public services whighuld have been unthinkable prior to the
GFS. The UK coalition government has made the ‘Bigiety” its flagship policy and it
was initially greeted favourably but that optimisias waned as the austerity measures are
beginning to take effect (Coote, 2011). The Bigi&tycagenda seeks to liberate public
service provision by encouraging voluntary orgainse and social enterprises to play a
larger role in delivering public services (Moha012). There will undoubtedly be
challenges regarding this new competitive landsesttere is a perception that many
third sector organisations are not fully conversaitih current management thinking on
managing performance (Connolly and Hyndman, 200#im and Boaden, 2007).
Research conducted by Moxham and Boaden (2007Mantiam (2009) concluded that
some charities were not aware of formal performanoaitoring techniques such as the
balanced scorecard (BSC) and the European Foondati Quality Management (EFQM)
Business Excellence Model (BEM). These models l@en employed by both the private
sector and the public sector with varying degrdesiocess. It would not, however, be
accurate to say that this lack of understandingigersal within the third sector as there is
published literature on BSC implementations inlthéthird sector (Manville, 2007) and
also in Europe (Speckbacher, 2003; Greiling, 2@Mhpugh the generic term “non-profits”

referred to in the European research makes theedgion between public sector and third

61



sector difficult to ascertain. More recently thbies been published literature of
sophisticated performance measurement systemgarl&iK charities such as Barnardos
which developed a customised performance dashifbEwan et al., 2010). At the
moment there is a gap in the literature regardnegability of charities to readily adopt

performance measurement and management framewarksas the BSC and the BEM.

3.4 Comparisons with a SME and a Third Sector Organisabn

At first impression, it would seem that a charibhddhe private sector are not comparable
as one is primarily for profit and the other is fofit and is traditionally reliant on
donors’ grants as well as having a multiple stalddraconstituency to satisfy.
Consequently it is not surprising that there iacklof published material about
performance measurement and performance managéentenns of such comparative
studies. This is particularly true in terms of engail evidence, perhaps because there
appears to be no obvious similarities. The autletiees, however, that small and medium
enterprises (SMEs) do share similar characterigi¢Bird sector organisations. The main
characteristics that they are believed to share are

* Levels of understanding of performance management

* Resource constraints

» Dominant customer or funder

* Motivations for monitoring performance

3.4.1 Level of Understanding of Performance Management
Performance measurement can be viewed as the imbbfween strategic management

and operations management. A simple yet all-enessipg definition of strategy that
emphasises co-operation, competition, deliberaterphg and emergent planning is “the
long term direction of an organisation” (Johnsoalet2011, p4). Operations management
is more about day-to-day management and relatibe tway organisations produce goods
or services (Slackt al., 2007). There is an established body ofWedge stressing a

desire for strategic objectives to be aligned wiperational activities which began almost

62



30 years ago (Kaplan, 1983; Eccles, 1991; Gred®93) and this was the foundation of
performance measurement literature. Performancsumaaent is vitally important for
improved business performance and research hasdémaied that organisations which
have formalised holistic performance measures parfetter than those organisations that
do not (Hoque and James, 2000; Davis and Albrifpd4). The linkage of organisational
strategy to operations management evolved intangbeu of holistic performance
frameworks which are explained below. There haaenbseveral key studies of
performance frameworks in SMEs which concluded 8MEs recognised the value of
performance measurement but there was little egglenthis in practice other than the use
of operational and financial key performance intica(KPIs) (Anderson et al., 2001;
Hudson et al., 2001; Garengo et al., 2005).

Research by Ghobadian and O’Regan (2006) foundtreat50% of SMEs had a written
strategic plan but maintained that the owner hawpr influence in the direction and
management of the organisation. Several studies foand that SMEs are governed by
intuition and are more emergent than the formalis¢gidnal process of larger organisations
(Brouthers et al, 1998; Gunasekaran et al, 20081@® et al., 2005). Notwithstanding,
there are some empirical examples of BSC adoptioh as Fernandes et al. (2006),
Tennant (2007) and Manville (2007); however, lalee case studies relied on the
introduction of knowledge and know-how to the orgation by a knowledge base partner
(university) via a knowledge transfer partnersi{p ). The requirement of an external
knowledge base partner in order for the SMEs tdempnt a BSC supports the
conclusions drawn by academics about their levehaterstanding of performance

measurement (Hudson et al., 2001; Garengo et(45)2

From a third sector perspective there has recéety a greater emphasis by government
and commissioning agencies on governance, leageasii performance management
(McLaughlin, 2004). Yet there are still challengeshis sector as research has revealed
that there is a lack of strategic and businessnotan and that organisations live from hand
to mouth and are unprepared for the challengedal@@apman et al., 2008; Shared

Intelligence, 2009). This concurs with the findingghe third sector regarding their lack of
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familiarity with performance frameworks (Moxham aBdaden, 2007). As the third sector
is being required to become more business focu3ad,(2004; Little, 2005) it is creating a
tension with respect to its values as organisatsbnggle to maintain sustainability. There
are several issues relating to this tension - pelltndependence and legality. First of all,
values are encapsulated within an overriding mis#iat underpins an organisation’s
culture. Secondly, public service delivery by thed sector organisations via contracts can
have an impact on their independence and autonbfagNlillan, 2010). Finally, a third
sector organisation could engage in a contracthwbiwld result in it losing its charitable
status (Morris, 2012). Collectively, these tensiarsreferred to as mission drift and they
are likely to increase (Cairns et al., 2006; Ched @sborne, 2009; MacMillan, 2010;
Morris, 2012). A solution to some of those tensioasld lie in the third sector organisation
framing the mission in a way which may facilitateategic renewal without compromising
its values (Bennett, 2008; Rees, 2008). The inargaoommercialisation of this lifeworld
as a result of external steering media is promaingbalancing of public service delivery
and is prompting leaders of these organisatiomsake sense of this new reality and

develop a vision for the future.

3.4.2 Resource Constraints
Resource constraints can take the form of capacitapability issues with respect to a

lack of formalised management systems. This cagdlt in problems related to tendering,
project management, and human resource develo@mnerig others. This lack of capacity
leads to a reactive mentality and an inabilityhiok strategically. Studies into SMEs
recognise that this is a major constraint to ashgpé performance management culture
(Hudson et al., 2001; Garengo et al., 2005). Thablem was also flagged up in the third
sector as many organisations are ill equippeddpard to the changing competitive
landscape (Alcock et al., 2004; Chapman et al.8280ared Intelligence, 2009). Third
sector organisations are unusual as their nontmtafius precludes them from making
profit; however, they can generate surpluses wbachbe reinvested into the organisation
(Moulaert and Ailenei, 2005). There is no empirieaidence in the third sector of
organisations generating surpluses and there atgtslabout the capacity of these

organisations to engage in public sector contr@hsred Intelligence, 2009). The author
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believes that having the capability to manage emtdreffectively and to generate a surplus
is vital for the sustainability of an organisatiout there does not appear to be research to
support this at the current time. This historiaahdtomy of public service delivery being
either for profit (private sector) or not for profpublic sector) has stifled more imaginative
solutions involving the third sector. In recent gethis has begun to change as evidenced
by the UK Conservative party’s intention to encaershird sector organisations to allow
them to earn a competitive return on investmenn@ovative Party, 2008). This may seem
a noble intention but there are concerns that ncanjracts will be mainly awarded to
larger third sector organisations or private seotganisations entering the market place,

thus leaving smaller organisations vulnerable (Mo2012).

3.4.3 Dominant Customer or Commissioning Body
Public service delivery has been carried out byesthnird sector organisations as agents for

the state via renewable contracts in varying degoser the last 20 years. They have been
subjected to the same regulatory and bureaucnai@epses of local authorities and this has
led to the perception that they have been conttdlke a mini public sector (Seddon, 2007;
Quinn, 2008; MacMillan, 2010). This has given risghe phenomenon of contract culture
where the third sector has become an agent fastéte and its advocacy role is curtailed,
and the pursuit of funding could lead to missioift @MacMillan, 2010; Morris, 2012).
Many elements of the third sector are relianttatusory funding via commissioned
contracts from local authorities with housing aguing for around 51% across the sector,
although there will be variations by region andobganisation (Clark et al., 2009). The Big
Society initiative launched by the current UK gaweent in 2010 is viewed by sceptics as
a rebranding exercise of the marketisatiohpublic service delivery in the 1980s with a
call for more contracting which could involve mgnevate sector organisations (Big
Society, 2010; Morris, 2012).

In the private sector, large purchasers have pssgrely outsourced manufacture of

products to organisations within the supply chaid tnis is providing opportunities and

% Marketisation of public services was implementadnty the 1980s and 1990s and was an element of new
public management (NPM) which included compulsampetitive tendering, outsourcing and the existence
of an internal market. It was abolished by the megw Labour government in 1997.
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increased competition as a result of globalisatio@aning that the SME is having to
measure up to international levels of performamnags& losing orders (Quayle, 2003). A
condition of SMEs securing contracts with largerghasers is that they comply to rigorous
quality and delivery performance criteria suchihesaccreditation of a formalised quality
management system; for example 1ISO9001 (Meegadayldr, 1997; Levy and Powell,
1998). Moreover, key customers who contribute segaificant part of their overall
turnover are demanding increasingly higher quaitiower cost (Ghobadian and Gallear,
1996; Hudson et al., 2001). Such a reliance onimimh customers and funding bodies of
SMEs and third sector organisations may resulhiatzssence of a coherent business
strategy as contracts have historically been redefeth lifeworlds are facing changes in
their respective sectors with respect to sustalityabiVithin the third sector, renewable
commissioned contracts via competitive tenderingtensifying in the third sector, and
SMEs in the private sector are also facing intexsgepetition and are continually being
exposed to globalisation resulting in the driviraywh of costs (Knight, 2000; Brouthers
and Nakos, 2004). This downward pressure on cdsict®n by dominant customers could
result in contracts being lost to lower cost glot@hpetitors as SMEs struggle to match

their cost base.

3.4.4  Motivations for Adopting a Performance Management Rgime
In the third sector there is evidence that orgdinea lack business planning capacity and

operational capability to manage public sector i@ms (OCVA-Framework 2008; Shared
Intelligence, 2009) and this will be brought intxfis as the austerity measures pursued in
the UK begin to have an effect (HM Treasury, 20MacMillan (2010, p28)

acknowledges that the political and economic cdritas shifted and states that “new
questions will be asked about the sector’s expeei@man era marked by public finance
retrenchment and under different political and Idgizal priorities”. Some organisations
will be more prepared for the changes than othethey are more in control of the
business planning, performance measurement andtapel capability than others.
Research into third sector social welfare serviegsaled three typologies of organisations:
Type 1- On the Inside Track; Type 2- Holding tHewn; and Type 3- Struggling to Care
(Cunningham, 2008). Type 1 organisations have armalanced customer base and are

more commercially aware than the other two, palditytype 3 which rely wholly on state
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funding and were very reactive and susceptiblaéssure to reduce cost. Reactive
organisations, often smaller organisations, hdddleef that new funding would come along
when old grants or funding ceased and that thekethgovernance, strategy and
performance management systems (McLaughlin, 208dp@an et al., 2008). Their
motivation for performance management was to gagigher regulatory bodies such as the
tenants’ services authority (TSA, 2012) or largestomers such as local authorities using
the supporting people quality assurance framewQ#H) (QAF, 2012). As a result, the
performance monitoring was ad hoc and not linketthéar overall strategy. Housing
associations are a third sector group where tlseggidence of more sophisticated business
planning and performance management activities asdtrategy documents, staff
development, performance appraisal and holistifop@ance monitoring through
frameworks such as the balanced scorecard or Bsskvecellence Model (Walker and
Jeanes, 2001, Balzarova et al., 2004; Manville,7200

SMEs have similar characteristics to third sectgaaisations in that many organisations
are operationally centric and lack a businessegsaperspective (Hudson et al., 2001;
Gunasekaran et al., 2003; Garengo et al., 2005s¢tudnd Smith, 2007). This leads to a
reactive and short-term approach and their levekoformance monitoring is restricted to
operational and financial metrics (Garengo et24lQ5). Organisations that are more
strategic and embrace performance measurementaeesuccessful than organisations
that do not and yet SMEs find them bureaucraticAlN&m, 2000). Holistic
guality/performance management frameworks sucs@s9001 allude to strategically
aligned operations via performance measurememneletarch shows that many SMEs
acquire the standard to placate their dominanboust rather than it being an internally
driven initiative (Meegan and Taylor, 1997; Browraé, 1998; Prajogo and Brown, 2006).
This is supported by Terziovski et al. (2003) whld #hat it is the principal motivation for
implementing 1SO 9001 and the justification folaattng the standard can have more to do
with compliance rather than performance improvemehé authors of the standard have
recognised the limitations of ISO9001 and it hasnbeformed several times in the last two
decades (ISO 9001:1994; ISO 9001: 2000: 1SO 900a8P[ISO, 2013]). These reforms
have attempted to incorporate the Total Quality &pment (TQM) philosophy into the
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standard, which is defined by Powell (1995) asngrated management philosophy that
can improve business performance and be implemamtmaly organisation be it
manufacturing, service or not for profit. Powebifl) found that TQM success depended
on executive involvement, an open organisationeandowerment. Powell (1995, p29)
added that organisations “should focus their edfort creating a culture within which these
procedures can thrive rather than simply relyinglenTQM tools and techniques”. An
organisation that has TQM in mind rather than I®019compliance is more likely to be e
internally driven, but research by Prajogo and Brg006) identified that this applied to
only 8% of SMEs.

3.45  Opportunities for Adopting Performance Measurement
Garengo et al. (2005) argue that there have besmaemportant changes which have

created favourable conditions for adopting a penBoice measurement system (PMS)
within SMEs. They highlight four main factors: thest two are the evolution of the
competitive environment and the opportunities faréasing business, and the evolution of
quality management systems (QMS). Frameworks ssi¢tB@ 9001:2000 and the BEM are
typical examples of QMS. Their third factor is ithereasing importance of continuous
improvement which is a central plank of TQM andital to maintain competitive
advantage. The reforms to the ISO 9001:2008 stdritare sought to address this by
incorporating continuous improvement and senioragament commitment within the
system. The final factor is the innovation in imf@tion and communication technology
(ICT). Itis argued that this presents SMEs wittoaportunity to implement a cost-
effective PMS solution which is “particularly imgant for SMEs since they tend to have
limited financial resources” (Garengo et al., 2088/7). Third sector organisations are also
beginning to employ performance measurement befinadcial measures as
commissioning bodies are looking for evidence téatfveness and value for money
(McEwan et al., 2010). This could be viewed asezittoercive, normative or mimetic
institutional behaviour (Di Maggio and Powell, 198&ereby they are externally driven
by their commissioning body or other major stakdbal or they are seeking legitimacy by

adopting management control (Helmig et al., 2004).
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3.5 Performance Management Frameworks

In order to provide a more holistic approach tdgrenance which aligns with the business
strategy and the internal and external stakehqgldetsctured performance frameworks
have been adopted by organisations. The most conmameworks are the balanced
scorecard (BSC) and the Business Excellence M&Iel); these are discussed in more

detail below.

3.5.1 The Balanced Scorecard
The balanced scorecard (BSC) is a performance reamag system which aligns the

business strategy to the activities conducted bgrganisation. It is based on four
perspectives: finance, customer, business procassklgarning and growth (Kaplan and
Norton, 1992). The BSC has evolved during the ysece its inception to address
concerns such as a strategy map prioritising thedive perspectives and clearer linkage
between the objectives (Kaplan and Norton, 199@arle and Cobbold, 2004), which is
shown graphically by Epstein and Manzoni (1997,6§)19he BSC has now become the
most ubiquitous performance framework in both pcacand by citations in academic
journals (Silk, 1998; Marr and Schiuma, 2003). Ehare still some underlying concerns
about the BSC which have been raised by critictirg to the under-developed
perspective of learning and growth (Speckbachat.£2003). Kaplan and Norton (2001)
argue that the learning and growth aspect of theé B3he foundation on which the
strategy is built, but the literature only paysdgrvice to this important perspective and
invariably sees it as a mechanism for linking ergpperformance to reward (Kaplan and
Norton, 1996a). There are still concerns relatothe articulation of an organisation’s
human resources, other stakeholders such as sigppliel community and environment
(Atkinson et al., 1997; Maltz et al., 2003). AhO(A) has contributed to this debate by
proposing renaming the innovation and learninggesatve as “potential” in order to focus
on the HR elements and reinforce the aims of taisgective by their creators: “the goals
in the potential perspective should promote theexeiment of the goals in the other three
perspectives” (Ahn, 2001, p445).
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3.5.2  The Business Excellence Model (BEM)
The BEM is a non-prescriptive operational framewimkTQM designed to achieve

business excellence through continuous improveaeais normally assessed by an
EFQM-trained assessor within the organisation oa kiyird-party organisation (Shulver
and Lawrie, 2007, Dror, 2008; Bou-Llusar et al.02 The BEM is also an overarching
framework that can incorporate a number of exisitmtiatives such as Investors in People
or ISO 9001 and is the preferred quality assur&maeeework for public service delivery
(Jackson, 1999; Leonard and McAdam, 2003). The BEMdely used across Europe and
across the world in similar formats; for examptethe USA it is referred to as the
Baldridge Award and in Japan it is known as the DgnRrize (Neely, 1999). The
framework is assessed using a number of questageon two sets of criterienablers
which relate how the organisation operatesrasdltswhich focus on the achievements of
the organisational stakeholders (EFQM, 2005). Withe enabler criterion there are five
benchmarking elements which are leadership, peppl&y and strategy, partnerships and
resources and processes. The results criterionrsesgour benchmarked elements;
namely people results, customer results, socistyiteand key performance results
(EFQM, 2005).

Armistead et al. (1999) argue that historically BEeM has been practitioner-driven and not
grounded in academic theory, which accounts forldlcena of literature found in higher
ranked journals. Despite being practitioner-drivbare are critics who argue that it is
bureaucratic and that its strategic elements anee randit-based and linked to efficiency
rather than strategic formulation (McAdam and OIN&DP99; Shulver and Laurie, 2007).
Another shortfall is the subjectivity of the assessf the team supplying the “qualifying
evidence” (Osseo-Asare and Longbottom, 2002). TEMBand BSC frameworks each
have its own advantages and limitations and thss lbd to organisations adopting dual

performance management frameworks.
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3.5.3 Combined Approaches
Performance measurement framework failure has atehbuted to one or more of the

following factors: poor design; poor implementatitwp many measures and senior
management impatient for results, which often tegunlcessation of the initiative (Neely
and Bourne, 2000; de Waal, 2007). The terms ‘TQMI @&xcellence’ have perhaps not
helped either as they are nebulous and not readilyraced by senior management or the
rest of the workforce, and have been viewed asreagement fad (Miller and Hartwick,
2003). Miller and Hartwick identify eight attribigef a fad; namely simple; prescriptive;
falsely encouraging; one size fits all; easy toand paste; in tune with the zeitgeist; novel
not radical, and legitimised by gurus. It couldadrgued that the reason TQM is viewed as
a fad was its failure to break out of an operatigeaspective which restricted its ability to
fulfil its true potential. This is supported by easch which attributes TQM failure to a
perception of TQM being simply tools and techniquédle ignoring the softer issues such
as leadership, culture, training and values (Kekald Kekale, 1995; Powell, 1995, Conti
2006). Conti (2006) recognises that TQM has fatlehof favour and the true aims of
TQM were never fully realised. He argues for ttrategic elements to be reconsidered
with regard to identifying new business and grotbwell (1995) had pointed out that
there was a dearth of academic literature on TQivhfa strategic context, and this has not
been helped by practitioners and academics who ttzammpioned TQM from an
operational context. Miller and Hartwick (2003) xtrécably link the management guru
Edwards Deming to TQM as they believe his 14 pqibtsming, 2012) encapsulate TQM
which is perceived as a quick fix which is soonradzmed when the anticipated results fail
to materialise. It could be argued that the mistakmnisations make is using Deming’s
points as a prescriptive approach and not franhiegitaround their own organisational
context (Hudson et al., 2001; Slack et al., 2007¢an be argued that Deming’s points 11-
14 are the key points that facilitate the adoptiba performance management philosophy
as opposed to a performance measurement philogBemying, 2012). One of the points,
10b, advocates the elimination of management bgabibg, which is arguably the
precursor on which the balanced scorecard was)ajsa (Drucker, 1955). Point 12
recommends “abolishing the annual or merit ratwbich is what many scorecards use for
their learning and growth objectives and KPIs (&pacher, 2003; Lawrie and Cobbold,
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2004) and this can give rise to unintended consezgpgeas it may promote undesirable
behaviours which are not to the benefit of the regood.

Each of the performance frameworks discussed baisspective advantages and
disadvantages regarding implementation and deployrker example, the BEM is
considered bureaucratic and may result in boxrgkor that the assessment process
becomes resource-intensive, which is a luxury 8MEs and third sector organisations do
not have. The bureaucratic nature of the modebeaa strength to larger organisations on
account of its quality management attributes afidaadisation and documentation which
can lead to consistency and be replicable fadiligabenchmarking (Johnson, 2003; Radnor
and McGuire, 2004; Shulver and Lawrie, 2007). Téspective shortfalls of the two
frameworks have prompted a combined system appeaghoying both frameworks.

Several larger organisations have chosen combid/BSC frameworks; these include
Siemens Communications plc; Royal Sun Alliance (R®orthern Ireland Electricity
(NIE) and Swedish Customs (Johnson, 2003). Tlsethough, no empirical evidence of
combined approaches in SMEs or third sector org#iniss. Kanji and Moura (2001)
believe that these types of combined frameworksbeaineneficial in promoting TQM
principles such as training, leadership and culivmih is a weakness in the scorecard
despite having a specific learning and growth el@ras one of its four key perspectives
(Speckbacher, 2003). ‘Performance management’ @@rformance measurement’ are
often used interchangeably and perhaps can baelbstated by measurement being more
about efficiency and management being ostensilbytadffectiveness. A performance
measurement culture can drive a continuous imprewemphilosophy as organisations can
monitor their past or current performance agaiostgdast. The literature makes the
distinction about performance management focusiageron the softer issues which are
often neglected such as leadership, training,esiyadnd entrepreneurship. Soft and hard
measures, however, are not mutually exclusive btit academics and practitioners have
demarcated them with the result that the potemtiphct of performance management has

been lost and each discipline has its own emphsisi$, as accounting and finance (Lebas,
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1995; Otley, 1999; Modell, 2004), marketing (Butzeld Bradley, 1987; Ambler and
Roberts, 2008), operations (Armistead et al., 1888jnor and McGuire, 2004; Conti,
2006) and human resources (Armstrong and Barorh; ®@hardson and Denton, 2005).
This lack of integration of performance measurenaaat performance management leads
to knowledge gaps and lost potential (Powell, 199&tr and Schiuma, 2003; Chenhall and
Langfield-Smith, 2007).

The operational discipline has championed the @it=aa as a philosophy for managing
performance improvement. The lean approach congpagecus on a process-based view,
customer value, employee involvement and the eation of waste (Radnor and Walley,
2008; Slack et al., 2010). There is limited coverafjlean in SMEs which employed tools
such as the 7 Wastesnd 5S'S, although their application was only on the fagtibwor
(Kumar et al., 2006; Chiarini, 2012; Five Ss, 2018an, 2013). Lean has been explored in
the public sector by Radnor and Whalley (2008) wlwgrick wins were targeted but they
recognised the difficulty of sustaining the imprment once the low-hanging fruit was

harvested unless it was a strategic approach rithrran operational one.

There is currently a gap in academic research amgirigal study into the effectiveness of
combined performance management frameworks withlEsSand third sector
organisations. The research study contributesgaléibate by exploring the following

research questions:

Research Questions

Is there empirical evidence of the commonalitiesveen SMEs and housing associations?

* The 7 Wastes are part of the lean philosophy @iateliminating non-value-adding activities.
They are overproduction; inventory; extra procegsiteps; motion; defects; waiting; and
transportation (Ohno, 1988).

®The 5 S’s are another lean tool based on housgiggrusing on visual order, organisation, cleaedis
and standardisation. The 5 S’s roughly translated sort, straighten, shine, standardise andisu&tack et
al., 2010).
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Are there any driving factors influencing the pbssiadoption of a performance

management framework?

How is performance managed in SMEs and housingcetBms?

3.6 Research Method

The literature review provided a cogent argumeat third sector organisations exhibit
similar characteristics to SMEs and these simiézitvere used to examine how third
sector organisations applied private sector prlesippecifically performance management
frameworks. The literature review further explothkd limitations of the two most
commonly adopted frameworks and the research omic@th performance management
frameworks based on the BSC and the BEM, and ifdeth§ome benefits. There is,
however, no evidence of substantial testing infiza@nd little practical evidence of
performance improvement. In order to gain a deapderstanding of combined methods, a
case study approach was chosen because it islsubaltheory building and is empirically
valid (Eisenhardt, 1989; Yin, 2003a, 2003b). Theeeech involved a comparative study of
SMEs and third sector organisations, their keyamsts and regulatory bodies. Based on
the literature review, it was shown that both SMiIBd third sector organisations exhibit
similar characteristics in terms of resources, e@mi suppliers and perceived lack of
understanding of performance measurement framewbikdson et al., 2001, Garengo et
al., 2005; Moxham and Boaden, 2007). In total, MESand third sector companies were
chosen, five from each sector, in order to gaietéel understanding of performance
management. The two principal organisations froohesctor were selected using the
following criteria:

* The company had implemented a BEM model framework

* The company had a balanced scorecard in place
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The remaining companies comprised two similar ogggions from each sector, a
dominant customer from each sector and a reguléitody. The selection criteria for the
remaining SME and third sector organisations wea¢ they had a mature formalised
guality management reporting system in place whiohld include some key performance
indicator (KPI) monitoring, and that their perfonne& was reviewed by an external
regulatory body. A total of 20 interviews were @adrout across all organisations lasting
approximately one hour each. The list of the marsaggerviewed is shown in appendix
13. A semi-structured interview format was deviggiich allowed for consistency across
all of the interviewees whilst maintaining flexiiyl to capture the rich data from a
gualitative interview. The interview framework isesvn in appendix 14. The management
group of each company including the Managing Dog€hief Executive Officer or
nominated representative were identified based smoavball samplingmethod from the
two primary organisations. The interviews were @iy recorded and transcribed into
word documents; each interview was subsequentbraattuced using a summary contact
sheet which provided an easy indexing system ®rélsearcher (Miles and Huberman,
1994). In addition to the interviews, secondaryadatre also used such as annual reports,
performance reviews, scorecards, business platisy pocuments and company websites.
The secondary data were also summarised on documetsict management sheets (Miles
and Huberman, 1994). This provided an opportunitietiew both the primary and the
secondary data and to triangulate the findingstéeag-Smith et al., 1994; Denzin and
Lincoln, 2000) The data were subsequently analpgedeveloping a coding list which
followed the methodology outlined in paper one.opy of the coding list is shown in
appendix 15 initially selecting categories to imseeaningful chunks of the interview
transcripts into categories. Categories in effeet‘@aodes or labels for assigning units of
meaningful information compiled during a study” (8§ and Huberman, 1994, p56). The

data were manually coded and analysed using theefs@rk in figure 4.

® Snowball sampling involves using the principajanmisations to identify further case
organisations using an iterative process until ghaases are provided (Saunders et al.,
2012).
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3.6.1 Case Studies
The two principal case studies that were identifiegle Bournemouth Churches Housing

Association and Benham Manufacturing. Both orgdiusa had a combined BEM and
BSC performance framework in place and the reseamhs involved in the
implementation of the BSC in both organisationaniversity consulting projects where
the university was the knowledge base partner. dihébled the researcher to gain a high

level of trust and secure access to both orgaaissiti

3.6.1.1BCHA
Bournemouth Churches Housing Association (BCHA] registered charity which

provides housing, social support and learningskilt vulnerable members of society in
the South and South West of England. It employs 808 staff, turns over in excess of
£16 million per year and delivers a return on itnesnt (ROI) known as a surplus which is
reinvested back into the organisation. They hafmeraalised business strategy, a balanced
scorecard and use the Business Excellence Modeir [Htest BEM assessment report
referred to as the “Investors in Excellence Awardf be found in appendix 16 and their
BSC framework is shown in appendix 12. Becaus¢saliverse business operations,
BCHA is heavily regulated by a number of regulatboglies including The Tenant

Services Authority, Supporting People, and The Atabarning Inspectorate.

3.6.1.2Benham Manufacturing

Benham Manufacturing is a precision engineering SMiploying roughly 60 employees
and it provides sophisticated machined componerddight assemblies to exacting
tolerances. Benham have a mature aviation quabtyagement system (ISO
9001/AS9100) which is audited by the British Staxdddnstitute (BSI). They employ five
axis machining centres which can manufacture coxngenponents very quickly and in a
single set up. This provides them with capabilityieh is difficult to imitate by
conventional precision engineering companies. Nbeérss, competition is increasing and
there is downward pressure on profit margins. T® ¢hd Benham have signed up to the
Supply Chain for the ZiCentury (SC21) programme which is explained iatarlsection.

In early 2010 Benham were awarded the SC21 Bronzard Benham were regionally led
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through the support of the trade association, Famigh Aerospace Consortium (FAC),
now known as Aviation, Defence and Space (ADS).

3.6.1.3Two Saints
Two Saints provides a range of services to vulderabople within the South of England.

These services include accommodation and suppodttig abuse and mental health as
well as learning support to help service users nwvand become more independent. Two
Saints have a formalised business plan and a smaltésl performance management
system which is presented in report format to marsagn a monthly basis and submitted
to the board quarterly. Their custom performancasueement framework is not as all-
encompassing as a balanced scorecard but it isrebpsive and includes levels of
financial and non-financial measures.

3.6.1.4Poole Housing Partnership (PHP)
Poole Housing Partnership (PHP) is an arm’s lengthagement organisation (ALMO)

which is a limited company wholly owned by Pooler&agh Council. It is a non-profit
management organisation managed by a board ohektmembers of the local
community. It does make a return which is refeteeds a “surplus” and this is reinvested
back into the organisation. Its primary serviceisnanage housing stock on behalf of
Poole Borough Council and manage tenant serviadsdimg repairs, caretaking and rent
collecting. The organisation has a business pldntarsource of income is a management
charge to the borough council. PHP has a numbextefnal accreditations including a 3*
rating by the Audit Commission, Investors in Peagie the Government Charter Mark.
They generate reporting documentation for inteusal as well as for regulatory purposes.
In order to make their performance monitoring meffective, they are considering a more

structured form of performance management systeim asithe BSC or the BEM.

3.6.1.5Tenant Services Authority

The Tenant Services Authority (TSA) is an indeperidegulator for affordable housing in
England. It was established to provide access ¢al-gmality housing in order to improve
the lives of tenants and to provide the foundatwinstrong communities. They work with

social-housing landlords (these are landlords whaat operate on a purely commercial
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basis) and tenants to improve the standard ofeefar tenants. They are a regulatory body
whose remit is to safeguard tenants and to deli@kere for money to the tax payer. This is

a relatively new regulatory body which replaced Hwaising Corporation and, according to
its website, since its inception, it has removeqlfiecessary red tape” for social landlords.
They measure registered social landlords (RSLaphapgthe following six standards: tenant
involvement and empowerment; home; tenancy; neigtitmmd and community; value for
money, and governance and financial viability. Eafthese categories will have

subcategories requiring further performance moimgpr

3.6.1.6Bournemouth Borough Council

Bournemouth Borough Council’s (BBC) relationshighwBCHA is that of a major
customer for their supporting people initiative &BIC monitor the quality of BCHAs
service delivery through the Quality Assessmenirienaork (QAF) which is set by the
Department for Communities and Local GovernmentGELProviders must reach at least
a level C of the QAF in order for the Supportingple Team to contract with them for that
service. Where a service does not reach a levah@gction Plan is issued by the
Supporting People Team in order to help them taeaehit. The service review uses
several criteria: Value for Money; Tools; QAF; Sea/Review Reports, and Good Practice
(QAF, 2012).

3.6.1.7HiTech
Hi-Tech Manufacturing is a precision engineeringESsérving several sectors including

aerospace, medical and renewable energy, but #ipesian aerospace components. Hi-
Tech also have a training academy for engineerppgeatices, which is a centre of
excellence for NVQ assessment and learning anis$ skilincil (LSC). They have a mature
quality system (1ISO9001/AS9100) as well as achigtire SC21 bronze award then
latterly the silver award in 2009, which was a ou#tr-led implementation with GKN,

their major customer. They do not have a formalsteategy and other than their financial
reporting which is not communicated down to managdrtevel, they have operational key

performance indicators on delivery performance gumlity.
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3.6.1.8Kemmel
Kemmel Engineering is a SME supplying prime cortoegin the aerospace industry with

precision machined components and light sub-assesnfllhey employ approximately 25
employees and have an established quality manageystem (ISO 9001:2008) in place.
Approximately two years ago they embarked on th21SGurney via a customer-led
initiative from a prime contractor and they achigviee SC21 bronze award. They have
recently lost business to China and have beenivedntreplacing the loss in their order
book. The Managing Director (MD) does not commutadaancial performance to the
team and the operational key performance indicatgg<ollated and managed by the

Operations Manager.
3.6.1.9Cobham (Flight Refuelling)

Flight Refuelling Ltd is a strategic business wiithe Cobham Group which is referred to
as a prime contractor (Prime) and they are a ketoower of Benham Manufacturing and a
member of the regional trade association. At 1é8%6 of Flight Refuelling’s suppliers are
actively signed up to the SC21 initiative whichnskates to around 100 suppliers of which
Benham is one. Flight Refuelling Ltd traditionathanufactured most of its own
component parts for assembly; however, a chang&ategy has driven them to reduce
their cost base, choosing to outsource their compomanufacture to SME suppliers. As a
result, the SME sector is very important to theimpetitive position and this was their

motivation for sharing best practice with their pligrs including Benham Manufacturing.

3.6.1.10 Aviation, Defence and Security (ADS)
In a world of increasing global competition and tdoastraints of government cuts, the

aerospace and defence industries have been reqoidedmore for less. This accelerated
competitive landscape has necessitated many giritme contractors (Primes) to re-
evaluate their cost base and look for savings witie supply chain. The initiative known
as Supply Chains for the 2Century (SC21) is a collaborative approach withpby chain
partners, particularly the SMEs, aimed at providogport to reduce duplication, waste
and other inefficiency by sharing and adopting Ipeattice (SC21, 2012). The SC21
initiative is run by a trade association known a&sdspace, Defence and Security (ADS),

which according to their website, uses the BEMrasrganisational effectiveness tool to
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assess all organisations applying for the SC2leddetion and successful organisations
which meet their criteria are awarded bronze, sibrggold status (SC21, 2013). The SME
candidate organisations can be either customesédfdstarter or regionally led through a
trade association. The majority of SMEs signedau®21 will eventually attain either

bronze or silver status.

3.7 Findings

In seeking to answer the research questions, deamegent themes arose from the
qualitative data analysis of the interviews andahalysis of the secondary data which
were common to both the private sector SMEs andhih@ sector housing associations.
The themes are listed below and then discusseesgally in more detail. A comparative

summary table is also provided in appendix 17.

1. Competitive Landscape
2. Regulatory Compliance
3. Performance Measurement
4

Performance Management

3.7.1  Competitive Landscape

There were similarities among SMEs and charitietheis respective competitive
environments were changing, albeit at differeregaBoth were finding that the austerity
measures caused by the global financial crisis (G#&e affecting their organisations.
Major customers from both the private sector andfoieprofit sector were asking their
suppliers to do more for less. Both sectors recsmghthat there was more competition and
that historical contracts and relationships in pladth customers would be subject to
increasing competitive tendering requiring improeetnand/or cost reduction. This was
emphasised by a Chief Executive Officer (CEO) blfoaising Association who stated that
they are “having to compete for the chance to canryunning services that it's run for 20
years, in a very, very competitive environment”’A(Bl CEO). A commissioning body

(Local Council) of services concurred and commewtethe rhetoric of the Big Society
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where budget cuts have come in, the amount of w&affan pay for goes down, or the
amount we can pay for a service goes down, thhbeimade up through people like
volunteers, which is sort of how | would see knbw that’s how a lot of our providers
started viewing i{(BBC).

The housing associations recognised that they wesgonsible for spending tax payers’
money efficiently and that was their rationale fmcoming more business-like. A CEO
from a housing association commented tlehiarities should be as efficient, if not more
efficient, than people perceive the private sectbliA 1 CEO).

There was general agreement across the boardatigwous improvement was not an
option but an imperative as regulatory bodies flwth private and third sectors stressed
the need to see evidence. One commissioning badynemted that

there is a danger they could end up being leftizkecause there’s potential that as more
and more services go out to tender, rather tharghreinegotiated, and competition gets
stronger, that there is a potential that they mill be awarded the funding they need
(BBC).
This is major issue for sustainability and it waggested that smaller housing associations
may need to form consortia in order to achieveoaiiimass in order to compete effectively

with the larger housing associations.

In the private sector the need to move out of tbemfort zones was essential to survival
which led one interviewee to say “if you're not nmay forwards you are going backwards”
(SME MD1). Another SME was finding the threat oblghlisation challenging having seen
a significant part of their order book go to a Gse competitor. The SME did not have a
suitable strategy to maintain their competitiveipos; instead they behaved reactively,
hoping another contract would replace it. When dsi@ut having a strategy, they replied,
“not really, because at the moment, due to ourowgnbeing down, and that was caused by
one customer moving a big lump of manufacturinGkena, we’re desperately trying to

find work to fill that void” (SME MD2).

Implications for Commissioning and Grant Awardingdies
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As well as having to plan against the unthinkablehsas loss of major contracts which
could have a devastating effect on sustainabtliiyd sector organisations believe the
manner in which councils and other commissionindié® phase in their planned cuts will

affect the sustainability of a not-for-profit orgsattion.

Some local authorities, | think, have been muchemesponsible and far sighted than
others in terms of how much they are taking outy@oknow, fortunately for Two Saints,
we are not in any of those areas at the momentl(amdsaying this kind of touching wood
and crossing my fingers), unlike say, the Isle a§M, where they took 50% out of the
Supporting People Budget overnight. Unlike Nottiagishire and other places, which have
seen huge cuts, which have meant services haviclgge. We're having more the sort of
what they call the “salami slicing approach”, whgoe know, 10% off this year, 10% off
next year, 10% off the year after that. And youmnee are at risk as an organisation
(HA2 CEO).

Grant awarding bodies also have a role to playelpihg not-for-profit organisations to
remain sustainable into the future. According ® tstimony of the three not-for-profit
organisations interviewed, grant awarding bodiésropenalised bids from organisations
that demonstrated a surplus.

| don’'t see why being run on business like linesdseto undermine our ethical approach to
our work or to our claim to be able to be a plageahat field really. Because we struggle
sometimes with getting grants, because we've gatayaitting in the bank, so they will
look at our accounts and say “well if you've gadttimoney sitting in the bank, you should
use that, you don’t need a grant from us for somgttHA2 CEO).

3.7.2  Regulatory and Quality Compliance

The main regulator for housing associations isTi#eant Services Authority (TSA) which
replaced the Housing Corporation in 2008 (TSA, 301Zhe regulators’ role in the not-
for-profit sector is to champion the service usat guarantee efficient use of taxpayers’
money by assessing providers against a standaad eeteria. The TSA regulator stated
“(our role) is to ensure the integrity of the secend to ensure that residents and tenants
receive a good service, but also that the sectwelsmanaged, it’s financially viable, and
it's well governed as welllTSA 1). The aim is to guarantee quality which was not too
dissimilar to the private sector quality assurasteedard 1SO 9001:2008. The ISO
standard exhorts customer focus and continuousowepnent but there was a generally
held perception that it is merely a threshold ssadaf compliance and does not deliver on
its aims. That is not to say it has no value, huerms of both driving continual
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improvement and growing a business it was lackintpat regard. Even with quality
standards in place, prime customers would conderder ratings of their own and suggest
localised improvements. Where SMEs had severat langtomers, they could be subjected
to several different vendor ratings per year andribeen to follow a particular policy or
procedure of that larger customer’s quality managdrsystem. This would increase cost
for the SME and be time-consuming and a drain envtluable time of their limited
management team. An interview from the private l&tgu argued “Why do we need to do
that? Why not have one plan, one joint plan, ameljoint working group, and take out all

the duplication of activity? It also means it'smdocused, and delivers mor@DS SB).

As a result, an advanced regulatory standard weslaged based on the BEM. This
standardised approach has become known as Supalgsr the 2% Century (SC21)
and has been supported by all of the prime comraa aerospace as well as over 400
SMEs in the UK. The rationale for adopting SC21 weespressures of globalisation and a
need to optimise value within the supply chairthihk there is recognition that if the
industry doesn’'t improve, then there is more presguterms of global sourcing. So |
think that is quite a drive in terms of performah(rime). The difference between SC21
and a conventional BEM implementation is that ixsernally assessed and scored by a
regulatory body. On completion of the assessmbatSME will receive a comprehensive
qualitative and quantitative report of current periance including strengths and
opportunities for improvement as well as an ovesedlire. The score awarded, will
determine whether they have been recommendeddorér silver, gold awards or an
action plan for improvement (SC21, 2013). The arnoiminimise cost within the supply
chain, in a partnering approach rather than anradvial approach. The prime contractor

illustrated the importance of the SMEs within tisly chain.

| think it's because we are so dependent uponelsliand their performance, so the quality
and the cost, enters our own performance to ouomes. If there are problems with the
supply chain, or if we are not managing them eiffety, it really does — you know, it's a
very straight line to the bottom line of our owrofitability, and our own performance.
(Prime)

The SC21 initiative goes beyond a compliance aamtithelps in building performance

improving capacity and capability within SMEs. Oamy occasions as much as 50% of all
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issues when drilled down to the route cause ar®wes (i.e. Prime) related and this was

supported by both the regulatory body and the pgustomer.

One of the big challenges we know in the indusgthat 50% of the problems are caused
by the customer, so invariably the customers apgl&rs have to work more effectively to
address their issues and problems togghbs PC).

Typically, when you peel that lid back and find evltat the root cause is, probably about
50% of the time, if not more, the root cause atyuah’'t with the supplier, it's actually the
customer(Prime).

The support to SMEs will either involve the regalgtbody or the prime customer helping
SMEs to build capability, management competencekaog/-how in terms of continuous
improvement. Although pioneering relative to otparts of the third sector, housing
associations are lagging behind the private sS&MIESs with respect to quality compliance
and the perception is that housing associations/hege private sector manufacturing firms
were 20 years ago. The social housing regulatos,da@vever, provide a benchmarking

facility to the service users/tenants by meanswéh portal. The regulator stated,

what we're seeking to do is to collect informatemross a variety of sources. So, for
example, a national Pl (performance indicator) liaga, so that tenants and other
stakeholders can, via our web portal, directly carepgandlords’ performance against a
number of performance indicatadf§SA 1).

The role of the social housing regulator is perediin a purely audit-based role as stated
by one of the interviewees. “They (Regulators) haget of rules, and they tick you off
against a set of rules. Well that’s certainly experience” (HA 1 CEO). An alternative
benchmarking organisation called Housemark providemre effective benchmarking
service and serves over 900 housing organisationbes. Subscribers receive a traffic
light value for money summary against major keyigrenance indicators. A sample

Housemark report for BCHA is shown in appendix 18.

3.7.3  Performance Measurement
The literature revealed that performance measurefreneworks were present in some

SMEs and in the larger not-for-profit organisationsth respect to SMEs, they have been
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subjected to quality measurement frameworks forentioan two decades by virtue of their
larger customers insisting that they maintain aereally auditable quality management
system such as ISO 9001:2008. This standard wagsseg to foster a culture of improved
performance management and a culture of continuopiovement but the findings have
revealed that it was more about compliance andsiigdheir larger customers whom they
felt would leave them if they did not maintain gtandard. Recognising this issue, a trade
association (ADS) within the aerospace industryettped an enhanced methodology
based around the BEM which would be mutually bexafio the whole supply chain.
According to the ADS website, “SC21 is a changggmamme designed to accelerate the
competitiveness of the aerospace & defence indbstraising the performance of its
supply chains”. The principle is that in a climafedefence cuts and a need to ensure value
for money to the taxpayer, defence contractors baweake savings across the supply
chain, so rather than simply off-shoring compomeahufacture; they are working closely
with their SME supply partners to improve theirfpemance and develop long-term
sustainable partnerships. In the past, prime cotarswould still regularly carry out
additional on-site audits of their suppliers (SMBsggr and above the mandatory audits
conducted on SMEs accredited to the quality managéstandard, ISO 9001:2008. The
SC21 standard intends to provide clearer long-teemd performance monitoring on key
performance indicators such as quality and on-tielevery performance in full as well as
more qualitative reporting on the nine elementthefBEM. The SMEs are assessed by a
third-party body and given a scoring as well amgprovement plan based on the BEM
RADAR methodology (EFQM, 2005). Both prime custoraad SME responded
favourably to the aims of the SC21 initiative. Thiglit approach addressed the operational
imperatives of continuous improvement and sustdénadationship management but there
are some shortcomings with respect to its strategiispective. One organisation that
achieved bronze status was still largely reactine did not have a coherent strategy for
growth but was nonetheless committed to continumgpsovement. Other companies had
developed more sophisticated performance measutdraareworks and the linkage to a
strategy document. One particular SME with a headtof around 60 employees had in
place a balanced scorecard with 20 KPIs, a st@atagiiness plan and a separate

manufacturing plan, marketing plan and a HR plaastwf the documents were less than
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half a dozen pages long and were communicatecetsitbp floor via management and
team leader meetings when discussing operationiéraaCopies of Benham’s
overarching performance monitoring golden threhd strategy map and the BSC can be

found in appendices 19-21.

With respect to housing associations, the organisssampled had performance
measurement framewaorks in place which varied frarof&the-shelf balanced scorecard
proprietary software package to a suite of graggides and reports collated into a formal
management report. All of the housing associatsampled were familiar with balanced
scorecard and BEM frameworks. The regulator respdidat this level of performance
reporting was quite widespread among not-for-prafganisations when he commented
that,

when you receive Board reports for example, therefien a quite sophisticated suite of
performance indicators within it, often using thaffic light methodology, so that Board
members can identify quite quickly whether there areas that the business is not
performing in line with the targets that it's sesieif (TSA 1).

All housing associations sampled tended to use marg KPIs than SMEs and although
there was some merit in the argument that thishkeaause of the increased regulation, the
housing associations acknowledged there wereogiilbrtunities to tailor this to their
context. There was evidence of internally driveroralisation of KPIs taking place in

terms of reducing the number of KPIs that were regob One manager commented:

I've got roughly about 60 different performanceigadorson the scorecards. Those are now
being reviewed because we are having an upgratte trorecard system in the next month or
so. So there will be additional scorecards beenetbped; there’s indicators being deleted off,
so a full review is taking place at the moment (HAdr.).

Currently in not for profit organisations, theresasmneed for a dedicated person to collate
the performance data and report to managers whashnet the case in SMEs. The reason
for this was that the regulatory regime in thedlsector was more demanding than in the
SME aviation context. There was concern amongttdesholders in the third sector that

the regulation was sometimes excessive. In the SdfiEext, line managers were
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responsible for collating their own KPI reporti@ne not for profit director commented
that if there was further deregulation, the needfdedicated person would be reviewed.
This is an interesting observation because thesgitence of regulators reducing the
number of KPIs and reporting rigor which was evidemone regulator’s website as

discussed eatrlier.

3.7.4  Performance Management Tools
The evolution from performance measurement to pednce management has not been a

smooth passage and has moved from budgetary comtméasurement of non-financial
measures. The measurement culture is becoming pnevalent in housing associations
with varying degrees of integration from simplerext measurement to holistic
performance management frameworks. Notwithstan@wnegn the more successful housing
associations revealed the challenges they stil:faOne of my big bug bears here is that
our staff (including managers — some of them, Haifdhem), don’t see it as a business”
(HA 2 Dir.)

Recording history does not lead to improved pertoroe and initiatives need to be put in
place to bring about continuous improvement. INSME sector, lean improvement tools
have been adopted and applied such as the 7 WastdsS’s and there have been
appreciable improvements with respect to the fgdioor KPIs. There was some attempt
at office-based improvement techniques such aepso@ilure mode and evaluation
analysis (PFMEA)but it was still in the implementation phase andenefits have yet
been documented. The SMEs that had signed up t8GR4 initiative were familiar with
lean tools and key staff were trained on lean tegles. “Lean facilitator training is another
key area for us to achieve Silver (SC21 award),arsliring that our delivery and quality
metrics hit the targets” (SME1 MD). Benham havesrgly scored over 400 points in their
latest SC21 assessment carried out in November 0hake them eligible for the Silver
award and their BEM report is shown in appendix/&#ther SME accredited to the SC21

Silver award commented on the need to continuallyrove and the importance of lean:

"PFMEA is an improvement technique which standgfocess failure mode evaluation analysis.
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| think... (the supply chain) is a lot better nowt lgau know, we see things now where it
could be so much leaner, quicker and more efficeamd you know, there’s obviously
competition from other countries, the Far East, koow, which everybody is aware of.
You know, China, they have been able to productively complex bits very cheaply, so
you've got to compete with th§EME3 WM).
The organisation responsible for developing the Sft@mework conceded that many
organisations looked at lean from an operationedpeetive. Their Senior Project Manager

commented,

| think one of the big mistakes a lot of SMEs maltesn they are trying to
implement lean, is that they make the classic rkestd just considering it to be
about rearranging production flows on the shoprflotive seen a lot people with
lean programmes, and lean practices and greavfsimformation boards, that are
completely up to date around the factory and sdah| have seen very few truly
lean organisations (ADS GC).
Despite the shortcomings of lean in an office emvmnent, the lean philosophy has been
exported from the manufacturing sector to the sersector and latterly the public sector.
Throughout the interviews with the housing assamiat the commissioning bodies and the
regulatory bodies there was a commitment to thet gificontinuous improvement. Despite
this commitment to improvement, there was no ewdesf adoption of the more

sophisticated lean principles.

3.7.5 Performance Management Culture
The SMEs that performed better were the ones thtabmly focused on continuous

improvement but also had a strategy for growth. 3thategic documents devised by SMEs
were relatively simplistic and varied from a twogpaexcel spreadsheet to a 12 page
document. The housing associations also had dodeohstrategic plans which were
approximately a dozen pages long and they wereudated to service users in non-
management jargon which was easy to digest. Thenasrity of the respondents from

the SME sector revealed that they had little formahagement training and had worked
their way up from the shop floor and thus weretneddy insular in terms of ideas from
outside. The findings showed that the SC21 initeagxposed the managers to best practice
from their customers who invested time by providiragning and key personnel on the

SME site to help them attain and maintain the Si@Rihtive. Moreover, one SME which

has a 50% growth strategy for the next three yleasanvested in external management
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development training from the Chartered Managerirestitute (CMI). The motivation for
this investment in training and development wasnined to develop a more professional
management approach as they acquired more sopiestiand (higher paying) work

requiring a closer customer relationship.

Housing associations are some way behind the Sidiarse terms of performance
evolution. They are beginning to develop sophiséidgperformance measurement
frameworks but not necessarily the performance gmant culture which will be the key
to their sustainability. The higher performing himgsassociations interviewed viewed
themselves as a “social business” rather than gimgu-profit organisations and they
believe that some housing associations will natlile to make the change and will either
be left behind or will have to work with other orggations in a consortium to achieve the
critical mass necessary for sustainability. The €E®erviewed found that having a
professional business approach was entirely cotvpatiith the mission and values. Size
or ethical stance should not be a barrier to d@netpa coherent business strategy as

articulated by one not-for-profit CEO,

It may be two sheets of paper, as opposed to 2fisb&paper, or whatever. But any good
business that’'s well governed and well managedyldtactually know what it's doing, and
have some objectives, even if say, two or threeatijes, for its busine{$HA 1 CEO)

(Social) business strategies should also not bie siacuments or rigid action plans as
contracts may not be automatically won or renewespie a history of good service
delivery. Competitive tendering and the loweringoafriers to new competition will mean
even more uncertainty for the not-for-profit secfine findings from the interviews reveal
that the more entrepreneurial not-for-profit orgaions recognise this threat and are

taking action.

So whereas previously we might have known that Wik sort of you know, three or four
local competitors, and we’d know what the positiaas, there are other organisations
coming in from London, from wherever, to try ancwie work! So you know, we are
doing scenario planning; if Two Saints lost twatmee of its big contracts, we could be
looking a lot less of a viable organisation thaname today. And that could happen in the
next two year§HA2 CEOQO.)
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Performance management will involve a change irdrsigt rather than simply adopting a
performance measuring culture. The challenge imttdor-profit sector is to remain
sustainable without compromising their mission aalties as a well-meaning organisation

with no business competence or high-performingédair approaches are both untenable.

Well we've had to get people moving from just awed culture to a values and
performance culture. And so that's a mind-settshdcause a lot of people working in
charitable organisations for all the good reastmdp good for people and help each other.
But we’ve had to say values without performance, performance without values, isn’'t
something that we want in the organisation.” ..."th&rd “business” is not a dirty word in
(our company), and 10 years ago, people didn'thisevord “business” you know. And |
think in some respects, that is what | would see, $hift, is recognising that we need to be
run very efficiently as a businefslA1 CEO).

3.8 Discussion

The empirical findings in this study have revedlsat housing associations have
performance measurement systems which can taKertiheof scorecards and dashboards,
some offering a traffic light system. Such methese been in place for more than five
years and are not as a result of the current stgaredia acting upon the sector. These
findings are in contrast to the research of Moxlzantt Boaden (2007) who found neither
the presence of performance measurement nor are@ss of performance measurement
techniques. The metrics within housing associatiang been driven from the public
sector by coercive institutional isomorphism (Didd#& and Powell, 1983) as regulators
and commissioning bodies require financial and fioaAcial performance reporting in
order to demonstrate effective use of taxpayersiegpa fair deal for tenants, and that the
sector is well managed. The danger for third semtganisations is that adopting
sophisticated performance monitoring can rendentimelistinguishable from the public
sector which is what Cunningham (2008) cautionduls Tay lead to a measurement
culture rather than a performance management eudtiod performance management and
improvement may not materialise (Johnston et 8022 Paton, 2003; Radnor and

McGuire, 2004). The findings reveal that the ragpiy process is perceived to be

90



bureaucratic and a box ticking exercise for conmgiaby the housing associations. The
regulator for housing associations sought to additesse concerns by reducing the
regulatory burden in 2010 when the Housing Corpamatyas rebranded as the Tenant
Services Authorit} The ongoing reforms to housing regulation haweilatities to the
reforms to ISO 9001, which continues to be perakinghe private sector as being more
about compliance rather than improvement, which evagnally highlighted more than a

decade ago (Meegan and Taylor, 1997).

The SC21 framework employed by the aviation SMEsnsore sophisticated form of audit
that employs the BEM to help the organisation imprperformance. It encourages lean
thinking and a more holistic approach to improvem&he findings, however, reveal that
the SC21 accredited organisations have benefited & more professional approach to
improvement from the regulatory body and their gricustomer. This is a form of
normative institutional behaviour where the SMEksdae gain legitimacy by adopting best
practice from their regulator and prime customearNIaggio and Powell, 1983). The
improvement aspect of SC21 is compelling but thdifigs reveal that it does not
encourage a strategy for growth despite the expiéeérence to strategy in one of the nine

elements which concurs with the findings of oth&MBresearch Conti (2006).

There were principle organisations from each segtoch had implemented combined
BSC and BEM performance frameworks and their matwafor adopting the BSC was
neither coercive nor normative, but it could beuadythat it is a mimetic from of
institutional theory (DiMaggio and Powell, 1983hi3 form of institutional behaviour
applies to uncertain environments such as the chghigeworld of the third sector which
has manifested since 2010, or the pervasive gkdtadn and its impact on the aerospace
manufacturing sector. The findings in the housisgpaiations, however, do not support
mimetic behaviour attributed to the changing lifeldavithin housing as the BSC in the
housing association was initially developed andl@mgnted between 2004 and 2006
(Manville, 2007; Manville and Broad, 2013).

8 In April 2012 the Tenant Services Authority waskghed by the UK coalition government and has now
been replaced by another regulatory body calledHbrees and Communities Agency (HCA).
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3.8.1 Culture
The findings revealed that there are similaritiesneen the aviation SMEs and housing

associations. The sampled SMEs were regulateddiubrthe same extent as the housing
associations who had more rigorous regulation fnoone than one body (i.e. QAF and
TSA). Both sectors are susceptible to institutiqgprasures compelling them to monitor
performance but the housing associations neegtwtren a greater number of
performance indicators. According to the findintp&re were varying degrees of housing
associations and the sampled organisations wdlédtype 1 classification of being on the
“inside track” (Cunningham, 2008) as they were wetl, generated a surplus and had a
strategic plan in place. The third sector is ae&a mix of organisations and housing
associations behave more like a private sectomisgon than a public sector organisation
with respect to its leadership. The leadershipebeb that being a well-run organisation
should not compromise its values but allow itselbptimise its service to its tenants and
use taxpayers’ money effectively. This change afd¥set is not felt at all levels of the
Housing Associations and this can become a chalemthem for a number of reasons.
Firstly, employees are attracted to a charity beedhey want to make a difference and
they are people-centric rather than systems-focussatiership and training will be of
paramount importance to ensure that mission doifischot occur (Morris, 2012). Secondly,
a proportion of the workplace is made up of volenteand this is likely to increase in the
future as revenue streams are reduced. The relelafiteers is critical but it must be
stressed that it is not a panacea for not-for-parjanisations alluded to by Drucker (1989)
as commissioning bodies believe volunteers maysked in lieu of paid workers whereas
housing associations believe that volunteers shawpgplement paid workers. Volunteers
do not behave like paid members of staff, as thay ainoose not to turn up and thus it can
cause both a business risk and reputational datoafe housing association if a service is
either poorly delivered or the volunteer(s) fadgdrn up. Therefore managing this
particular stakeholder group in a more commeradlisnvironment will require careful

consideration.
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3.8.2 Lessons to be Learned from the Private Sector

Housing associations do share similar charactesistith the SMEs sampled as they both
had large key customers and there was a requireioratfiem to supply data to their
regulatory bodies. With respect to their levelsioflerstanding of performance
management, the SMEs have adopted more sophisticat¢inuous improvement
techniques such as the 5 S’s and lean principksn bhas been applied to the public sector
but the results were inconclusive (Radnor and VélgaR008) and there was no evidence of

lean being applied within housing associations.

If the lessons from the private sector are to benked, then adopting a more proactive
partnership between housing association, regusatdrcustomer needs to be fostered,
which leads to knowledge sharing and capabilitydag rather than simply compliance.
The aviation SME sector has moved beyond compliandiing using 1ISO9001 and has
embraced a compulsory BEM assessment for orgamisasigned up to SC21. This could
be replicated in housing associations by the régudody adopting the BEM award. All
stakeholder groups have the common goals of satisfgnant needs and using taxpayers’
money efficiently so it is feasible to build consasa. This change of mind-set also needs to
be extended to funding bodies which housing assongmapply to in order to supplement
their income. They believe that well-run housingaasations which declare a surplus are
often declined the funding as the awarding bod&®e that they do not need the money.
This can prevent effectively run housing assocntiwith a track record of delivering to
tenants and making a surplus for reinvestment fireaking important decisions to further

improve tenant satisfaction.

The steering media that is acting upon the nofsfoffit sector is moving to a more market-
oriented lifeworld based upon renewable contraatsthese driving forces will not

subside. On the contrary the pace of change magase as funding is cut and long- -term
commissioned contracts previously enjoyed by te@ctor organisations may be opened up
to competitive tendering in the future. A silvarifig for the third sector is that some public
services traditionally carried out by the publictse may now be put out to tender and third

sector organisations may be able to compete fon.tAdis illustrates that as well as threats
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in the competitive environment, there are also ojymities. The danger for not-for-profit
organisations is whether they will be ready an& abltake advantage of such
opportunities. Housing associations with their eigee of management control (Walker
and Jeanes, 2001; Manville, 2007) are better plteadother third sector organisations to

rise to these challenges but they do recognisetlikat are obstacles to overcome.

Smaller organisations in the private sector haveated that BSCs not only exist but have
been operational for several years. These findshgsv that a third sector context is not a
barrier to the establishment of a performance mamagt framework; neither is size.
However, the third sector needs to proceed withieauf the audit culture of new public
management is not to be replicated in this se&owgr, 2000). Both the private sector and
the interviewees from the larger third sector orggiions argued that such frameworks can

be customised to any size of organisation.

3.8.3  Becoming More Business-like
More than 20 years ago, Drucker proclaimed thainegs is no longer a dirty word in non-

profits (Drucker, 1989). He also added that a vidanworkforce is a force for good,
trumpeting the “steady transformation of the voaamtfrom well-meaning amateur to
trained professional, unpaid staff member is thetrsmnificant development in the not for
profit sector” (Drucker, 1989, p91). The findindgmt heralded the marching battalion of
trained professional unpaid members of staff inte sector are not even close to reality
except perhaps on governing boards. At the coel there are concerns that volunteers
may not show up and that frontline essential dud@sot be left to a volunteer unless they
are assisted by a paid member of staff. The firlalgo show that at board level there are
still challenges in convincing managers and lovesel project workers that developing a
business-like approach in order to remain sustéenaded not be incompatible with their
mission, which was a concern raised by Morris (30EBm a senior management
perspective, the drive to be more efficient is sbdry housing associations as they believe
that as recipients of taxpayers’ money they arg Hatind to strive for greater efficiency.

The literature highlighted concerns that not-fooffirorganisations are in comfort zones
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and need to be more exposed to commercial rebldysing associations, however, are
more business-like but the findings recognise shadller organisations within this part of
the third sector may be at risk. The danger foresofrthe smaller housing associations is
that they may be unprepared and will either becaonseistainable or will need to form a
consortium to secure critical mass in order toustaanable, which supports the findings
from the literature (Cunningham, 2008; Morris, 2DIhe findings show that continuous
improvement is essential in a climate of cuts baeeds to be born out of a coherent

strategy tailored to the organisation’s contexteathan as a reaction to external events.

3.8.4  Performance Measurement and Performance Management
The goal of greater efficiency is laudable and ganance measurement seeks to optimise

this. In times of increasing uncertainty and chawghin the lifeworld of the third sector,
organisations need to be effective as well asieffic The findings show that housing
associations within the third sector are awardefdhallenges they face such as the need to
“do more with less”; competitive tendering whichrégjuiring more scenario-planning
based on the possibility of winning/losing contsa@nd identification of alternative
revenue streams to replace commissioning bodyatutghe reduction of fundraising
revenue. The findings acknowledge that the Big &gds a woolly concept and it is
viewed with trepidation, albeit as offering somgorgiunities too. With respect to SMEs,
their lifeworld is also changing with globalisatiand a similar drive to deliver more for
less larger purchasers within the supply chain. fiffdéngs demonstrate that some SMEs
and housing associations are in comfort zones and become dependent on renewable
orders from key customers. When large long-ternirects disappear, SMEs without a
strategic plan have become reactive and hope aaetract will come along. They have
embraced continuous improvement in a much moresyaic manner to the housing
associations and have embarked on a lean philossggecially on the shop floor. The lean
philosophy of continuous improvement is encapsdlatader the 7 wastes (transport,
inventory, motion, waiting, over processing, ovasdquction and defects) which is
widespread in manufacturing practice (mainly larg@anisations); is extensively cited in

the academic literature, and is now being embrageatie public sector (Ohno, 1988;
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Radnor and Walley, 2008). However, while lean heenbapplied widely on the shop floor,

it has proven more problematic in the office.

3.9 Conclusion

This comparative study set out to answer threearelequestions. The first question that
was asked was related to empirical evidence oftinemonalities between SMEs and
housing associations. The second question askethertbere are any driving factors
influencing the possible adoption of a performamamagement framework, and the final
guestion was how performance was managed in SMiEb@unsing associations. The first
two questions have been answered by applyinguistital theory as both sectors showed

evidence of mimetic, normative and coercive isorham (Di Maggio and Powell, 1983).

The BSC (Kaplan and Norton, 1996a) had been ad@stedperformance management
framework by one SME and one housing associatiberdis a paucity of evidence of
established BSCs in either context as the publifterdture has generally reported on
larger private sector organisations. Both BSC®Hhmeen embedded for more than three
years and were linked to the organisations’ busisésitegies. The motivating behaviour
for adopting this particular performance framewisrknimetic isomorphism (Di Maggio
and Powell, 1983) in order to improve their bustnpsrformance as they are seeking to

adopt what they perceive to be best practice froatteer sector.

SMEs are motivated to report their performancequality management systems such as
ISO9001, the international standard for quality aggment. The results in this study
support the conclusions by Meegan and Taylor (188d)McAdam (2000) that ISO9001
is a coercive compliance accreditation which SMEsthold in order to work with prime
contractors. Housing associations are also driwergort performance by their regulatory
bodies such as the TSA and local authorities \@aQAF if they are engaged in contracting
to provide supported living for their tenants. Savstudies have criticised the

effectiveness of such regulatory control and hageed that the third sector is becoming
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an extension of the public sector (Seddon, 200T1QR2008; MacMillan, 2010). The
experience of performance management in the pabttor has been that of a box-ticking
bureaucratic measurement regime rather than yeelahny significant improvement in
performance (Johnston et al., 2002; Radnor and Ma(z004). The study revealed that
the regulatory approach was perceived as moressrclempliance-based coercive

isomorphism (Di Maggio and Powell, 1983).

All of the SMEs and one housing association withie sample had gained the
accreditation of the BEM (Conti, 2006) in ordeidimonstrate improvement. The BEM
adopted by the SMEs was linked to a more holisaimework known as SC21 which
involved knowledge sharing in order to improve dajity and performance within SMEs.
The rationale for this holistic approach was thatas mutually beneficial for the SME and
their stakeholders. Housing associations have dstrated commonality in terms of
performance monitoring by subscribing to a thirdtypaenchmarking service called
Housemark, which provides housing associations aitanonymous tailored traffic light
reporting of their performance relative to thattwir peers. This form of institutional
behaviour is normative isomorphism (Di Maggio amavell, 1983). The SMEs were more
normative relative to the housing associationdiagetwas consensus among the regulatory
body, the prime contractor and the SMEs with teapport for SC21. The SC21
philosophy is a relatively new initiative and itte early to gauge whether it is a

framework for improvement or a management fad @idnd Hartwick, 2002).

It has been revealed in this study that both se@&whibit the three types of institutional
isomorphism, albeit with different missions. SMEs astensibly profit-making whereas
housing associations reinvest their surplus intoditganisation. Although the SME
environment is more competitive than the socialshoy sector, the competitive
environment within social housing is changing. Bipeimism of the Big Society agenda
has started to wane as the public sector cuts lagen to be implemented (Coote, 2011).
This is also having a major impact on third sectganisations such as housing
associations which were dependant on commissiomeitiacts (Cunningham, 2008). This
form of financial constraint is steering the lifesiebinto a more competitive state which is

adding strain to the sector as there is a peraefhiat volunteers could be deployed to help
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close the gap left by the financial cuts. This whallenged by the housing associations as
being unworkable as volunteers are not compellédrtoup for work and thus service

delivery could be put at risk.

There are also de-regulative factors acting oriféaorld as the Housing Corporation, the
regulatory body for the sector, was abolished dfeang in place for more than 40 years
and was replaced by its successor, the Tenant&c8g®uthority (TSA). The TSA was
viewed as an appropriate reform prior to the GF@ stsived to reduce bureaucracy and
the heavy administrative burden, but following fent de-regulation, the TSA was
abolished in April 2012 and replaced with a lightarch regulator known as HCA. The
Big Society is leading to anxiety for housing asatens as their future is more uncertain
and at a time when the regulatory body is needgudwede structure and direction.
Housing associations will need to become more ctithgeand thus more business-like

(Dart, 2004) if they are to thrive in this new emaviment.

There have been studies calling for private sdmiginess performance principles to be
exported into the third sector (Speckbacher, 28@3%ham and Boaden, 2007). This study
does support these views; however, appreciatidheo$ofter aspects of performance
management (Lebas, 1995) and the unique cultutteedhird sector (Moxham and
Boaden, 2007) is vital in order to mitigate theiatigs raised by Milbourne and Cushman
(2011). The SC21 approach adopted in the aeroseater facilitated capacity building via
knowledge sharing for mutual benefit between gwilator, the larger customer and the
SME. Within housing associations, this practicelddoe adopted between regulatory
bodies, local authorities and housing associatsthe tripartite goal is to deliver effective

services to the taxpayer.

There was recognition that there would be winnatslasers in this competitive battle. Not
all housing associations are the same; some petfettar than others and this study
supports the three typologies highlighted by Cugham (2008). The study found that
proactive housing associations have embraced iegbistformance frameworks such as the

BSC and employ it to drive and implement theirtstgg. This is becoming ever more

98



important as further deregulation and potentialgie sector competition may mean that
housing associations would have to demonstrate sedf-@etermination. This could be a
challenge for the type 3 (struggling to care) hogsssociations which may need to form
consortia in order to remain sustainable. The dafuyehe type 1 housing associations is
that they need to ensure that, while improving qeentince, they stay true to the values and
are vigilant against the threat of mission driftqiiils, 2012). As the competitive landscape
within housing associations becomes more uncertamsideration may need to be given to
the importance of leadership to provide the necgstieection to navigate through this

changing competitive landscape.
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Chapter 4 Big Society
and Big Changes:
Leadership Challenges
In Third Sector

Housing Associations
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4.1 Abstract

In the economies of the western world, the ongd&imancial crisis has led to massive cuts
in public services, with the civil society also kmoas the third sector being encouraged to
take a more active role via competitive tenderifige problem, however, is that many third
sector organisations which include housing assoasiare already contractors for public
services and the cuts are resulting in reducedirfignal loss of contracts altogether.
Housing associations are viewed as a distant velafithe third sector with a greater
affinity to the private sector. For many years thaye managed to grow, remain
sustainable, and return an annual surplus for esitmrent. Housing associations continue to
undergo change, and welfare reforms (Welfare Ref@0h3) mean that housing benefit is
now paid to the tenant rather than to the housasg@ation. Further, the so-called
“bedroom tax” introduced in April 2013 will affegbids (uninhabited properties). In
addition, the introduction of private sector conijpat into the lifeworld and the reluctance
of banks to offer long-term fixed-interest loansamehat strong leadership is required to
manage performance within this part of the thirct@e Empirical evidence of leadership is
generated by this study. This was achieved by usimdence from nine housing
associations and discussing the tensions lead#raee such as the need for such

organisations to remain sustainable whilst avoidiregdangers of mission drift.
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4.2 Introduction

This chapter builds on the previous chapters diopeance management within housing
associations employing a Habermasian theoretioaltie explore the continued changes to
the lifeworld of housing associations. The steenmeglia of law, finance and power
(Habermas, 1987) in the lifeworld of housing asstons are beginning to become evident
and will promote the Big Society objective of aakncing social housing to include
public, private and third sector provision (Big &g, 2010).

There is no prior literature on these pervadingdiacthat are steering the sector towards a
more commercial and competitive market. Therefbeegrimary data collection of
interviews with directors from housing associatiaras used to identify and to evaluate the
anticipated changes to legislation with respeetetiare reform, localism, private sector
competition and the existing TUPE law, and the fbssmpacts these will have on the
social housing sector.

These changes are being brought in as the regyladaly is suffering a crisis of
legitimation or as “the steering media getting oluband” (Habermas, 1987; Broadbent et
al., 1991, p5). The Housing Corporation, which badn in place for more than 40 years,
was abolished shortly after the GFC and becam@&é¢hants Services Authority (TSA).
The justification for the change was in the smfitleregulation and reducing bureaucracy;
however, further deregulation resulted in the abwtient of the TSA in April 2012 when it
changed again to the Housing and Communities AG@AGA). This is part of a wider
remit of government deregulation across the whaldip sector which was referred to as
the bonfire of the QUANGOSs (Mullins, 2010).

The dramatic cuts in public services initiated idey to reduce the UK government debt
brought about through the steering medium of fieafhtabermas, 1987; HM Treasury,
2011) in the macro environment is promoting priveetor disciplines, thus further

contributing to the process of colonisation. Tleésaarch study evaluates the profound
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affect that the steering media of finance are lgoeimthe ability of housing associations to
generate revenue and to secure long-term fixedesiteapital. This study is timely as these
changes have yet to be fully implemented and thgact will not be felt in the immediate
future, but a perfect storm is brewing and firmdieeship is needed to navigate through
these uncharted waters.

The body of work on business performance measurenasiong focused on the metrics
and less on the underlying softer issues whiclcafferformance management. Radnor and
Johnston (2012) argue that performance managemeates to the activities which bring

about improvements in behaviour, motivation anctcesses and promotes innovation.

Changing the culture of an organisation is diffi¢dalachieve and Ogbonna and Harris
(2000) assert that focusing on leadership rathaar thulture has resulted in improved
performance. According to the limited third secttudies in leadership, either leadership is
in an embryonic form or that if suffers a defiditt@adership (Kirchner, 2007; MacMillan
and McLaren, 2012).

The aim of undertaking this study is to make cdmition to both leadership and
performance within the third sector by conductingutiple case study analysis of nine
UK housing associations and 19 directors from tluzganisations. This part of the study
explores how leadership can influence performanaeagement with respect to the
innovation and cultural aspects of performanceethtsy Radnor and Johnston (2012).
What Radnor and Johnston are arguing is not nehesg issues have remained
unaddressed since they were raised in the literatiinost 20 years ago (Lebas, 1995;
Powell, 1995). Until recently the changes to sldetausing have occurred within a
relatively stable regulatory framework. As manytlod historic structures relating to social
housing are subject to reform in line with the Bigciety philosophy (Big Society, 2010),
leadership is of paramount importance in orderadgate through this new competitive
landscape.

The behavioural aspects necessary for improvedmegaince management, which include
training, leadership and culture (Lebas, 1995; Rlpd@95; Radnor and McGuire, 2004),
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are often ignored with too much focus on the t@oid techniques of improvement. This
chapter evaluates the influence leadership hagdormance management in the context

of third sector housing associations.

4.3 Literature Review

The global financial crisis (GFC) of 2008 has résiin austerity cuts in many parts of the
western world. These cuts have led to calls fooeenbalanced economy in public service
delivery comprising the public sector, the privagetor and an expanded third sector. The
case for a balanced public service delivery prowvisn the UK is becoming compelling as
record amounts of investment have not necessagilyated proportionate outcomes
(Ghobadiaret al.,2009). The public sector has adopted private sgctociples

popularised as new public management (NPM) (Ho88111995; Brignall and Modell,
2000) but there have been unintended consequdrmemstance, NPM has led to an
explosion of performance indicators and a preoctoipavith audit and compliance as well
as a view that performance management in the psbtitor is closer to fiction than fact
(Radnor and McGuire, 2004; Lapsley, 2008, 2009hdD®e (2010) argues that the reason
for the failure of NPM is because methodologies approaches that were exported from
the manufacturing sector were not appropriatelprtad to the context of the public, and
suggests instead learning lessons from the seseic®r which would appear to be more
appropriate for public service delivery. The notadrexporting of private sector principles
to the public sector has been met with scepticigriwio notable and well cited researchers.
Sayre (1953, p102) argues that public and privegarosations are “fundamentally alike in
all unimportant respects”. This view is supportgddlison (1979, p472) who asserts that
“the notion that there is any significant body of/pte management practices and skills
that can be transferred directly to public managertesks in a way that produces
significant improvements is wrong”. Boyne (2002ywes that these authors lacked
empirical evidence to support their claims and Bogrempirical research - although
inconclusive - did not concur with their perceivadrk differences between public and
private organisations. He did, however, recogrise there were several differences
between the sectors as the public sector was nubitec@l, more bureaucratic, had multiple
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stakeholders and finally the managerial values wédferent. The values of the public
sector are based on a not-for-profit motive is kEinto the third sector. The third sector is
made up of an eclectic mix of organisations sucthasities, trade associations, social
enterprises and credit unions (Kendall and Knapp5). There has been a drive to make
these organisations more important in the deliedémpyublic services which began over 15
years ago under the Compact agenda (Kendall, 260@&her research argued that such
civic-minded enterprises needed to become morebssilike (Dart, 2004). The term
‘business-like’, however, is both an ambiguous tard also an emotive term to the third
sector as critics refer to it as managerialism ifgnal and Siplon, 2004). Despite the claims
made over 20 years ago that non-profit organisatiamlonger view the term business as a
dirty word (Drucker, 1989), there is still a pertiep that this is not the case and that more
support will be needed if the third sector is thiage its full potential. Research by
Moxham and Boaden (2007) reveals that the senioagement team of voluntary
organisations have limited knowledge of performamemagement systems which are
necessary for aligning organisational strategynsuee that taxpayer and stakeholder
money is used effectively. Voluntary organisatians only one part of the third sector and

the workforce composition can also be partial vtden or salaried staff.

In the United Kingdom, the current government lzasmthed the “Big Society” initiative
which seeks to end the predominance of state poovéd encourage a more balanced
provision using public, private and third sectos\pders (Big Society, 2010). Prior to the
austerity cuts, many third sector organisationseweavily reliant on government spending
via commissioning contracts provided by the pubéctor. The third sector has been facing
competitive tendering as a result of the contrattuce of bidding for service delivery
contracts that has existed for some years (Md€i$2). The reduction in government
spending is now seeing contracts being scaled twackt renewed with estimates of
government spending on charities falling from £1Rin to £5 billion (Milbourne and
Cushman, 2011; Morris, 2012). This new economimate means that for such
organisations to be sustainable, they need torbmvative in service delivery as
commissioning bodies are demanding more for les$jraaddition they need to pursue

revenue generation as opposed to being reliantamtgyand donation. This approach has
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been advocated in social enterprises for a numibggars by academics in the
entrepreneurial discipline (Loidl-Keil, 2002) andnon-profit organisations under the term
‘innovation’ (Osborne, 1998a, 1998b; Walker anchésa2001). The ongoing GFC is
leading to a tipping point in policy decision as K coalition government is wedded to a
rebalancing of public service delivery, and an exjeal and sustainable third sector is
becoming a necessity and not simple a desirabtme (Big Society, 2010).

4.3.1 The Changing Context of the Third Sector
The third sector has a very strong ideological wadion and it relies on a full or partial

voluntary workforce therefore making it a uniqueworld (Husserl, 1968). Habermas
(1984, 1987) argues that modern society is beifigenced by what he refers to as steering
media, i.e. money, power and law. In the UK, thgang GFC and the presence of a
neoliberal government which believes in a scaledrdstate sector is now beginning to be
realised in the UK through the passing of legisia{iCoote, 2011; Milbourne and
Cushman, 2011; Morris, 2012). The forces impactinghe third sector are having a
profound effect on its lifeworld and the organieas which interact within it will face
increasing challenges during the next decade a®BieSociety” concept is rolled out (Big
Society, 2010). When implemented, this will resnila smaller state sector with more
private sector and third sector provision. As asamuence, strong and clear leadership
which is appropriate for the third sector will lEuired to steer organisations within this

sector through these turbulent times.

This changing lifeworld is prompting the leadershivi this sector to reconceive how their
respective organisations fit into this new landgcadrior to the GFC and resulting austerity
measures, there were diametrically opposed viewpaoin the future of the third sector.
One school of thought believed that the lifeworlaswehanging irrecoverably encapsulated
by the quote “the soul of the non-profit sectonjpsfor grabs” (Brainard and Siplon, 2004,
p436). A contrasting school of thought was thatanability was not an inalienable right
but one that must be earned. Van Til (2000, p20&d, “A lean third sector, consisting
only of organisations true to principles of voluntaitizen-driven service and advocacy,

would merit both the public privileges and the rigpion it must continue to earn”. The
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author of this study believes that the austeritpsoees as a result of the GFC are acting as
the catalyst for changes in law, funding and povee legislative drivers including the
introduction of key legislation is having a profaLeffect on competition, revenue, cash
flow and employment law such as the Transfer fodéstakings for the Protection of
Employment (TUPB). This form of legislation could be activated whemmmissioned
contracts are won by different agencies and staffransferred to the new service provider
or if a housing association is created as a re$atstock transfer from a local authority
(Gibb, 2003). The financial perspective is two-gyed from both the commissioning
contract aspect and the decision from the coalgi@rernment to pay benefits directly to
the service users as opposed to the non-profin@gton. The empowerment of the
service user assumes that they will prioritisertbaedget sensibly and this could have
major cash flow implications if this is not the ea3he power of local authorities may
witness a desire for services to be carried odaitge charitable providers rather than
several providers and that may result in mergedes or consortia of smaller charities
bidding for contracts (Morris, 2012). These ausyarieasures are providing a compelling
narrative for the coalition government to pursuedmological goal of a much smaller state
provision of public services comprising public,vatie and third sector participation which
Is witnessing colossal change to the lifeworldhef third sector that would have been hard
to contemplate only a few years ago. Although lieginning to roll out through legislative
changes, localisfi (MacMillan, 2010) and initiatives such as Big SzigiCapital

(Manville and Greatbanks, 2013), the UK coalitimvgrnment were clear about their
intentions regarding public service delivery wtstél in opposition (Percival, 2008). The
current UK Prime Minister, David Cameron was cdraft to follow former UK Prime
Minister Thatcher’s famous phrase “there is no ghalg as society” by arguing “there is a

such thing as society but it is not the same thsthe state” (Ibid).

Even if the neoliberal approach is the right chptbere are dangers that lie ahead, as a

survey by local authorities found that charitieséhasufficient capacity and skills, an

° Transfer of Undertakings for the Protection of Emyment (TUPE) is a legal protection for employees
when they become part of another organisation tiirdtansfer, merger or acquisition.

% The Localisation Bill intends to devolve decisimaking from central government to the communitiele
and in November 2011 it was given Royal Assentpbeng an Act.
http://www.legislation.gov.uk/ukpga/2011/20/cons&ehacted.
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appropriate business plan and robust revenue sireagessary to thrive in this new
environment (SQW, 2009). In addition, third secoganisations which have both paid and
volunteer workers can potentially have conflictidgologies particularly as
“managerialism” pervades this sector (Hood, 19%itoR et al., 2007). This requires
effective leaders who can straddle the gulf betwaession and managerialism in such
organisations so that the managing director reptegbe volunteer, service user and the
managerial values of the organisation (Albert arfte¥on, 1985; Kreutzer and Jager,
2011).

4.3.2 Innovation and Performance Improvement in Public Sevice
Delivery
The relentless drive of competitive tendering famewable public service contracts is

based on reducing cost and providing value for maeog¢he taxpayer. Improving

efficiency and effectiveness in an organisationlbamchieved by either increasing revenue
and/or by reducing costs; and to achieve eithéna@ge options an organisation needs to be
innovative in changing what they were previouslinddefore. Performance measurement
frameworks have been hailed as vehicles to imppavBormance underpinned by the
“maxim what gets measured gets managed” but theyeeal to undesirable behaviours and
unintended consequences (Emiliani, 2000, p614)s Mieasurement obsession was
embraced in the public sector where a measurenmdospphy plus wholesale application
of private sector management techniques has laditdended consequences in public
sector organisations such as gaming, myopia anduttaring of an audit culture (Power,
2000; Radnor and McGuire, 2004; Lapsley, 2009)s Teinforces the cynical view that
what gets measured simply gets measured (Johnsabn 2002). Performance
measurement is vital for organisations as it presidarity for management and leadership
decisions to take place but it is not a panaceanands it the same as performance
management. Unfortunately the terms ‘performaneasurement’ and ‘performance
management’ are not clearly defined in the liten@tor in practice and are often used
interchangeably (Radnor and Johnston, 2012). Redoce management can be defined as
“activity, based on performance measures and negosvhich results in action to create
improvements in behaviour, motivation and processespromotes innovation” (Radnor
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and Johnston, 2012, p4). The behavioural aspecessary for improved performance
management which includes training, leadershipcatidire (Powell, 1995; Lebas, 1995;
Radnor and McGuire, 2004) are often ignored withrtauch focus on the tools and
techniques of improvement. The terms ‘innovatiand ‘entrepreneurship’ may be
important for unlocking this potential, and caratelto operational improvement
techniques and new business development oppodsniis with performance
management, innovation and entrepreneurship aféer $rom a lack of a unified

definition. With respect to innovation, Adams et(@006, p22) chose the definition of “the
successful exploitation of new ideas” whilst thérepreneurship definition preferred by the
author is “the pursuit of opportunities without aeg for the resources currently under ones
control” (Stevenson and Jarillo, 1990, p23). Onisiseie of public service delivery, there
has been a backlash against new NPM as it hasheeikd value for money in terms of
performance improvement given the massive invedtineresources (Ghobadian et al.,
2009); instead it has resulted in an explosionesfqymance metrics and an audit culture
(Radnor and McGuire, 2004, Lapsley, 2008). Thecephof innovation and
entrepreneurship in public sector delivery was stigated by Bartlett and Dribben (2002)
who believed that innovation was key to improvirgfprmance and identified limited
success in local authorities employing the leadé¢he capacity of a sponsor or champion.
Innovation in the third sector has also been expldry Osborne (1998a, 1998b) leading to
a two-dimensional typology of innovation within theluntary sector in four broad
categories. The four categories based on the twaa af markets and products/services
have similarities to the Ansoff Matrix (Ansoff, 1@Band encompass continuous
improvement, market development, diversificatiod aarvice development. The four

categories are shown in table 2.
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Existing Services New Services

Incremental Development Evolutionary Innovation

Existing Involving working with the same | Involving working with the same
client group and providing the client group, but providing new

Clients same services, but incrementally| services
improving them
Expansionary Innovation Total Innovation
Involving working with a new Involving working with a new
_ client group, but using the existingclient group and providing new
New Clients

services/methods of work of the | services
organisation

Table 2 The Innovation and Improvement Matrix, Aapfrom Osborne (1998)

Osborne’s research within three geographical amasaled that
incremental/developmental or continuous improventienai, 1986) was clearly the most
widely employed followed by evolutionary innovatjdotal innovation and expansionary
innovation. Innovation has also been explored ghlyi regulated third sector contexts such
as housing associations, which has revealed ewedafnanovation across all four

categories (Walker and Jeanes, 2001).

4.3.3 Innovation Management in Housing Associations
Performance management in housing associationsdesdriven by a combination of both

extrinsic and intrinsic factors. From an intrinperspective, they tend to have formalised
business plans to achieve their objectives andppgaisals, and performance metrics to
manage the process (Walker and Jeanes, 2001; N&ar20D7: Manochin et al., 2008).
From an extrinsic perspective, it has been drivemstitutional behaviours (Di Maggio
and Powell, 1983; Helmig et al., 2004) seekingtiewicy as the sector is highly regulated
initially under the Housing Corporation, which safgently became the tenants’ services
authority (TSA). The regulatory bodies require hngsssociations to report on various

criteria over and above the usual metrics of vaiud rent arrears to more tenant-based
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satisfaction metrics and employee competency (2BA2). This compliance regime which
emanated from the public sector has been refeored the phenomenon of the “Audit
Society” which can lead to a tick box approachédg@rmance monitoring and less
ownership of strategy and direction (Power, 2000L.Mughlin, 2004; Lapsley, 2008).
Externally imposed targets, although helpful, avepanaceas and should not be used as a
substitute for effective strategic leadership. Thialso the case for internally driven
performance measurement frameworks such as thedealacorecard that have sought to
replace the traditional management accounting a&abes (Kaplan and Norton, 1992,
1996). Other quality-based frameworks such as 18@ 9Six Sigma, the Baldridge Model
and the Business Excellence Model have emergedtfierphilosophy of total quality
management (TQM) (Bicheno, 2002; Atkinson, 200@)e TQM philosophy was derived
from the 14 principles of Deming (Walton, 1986) dva$ been widely criticised as a
management fad which was popular in the 1980s 888sland has subsequently fallen out
of favour. The reasons for these criticisms wes®ferational focus and application of the
more clearly understood improvement techniquegphbuwing lip service to the softer
elements of TQM such as leadership, training atidieu(Powell, 1995; Slack et al.,

2007). This is also true in the case of lean ppiles which were pioneered by the Toyota
Motor Company and popularised by Womack et al. §)98nd include the 7 wastes known
asmuda. A theoretical body of knowledge of lean thinkingshzeen established in the
public sector which has questioned its effectiverveishin that context (Radnor, 2010;
Radnor, 2011). There is currently no evidence a lprinciples or a lean philosophy being
applied in a not-for-profit organisation. An eighwaste has recently been identified in
practice as part of the lean philosophy and isosrlthentioned in the literature. It is
referred to as the waste of employee creativitytzamibeen cited in health care reform
(Graban, 2008). The loss of employee creativityadtave linkages to the concept of
organisational citizen behaviour (OCB) which isidedl as discretionary behaviour not
explicitly linked to the formal reward system (Ongd988), and the promotion of such
behaviours is said to enhance organisational éfssatss (Podsakoff et al., 1997).
Although TQM techniques have been employed witlungding associations along with
business plans (Walker and Jeanes, 2001), thameasidence in the literature on the

influence of leadership in the implementation dffstnitiatives. A performance monitoring
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regime that is adopted in an organisation can beerd ineffective without strategic
leadership (Neely and Bourne, 2000). The needléar direction in performance
management is emphasised in the work of McCunn§1885) into balanced scorecards
whose 1f' commandment states not to “start implementinglariced scorecard unless
you know what you hope to achieve”. Strategic égldip is vitally important in any
industry but perhaps it is more challenging intthied sector for a number of reasons.
Firstly, the third sector has a unique governameetire which is different to that of the
private sector as it has a voluntary board, a plelstakeholder constituency, and is not
driven solely by financial return. Secondly, itfdifs from the public sector in that it has to
be self-sustaining and is also less politicallyen, although the lines are becoming
increasingly blurred due to the proliferation of ttontract culture of services being
commissioned by the public sector to the third@eg@tlorris, 2012). Another
distinguishing factor of the third sector relatteethe public sector is that the workforce
can be composed of a voluntary element and argwasisonger desire for public service.
There has been debate about the linkages betwagership, culture and performance
which was inconclusive but it recommended thataédeship focus rather than a culture
change approach was more effective (Ogbonna anisH2000). The next section

explores possible leadership styles that may laldaifor the third sector.

4.3.4  Leadership Styles
Three possible leadership styles that could beoggpiate in this context are transactional

leadership, transformational leadership and sereadkershipTransactional leadershifs

a traditional approach to leadership which involagglationship between a leader and
subordinate entailing incentives, rewards and piesa|Bass, 1985; Bass et al., 2003;
Rowold and Heinitz, 2007). It is identified by twygpologies: contingent-based reward and
management by exception and is often viewed apeargenalised task-based transaction
process between the actors (Yammarino et al., 18@3ljo et al., 1999; Bono and Judge,
2004). The effectiveness of transactional leadprishinconclusive as research has shown a
positive relationship to performance especiallyhwéspect to the contingent-based reward
aspect which was viewed as highly effective (Jualged Piccolo, 2004). On the other hand
research has identified a negative relationshipnvlsting the management by exception
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component which was not felt to be conducive tediVe leadership (Yammarino and
Bass, 1990).

The next form of leadership discussett@sformational leadershigvhich is defined as
“leader behaviours that transform and inspire feélos to perform beyond expectations
while transcending self-interest for the good & dompany” (Avolio et al., 2009, p423). It
differs from transactional behaviour which is tdskused whereas transformational
leadership is person-focused (Burke et al., 2006pnsists of four distinct components:
idealised influence, inspirational motivation, ifgetual stimulation and individual

consideration (Avolio et al., 1999; Bass et al020

The final form of leadershigervant leadershipvas proposed over 40 years ago by
Greenleaf (1970). According to Greenleaf, servaatlership is a group-focused approach
to leadership in which the leader is effectivelfyrst among equals. The ultimate objective
is the wellbeing of the organisation and the irge®f others including their subordinates
and the wider society (Greenleaf, 1977; Stone.eP@03; Ehrhart, 2004; Brown et al.,
2005). Servant leadership has similarities to fiansational leadership but this type of
leaders also has a moral responsibility to hisesrdubordinates. It differs from
transformational leadership in two ways: firstlgdiers are inspired to promote the
development of their followers and a wide rangergfanisational stakeholders, and
secondly it adds a moral compass to the idea n§toamational leadership (Graham,
1991). Servant leadership has shown a positivéigakhip to organisational citizen
behaviour (OCB) (Ehrhart, 2004) which could furtsapport its appropriateness in the
third sector.

4.3.5 Leadership in the Third Sector
The body of knowledge of leadership within thisteegs limited and academics have made

reference to the paucity of work in this area. Kirer (2007) makes reference to a
leadership deficit, whilst MacMillan and McLarerD@2) state that leadership is embryonic
in this sector. The issues of dual identity haverbexplored earlier in the paper and the
managerialism element is sometimes viewed as lealftéd and only used as legitimating
action in order to secure funding or contracts iiglet al., 2004). The third sector could

be viewed as an ideal setting for servant leadershit can be argued that it is a calling
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(Barbuto and Wheeler, 2006; Fry and Slocum, 2008)keeing part of a community rather
than simply working for an organisation. A ‘calling defined as “a desire to serve and
willingness to sacrifice self-interest for the bhef others” (Barbuto and Wheeler, 20086,
p305). Such a leadership style could foster a conityof practice (CoP) within an
organisation where problems can be solved quigklyfessional skills can be developed
and best practice is shared which can ultimatelg e retention of talent (Wenger and
Snyder, 2000). Communities of practice are morectiife when the participants exhibit
high degrees of homophily. McPherson et al. (2@@16) define homophily as “the
principle that contact between similar people osa@ira higher rate than among dissimilar
people”. Evans and Wensley (2008, p187) identifyesa types of homophily including
organisational focus which “relates to a focusad/ég which fosters the relationship”.
They argue that effectiveness of communities offza depends upon trust and state that
it is an “essential pre-condition for sharing knedge”, (Evans and Wensley, 2008, p183),
which supports the principle of OCB. Trust can kpressed as cognitive trust, i.e. the
individuals’ competence, reliability and honestylaiffective trust which are a
relationship-based trust with a high degree of @nat investment which can lead to a
reciprocal concern for each other’s welfare (Mcgttr, 1995; Dirks and Ferrin, 2002).
There have been several major studies on senaaeighip which have developed
leadership scales to measure its effectivenessir{§at al., 1998; Spears, 1998; Page and
Wong, 2000; Dillon; 2001; Russell, 2001; EhrhafiQ2; Liden et al., 2008; Reed, Vidaver-
Cohen and Colwell, 2011; Schneider and George, )20 hEre are also critics of servant
leadership who believe it to be idealistic and prigsive, an area which the current
literature addresses. Also, there is the connatatfot being perceived as a weak and
indecisive form of leadership which can be opeaxploitation by followers (Whetstone,
2002). Van Dierendonck’s extensive study on serieadership distilled the varying
studies into six characteristics. He argues thatvént-leaders empower and develop
people; they show humility, are authentic, accejuigbe for who they are, provide
direction, and are stewards who work for the goioithe whole” (Van Dierendonck, 2011,
p1232).
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The overwhelming research on leadership to datdéas quantitative and there is
currently a gap in the literature with respect talgative studies. Most studies have been
conducted in the private and public sectors. THg @search on servant leadership
identified in the not-for-profit sector was that®thneider and George (2011) which
focused on voluntary clubs and an anecdotal qgktpaper on the servant leadership
qualities of an occupational therapist by Dillo®@2). The range of stakeholders in third
sector organisations would include multiple levaipaid staff from director to frontline
workers, frontline volunteers and board membeisallenvironment stakeholders, the
management and administration team, and serviags.uBee diversity of stakeholders plus
the ethical stance of a charity can potentially ensérvant leadership a natural choice for
the third sector. The following research questiese generated to address this lacuna of

knowledge in this area and gain a better understgraf leadership within this sector.
* How are the changes in the third sector influentéaglership?
* What type of leadership is present in housing agsons?

* How does leadership lead to improved organisatipagbrmance?

4.4 Research Method

A qualitative analytical approach was used in tA@aollection process to facilitate an in-
depth investigation and open up new dimensionspwbblem from the richer data
(Burgess, 1982; Easterby- Smith et al., 1994).rttepto gain these richer data a multiple
case study approach was employed using nine aadg atganisations and a mixed method
approach was also used involving secondary dataemd structured interviews
(Eisenhardt, 1989; Yin, 2003a; 2003b). The casarasgtions were non-profit housing
associations based in the United Kingdom and weosen in consultation with the
regulatory body, the Tenants’ Services Authorit$$A) and the Chartered Institute of
Public Financial Accountants (CIPFA) who assisteglduthor in securing valuable access

to senior people within those organisations.

Nineteen semi-structured interviews were carriedwoth executive/board room level

managers in third sector housing associations a¢hesUnited Kingdom. The list of
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interviewees and the dates of the interviews isvshioa appendix 23 and the accompanying
interview framework is shown in appendix 24. Theemiews took place during 2012; each
lasted between 45 minutes and 1 hour and 30 minanesthe interview process stopped
once data saturation was reached (Guest et ab) J0@ interviewees held board-level
positions within their organisation and had attdiae years’ experience in the third sector.
They were interviewed by telephone or face to taue the interviews were digitally
recorded and transcribed. An interview frameworls wmployed to encourage open
dialogue and capture rich data relating to leaderahd performance and awareness of the
potential negative connotations relating to sen@adership (Whetstone, 2002). The
dialogue explored leadership with respect to trenging context of the third sector and its
role in sustainability and organisational perforiceanl he data analysis process followed
the adapted methodology of Miles and Huberman’94) @pproach referred to in paper
one (figure 4). A coding list was generated (appe8) and both the primary data
(interviews) and the secondary data including ahregorts, management reports, minutes
of meetings, and performance reports were dataesblusing contact summary and
contact document sheets. Where appropriate thedagpdata were used to corroborate

the findings in the interview and emergent themesevidentified.

4.4.1  Case Studies
The following organisations are third sector hogsassociations in the United Kingdom.

They all hold charitable status; some have grovgawically from charitable origins and
others have been as a result of local authoritgksti@nsfers. Stock transfers have opted out
of local authority control with the consent of thisnants and formed independent housing

associations.

4.4.1.1Bournemouth Churches Housing Association (BCHA)
Bournemouth Churches Housing Association (BCHA) established over 40 years ago.

They are a specialised third sector organisationiging housing, support and training to
help rebuild people’s lives. Their turnover is appmately £16M per annum and they

employ approximately 400 staff.
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4.4.1.2Raglan Housing Association
Raglan Housing Association has been establisheover 40 years and is a medium-sized

organisation provided housing across the midlandssauth of England. They employ
around 400 employees and manage over 1200 homeg pfbvide affordable social
housing to mainstream tenants as well as provislamge specialist accommodation for

victims of domestic violence.

4.4.1.3Society of Saint James
The Society of Saint James is a homeless chariighwhas established in 1972 and it has

grown from a church-based charity to a housing@ason turning over in excess of £6
million per annum. They provide accommodation tthewmable members of society
including alcoholics, drug users and ex-offend&rse accommodation includes “wet”
housing accommodation which permits chronic alceldb drink in the hostel. They
secure their funding from a number of commissiordggnts as well as rental revenues
from the Benefits Agency.

4.4.1.4Two Saints
Two Saints provides a range of services to vulderpbople within the South of England.

These services include accommodation and suppoditig abuse and mental health
issues, as well as learning support to help sengees move on and become more
independent. Two Saints have a formalised busiplassand a sophisticated performance
management system which is presented in reportaiolomanagers on a monthly basis
and submitted to the board on a quarterly basisirustom performance measurement
framework is not as all-encompassing as a balasceckcard but it is comprehensive and

includes levels of financial and non-financial meas.

4.4.1.5Cartrefi Conway Housing Association
Conway Housing Association is an industrial andvjatent society and a registered social

landlord with the Welsh Assembly Government. Appneadely one third of their housing
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stock is sheltered accommodation that is indepdratmmommodation for elderly residents
with warden control. The remainder of the housitoglsis one-, two- and three-bedroomed
houses. They are a stock transfer organisationatastiransferred from local authority
control in 2008. They were the first stock transfeNorth Wales and their stock is

geographically dispersed along the North Walestcoas

4.4.1.6Livin’ Housing Association
Livin’ is a housing association which was estal#isim 2009 via a stock transfer from

Sedgefield Borough Council in the North East of Bnd. They were set up as a charitable
industrial provident and have an asset base obappately 8500 homes of which 3000 is
sheltered accommodation. They have a five-yearozatp plan published on their website
and their staff were transferred from the by treal@uthority via the Transfer of

Undertaking for the Protection of Employment (TUREislation.

4.4.1.7Poole Housing Partnership
Poole Housing Partnership (PHP) are an arm’s lemgthagement organisation (ALMO)

which is a limited company owned by Poole Boroughuil. They were established to
qualify for investment funding to refurbish and mtain their housing stock and also to free
them from the restrictions of working in a locatlarity. The original staff were

transferred across via TUPE regulations and theyaeparate entity to the council.

4.4.1.8Watford Community Housing
Watford Community Housing is a Housing Associat@ma manages slightly fewer than

5000 homes. They have three revenue streams wtgchféordable housing for rent
supported housing under the supporting people igndnd shared ownership properties in
partnership with their residents. They are acceeldid Investors in People and turn over in

excess of £23 million per annum.
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4.4.1.9Plan2Moro Consulting
Plan2Moro is an independent consultancy advisingsimg associations and social

enterprises. Their area of expertise is in busipEsming and change management for
potential stock transfers and established housagaations. Their role is to assist housing
associations in capacity and capability buildingider to develop sustainable business

plans.

4.5 Findings

The findings revealed that the steering media aunlg a much greater impact and there is
now more certainty about the changes to the lifédhvand on the respective housing
associations than was known at the time of theviges conducted for paper two. The
following themes that emerged are shown below aleitiy a summary table in appendix
26.

Changing Context
Performance Management

Leadership

W Dd PR

Innovation and Improvement

451 Changing Context
The majority of interviewees were convinced thaidition currently going through the

UK parliament was going to have a significant intpattheir organisation. The legislative
changes to benefit reform relating to room occugamauld mean that benefit claimants
living in accommodation with rooms not used by ¢ke@mant or their household could face
a benefit cut which could result in them being oe#ed into smaller accommodation or
multiple occupancy housing as the UK governmenksézreduce government spending.
This would have an impact on both the service aadrthe housing association because it
could lead to an increase in voids as they mayaee the smaller accommodation on their

asset register. Changes to the benefits systenregtfiect to payments being made directly
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to the claimant could have an impact on rentalaaisras this is a significant part of the

revenue stream for a Housing Association.

| think we're in a vortex of change, quite franklynd | mean the Health Bill brings with it
some concerns and the universal credit will havamgact on rents, on benefits, there will
be an issue I've no doubt particularly in Londomued rent levels, because the private
sector rents are probably beyond some of the Bdegéls...risks of moving clients into
multiple housing occupancy” (HA BS). “For most HougAssociations rental income, is
via Housing Benefit, then the measures that theeBwment is introducing will have a huge
effect on that (HA TD).

Organisations that have used the regulatory badies external stimulus for performance
management and strategy development will be affideyethe deregulation of this sector as
they will need to be intrinsically driven. At thiene of writing this paper, the Audit
Commission and the Tenants Services Authority anegodisbanded and it is envisaged
that the new regulatory regime will have a ligttarch. This will be welcome for
organisations that are intrinsically motivated émtnuous improvement and service
excellence but there could be challenges for smaitiganisations as their motivation for
performance monitoring could be externally driv8Brhe regulatory environment is in such
a pickle, that we just feel that we can’t rely bern to just kind of scrutinise us. We have
to do it properly for ourselves” (HA LBA former housing manager who now advises
newly formed stock transfers from local authoritietieved that there will be consolidation
within the sectar” Well | think that we’ll end up with fewer organigats and I think, you
know, you will find that the more efficient oneslvgurvive” (HA PM). The last two

quotes illustrate the need for organisations tmbecmore business-focused in order to
remain sustainable. The rebalancing of the pulelatas has mainly been focused on
services being transferred to the third sectoobet CEO was clearly concerned about new
entrants from the private sector. She commentedut wie're keeping a very close eye on
these companies like Serco, and Capita, and wivatyau, because they could well start to

come in and pinch contracts from us | think” (HA)L.B

Uncertainty is increasing with contracts that hegen won by housing associations as the
interviews revealed that commissioning agents e @utting in place 90-day break

clauses on three- and five-year contracts, whithences autonomy, as the threat of a
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break clause acts as a “sword of Damocles”. Whetraats are lost either through loss of
tender or through a break clause, there are a nuoflb@plications for the housing
association. Firstly, the core workforce from tlffleeted scheme will be transferred across
to the winning service provider by TUPE legislatisacondly, the housing association
needs to find a replacement revenue stream. Fjraally retained surplus (profit) that the
housing association has managed to accrue will teekd drawn down in the intervening
period and this shortfall will need to be repleedhn order to provide liquidity for future

unplanned events.

4.5.2  Public Sector V Third Sector Housing
The findings reveal that there are similaritiesamsn the public sector and the third sector

but there are also significant differences. Thet filifference was that the public sector was
considered more political than the third sectoaooount of their responsibilities to
government and their role in implementing governnparicy. The second difference was
related to sustainability and maintaining a vialniganisation as, unlike the public sector,
housing associations are exposed to risk througghdb contracts or cessation of funding,
therefore making them similar in that regard tophgate sector. One interviewer stated, “I
think we are a deliverer of public sector contraatsl Local Authorities strongly govern
and influence what we do. But we take a lot ofribk” HA LB). Another respondent went
further and stated,

There’s a tendency for people to put the thirdaresiong with the public sector, possibly

because a lot of business, either through grantemracts, comes via the public sector, but
then the private sector also gets a lot of corgrixom the public sector, but probably not

much in the way of granf&A MH).

It was also felt that the public sector was moreshucratic than the third sector by several
respondents. A director of a housing associatioichwvas formed from an asset transfer

from the public sector remarked that when he wasl@yad by the public sector, autonomy
was limited and the time frames for decision makigge far greater. He believes that as a

housing association they have much more autonomhyan be responsive.
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We were restrained in terms of decision takinghey@ouncil process and the reporting
process prior to getting it up to the Committe¢oothe Cabinet. It could take 8-9 weeks to
get a simple report that's been produced througlyps could actually implement it. So
that the forward planning was very significanténnis of if you wanted a particular date,
you knew where you had to go. But the timeframéniwi{the Housing Association) has
now been reduced down, in some instances, to §HidyJH).

A director from a recent stock transfer housingaisgion recognises that simply
transferring from the public sector to the thirdtse does not change the culture overnight
and it will take time to shape behaviours to thesvrenvironment. “Because we’ve come
from the public sector, we're having to change waws to become more commercial, and
we are slowly getting there. | wouldn’t say we 408% yet” (HA JH). According to
another respondent, the culture of the public sentikes them less innovative and
receptive to new ideas; “Well, | think the publecsor is still much more “Can’t do”
attitude” (HA PM)

Although the public sector and the third sectorenawdesire for public service delivery it
appeared from the interviews that the third selotal a stronger ethos and that their prime
concern was the customer/service user rather ttaneémployees. One housing association
CEO commented on the motivations for people joirfirggorganisation
...S0 that you know, when you’re working with an argation, you are working with drug
addicts, alcoholics, women fleeing violence, hoseleenagers. There’s a lot of people

want to work in that kind of thing, and have a seafputting something back into society
(HA PK).

With respect to the public sector he added, “| &a@that with public servants, they can
just say “Yeah, well what's important to me is nayeer, and the customer is not
important” (HA PK). However this was not clear asta housing association consultant

commented that you may also have career-mindedg#opthird sector!

There was also a perceived clear distinction betwitbem and the public sector on a
number of aspects. The first aspect related ta thipensity to accept risk which was
qualified by one interviewee who commented, “unlike public sector, we have to take a
lot of the risk, are commercially minded in the wag govern ourselves, and make sure
that we don’t run out of money. So it's a kindquiite high risk, but very publicly visible.”
(HA LB). This was supported by a CEO of anotherdiog association who went further

and argued that housing associations and othes pédrthe third sector should be no
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different from the private sector. “Well | wouldysactually the third sector is another part
of the private sector, but with different motivatgy because the third sector is not public
sector, there’s no one there to us bail out. Oggdrdns have to stand or fall in their own
right” (HA MH).  Another housing association ditec went further and argued that in
terms of management, it needed to be just as disaipas the private sector. “in terms of
the actual management of the organisation, it néed® just as professional in the third
sector as it does in the Commercial Sector, antistieasential for organisation survival”
(HA SF).

4.5.3 Performance Management
All of the interviewees stated that they all deye&ld either a business plan or strategy

document which projected several years into theréutA partial sample of a five-year
business plan which shows the income and balaresg gihojection is shown in appendix
27. The interviews revealed that there have bemmaber of local authorities that have
transferred their housing stock to a third sectitgin the last 15 years. The decision to
move from local authority control was made by tbhasent of the tenants and the intention
was for former council homes to gain more investmenrefurbishment and maintenance
as a housing association. Stock transfers werepagylar as they could secure finance
from financial institutions. According to one ofthousing association directors, since
2008, the amount of stock transfers of housingdeas negligible. The reason for this
could be that existing housing associations withven track records, let alone new stock
transfers, are finding it difficult to secure fundifrom banks. Another director added that
they are finding it

increasing difficult more recently, and a lot ofustng associations including (ourselves),

have found it difficult to get the banks to lenéchuse the property market is so flat, and

because interest rates are so low...and so a l@sot@tions at the moment, including us,
are looking at bond§(HA SC).

Housing associations which were recent stock temagfom the public sector had up to 30
year plans which included periodic refurbishmeritexasting stock such as kitchens,

bathrooms and external works. The plans includelfjbis based on planned revenues and

" The bond market is a financial market where orggtions can purchase securitised debt. The prigwaly
of the bond market is to provide a mechanism fogiterm funding of public and private expenditures.

124



expenditure, and the value of their asset basesuesged banks to lend to them. All
housing associations recognised that the chandawjrpower and money which will

affect rent arrears and voids will ultimately pevenue projections at risk as rental income
is a major source of revenue for housing assoaistid/ith respect to managing
performance, their strategic plans are linked tdgpmance dashboards and dovetail with

the requirements of the external regulators.

We've always had targets. We're very performangentated... We have targets for each
member of staff, and those are monitored througte t© one’s” etc. And we have a
Monitoring Officer, who does a report to senior mgement team on a monthly basis, and
also to me, more regularly, and to the Board onaatgrly basifHA SP).

The interviewees revealed that housing associatieaded to demonstrate evidence of
continuous improvement to regulatory bodies anfoperance measurement indicators

have been viewed as an appropriate way of achigkiag

There was also evidence of recognition of the cororakrealities of the impact of the
pervasive nature of contract culture within thedtgector with one housing association
commenting,
(Redundancies have) become a regular featuréhéi’s part of the whole contracting,
commissioning, process, and also as a businesgewaso revamped just in the last nine
months, you know, we've made some redundanciesangabove those ones that are

perhaps driven directly by schemes. Becausealiyegood organisation, you've got to run
efficiently and effectively and still keep some disoon that Bottom LinéHA MH).

Another housing association commented that theseanaisconception by many people of
the third sector including policy makers who beéghat they are not ready to face up to
the challenge of sustainability, and she cited gptamof performance monitoring in other
third sector organisations. “I think there is thiegw, that the third sector is just this kind of
brigade of volunteers and charities, who don’tlyeain things in a very business-like
fashion. And | don’t think that’s true at all” (HEB).

45.4  Leadership
The findings relating to leadership are presemtatie six characteristics of servant

leadership of Van Dierendonck (2011). The incregasimmmercialisation within this part

of the sector also revealed other forms of leadersmployed by senior managers.
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4.5.4.1Empowering People
The interviews revealed that managers and sta# havigher degree of autonomy relative

to the public sector which gives them authorityrtake decisions but also accountability
for those decisions. Housing associations difighe way that they manage this process
and seek to empower their staff by communicatieg thtent through appraisal objectives
which results in training provision which could ¢athe form of coaching programmes or
continuing professional development (CPD). CPD maglve work-based training or day
or evening release programmes. With referenceg@adaching programmes, one CEO
stated “We have what we call a “Coaching for Grdwlttaining Programme for all the
middle managers, so that they can make sure tagtréhgetting the best out of their
people, so we're not carrying any passengers,uflfe, because we can’t afford to do
that” (HA LB). The latter part of the quote demtyates the commercial edge which will
affect the stewardship of the organisation. Altéxady, housing associations may adopt a
more organic approach as articulated by one directo

It's like herding cats mate! It becomes an artforl mean you do have structures to these

things...but you have to treat people as individaald you have to respond to the things

that trigger them. And it's part of the joys otwaally working with good people, most of
the time you get it right, but it's really entertaig when you don’{HA SB).

The common denominator with the different approadhat housing associations take is
that they are more allied to the private secton i@ public sectoiThe appraisals are
scheduled and in some cases they are includedtassrne a scorecard to ensure that

everybody is appraised within the agreed time.

4.5.4.2Humility
The characteristic of humility is about modesty #melmanagers interviewed demonstrated

modesty with one acknowledging that, as part af @0 degree appraisalprocess,
“Inviting constructive feedback is an explicit paftour ‘Leadership Blueprint’ framework
that is applicable to all managers” (HA JR). Anathmanager recounted a story where his
followers had taken him to one side and preventedftom doing night visits. He
recounted that they said, “you need to come ofbtineall rota, for two reasons. One is

that they felt it was an inappropriate use of myeti and secondly it was becoming

12 A 360 degree appraisal is an appraisal systementherindividual being appraised receives feedifahk
their line manager, their peers and their direpores (followers).
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dangerous because | had insufficient knowledgeagftd day practicés(HA TP). The
CEO added that he was trying to make a statemahhéwas willing to do night calls like
everybody else but unfortunately he was being rmbeehindrance. As a result of the
CEO's humility, his staff felt that they could clelge him if they felt that leading by
example was not appropriate in this case. Anothiectr stated that his leadership style
varied depending on the context, and cited an elawlipen his Housing Association was
not performing. He stated that “the style that péoy does vary, depending on the
circumstances that I'm dealing with at any partéecuime, or the individuals that I'm
dealing with... took on more of a directive or commatyle than | had done previously”
(HA DH).

4.5.4.3Authenticity
Within housing associations, managing the dualitynaintaining the ethos of the housing

association whilst simultaneously becoming morertass-like was encapsulated in the
statement by one Director.
We are generally speaking, quite left wing oriezdathere are areas of business we won't
go into. We're a lot more lenient in our businegsdel in some areas | suppose, something

like that...But in terms of managing complicated betdgeffectively, we do that very well
(HA MT).

Another CEO told how he used storytelling to conaesense of community to welcome
employees from new contracts which had been integiato the housing association via
TUPE brought about via the transfer of a local ariticommissioned contract.
So within rural communities, the village elders \bsit round and tell stories of their past,
and that bound the community together, but alsdiroaed and passed on learning and
stuff like that...l also told them that | was invoti/an the official opening of their building,
and | told them the history of their building ahé funding that led up to that, that they had
not heard from their previous management, and hatwve used to have reciprocal

arrangements between the organisations which gboler the mists of time...you are
cousins at least, and now you're working for us #'s not the end of the worl(HA TP).

Another director acknowledged that all TUPE int¢igres do not always lead to a close
integration and that it is not uncommon for schetodse transferred via TUPE when
competitive tendering results in the scheme bewayded to another housing association.
“Some areas it is really tight, and in other ar@&sactually really quite loose, because of

the TUPE situation” (HA MT). These competitive eses are not as the result of recent
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changes and have been an acceptable part of thegetiwe landscape of housing
associations brought about by the effects of th€ Qe changes which will be coming
down the track in the near future as a result @slation, redistribution of power and
financial constraints is on a completely differlavel. One director conceded that “we as a

sector are entering some fairly unchartered WwafidA DH).

4.5.4.4Interpersonal Acceptance
Housing association directors with background$iengublic sector believed that there was

a perception of being risk averse in the sectorthacexistence of a blame culture. They
added that this was not the case within housingcgasons; as one director stated, “(Staff)
were not backed up by their own senior managemiahink there is a blame culture in
local authorities” (HA TP). This view of a no-blansulture when discussing the loss of a
contract or poor performance was supported by analinector, who argued that it is
“often not helpful to be critical of the memberstéff. It's more important to look at why
wasn't it achieved? And what skills are missingwbat can we do differently in the
future, and all that kind of stuff” (HA TP). Notviistanding the proactive measures
employed to deal with issues compassionately, twarealso a tough line taken as well.
There was a line in the sand with regard to mutwsk which was believed to be more
important when dealing with failure

The thing | won't tolerate at all in any way, shapeform, is dishonesty and lack of

integrity. | need to have people around me theainl trust. The moment | don't I've got a

problem, and without being too rude, so have thggtause in this game you need to have

people around you that we all need to cover youkgiayou need to be able to work as a
team and know things are thgidA SB).

4.5.4.5Providing Direction

The housing associations have well-establishetkesgfiaplans and an array of performance
measurement framewaorks in place which are explfititked to their objectives via their
appraisal systems. In addition there are opporagior staff to have a voice in addressing
targets. One director commented, “So at apprasselforms are appraisal forms, and we
discuss our team targets, and that. So everyaladuoally will know. And then when we

usually have team away days, in most of my senlitese five a year” (HA MT).
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Another housing association commented that it wgmrtant for employees to perform in
their job and that they would not shirk from thek&f dealing with this issue. “If

somebody can't perform at the level required f@irtiob, then their employment will be
terminated... because you need to reward good peafurenbut you equally cannot ignore
poor performance” (HA SF). This was supported bytker CEO who stated, “So we
recruited using the values, we trained using theeg we developed the organisation using
the values, and we sacked, using the values as ®elthey were very fundamental to how
we developed” (HA PK).

Chief executives and directors also make themsefgdse at sites, which is a
commitment of time as schemes can be geographiialbursed over a large area. They
feel this is important so that staff do not feelaged from the management and dialogue
can take place to resolve any issues. “The chiet@ive and the directors of the
organisation physically visit the regions on astemonthly basis to deliver the team
brief” (HA DH).

This hardnosed approach within housing associateoagmpatible with their ethos which
is to use taxpayers’ money effectively and to ofgérihe service offering to tenants. In
order to achieve this, the organisation needsrtmire sustainable so generating a surplus

for reinvestment is vital in order to achieve tbigective.

One of the appraisal systems employed by a hoassgciation was linked to a
competency framework which made an explicit refeesto desired behaviours relating to
servant leadership under the heading of “The ingmae of every individual” which
encouraged the following behaviours: respectngaior people, treating people as we
would want to be treated, equally opportunitiesuwe differences and working in a non-
discriminatory way with all people, non-judgementadt exploitative, and holistic in our
approach. These behaviours were recognised irpfhr@igal system under their assessment
category of “Professional Behaviour”. No other sioig association had these factors
explicitly scored in the appraisal system. A sangblthe competency framework is shown
in appendix 28.
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4.5.4.6Stewardship
The stewardship of the organisation is differergitber public or private sector

organisations as there is a two-tier board strectith a salaried managing board and a
volunteer board made up of the greater good ofdited community Also sitting on the
board were tenants which is a requirement fronTt®&, and tenants also had a presence
on operational and scrutiny committees. A trund&imorecard was communicated to the
tenants via their biannual newsletter. A samplthefservice user scorecard is shown in
appendix 29. The scrutiny committees are becomiagermportant for compliance and
performance as deregulation is now putting greatgghasis on lighter-touch self-

regulation.

There was concern about the increasing level @l lgovernment contracts as a recently
retired CEO warned against the threat of what Mq2012) referred to as mission drift
and the pervasiveness of the contract culture.
the new financial structure means that you getliredbin helping homeless people because
the local authority wants to help homeless peapid,you do it as their contractors, and

you do it in their way. And that is sad...So to tiat’s the voluntary sector gone, you've
become a contractgHA PK).

This was echoed by another director who stated‘thetve seen shift over a period of time
regarding the ethos behind what housing assocgatiomthere for and what they do and
how we do it, is determined much more by finanaggects of our work than anything

else” (HA DH). This statement was put in contextiy qualifying comment: “The bottom
line is we are still a social business, and theestbere are occasions where decisions need
to be taken which are made for social reasonsr#the necessarily business reasons” (HA
DH).

The impact of the contracting culture was also @ead as short-sighted and this was set to
be exacerbated under the localism legislation whichld pass more power to people who
may be seeking re-election and not thinking abloaitatig picture“The localism bill makes
the referral process much more responsive to #&s/of elected members and that may
not be a good thing” (HA BS). Not all decisionsidze related to a budget or a defined set

of outcomes in order to measure their effectivera@skthere are many instances where
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decisions are based on a financial imperative.rd@resting anecdote was given by the

director who was present at a board meeting amdranissioning manager was asked,
How do you measure the impact on service issuasddohkey?... and everybody sat
around, scratching their head, wondering what #uk he was talking about...what he’s
actually saying is that there are immeasurablegththat happen to people by doing things,
and the Care Farm being one of them; they've giobals, some they can milk and all this,

and look after pigs and various other things, jloat can’t measure conveniently in a target
figure. And I think that's righ(HA BS).

4.5.5 Innovation and Improvement
Despite the challenges facing housing associatlere was still optimism within this

sector. They recognise the need for accurate quatid the continuous improvement
initiatives to ensure there is a healthy surplugheswould help with sustainability when
coping with unforeseen circumstances. “If you lasggnificant contract, if you get a
financial reverse, if interest rate rises, youv¢ @ be able to absorb the shock without it
causing the organisation to collapse” (HA PK). Ehers also recognition of rising
expectations of service users and of commissiobpatlies desiring more for less, and that

innovation was an essential part of the job whechnked to their appraisal system.

Innovation is tomorrow’s bog standard. You sqmiticularly on cars. | was looking for a
car a long time ago, and | couldn’t get air comdiiitng on a mid-range car. Now it's
offered on the tiniest cars. And so that innovat®continuous innovation, is a key to
succesgHA PK).

There was also recognition that leadership playedn@ortant part in facilitating

innovation, which involved developing staff and imgva more open and consensual
management style. “We do encourage initiative aedtosity, and so that automatically
leads, | think, to a more informal and consenstydd sotherwise you prevent that little bit
of creativity and flair” (HA MH). This supports dothe aims of servant leadership and
transformational leadershipwWe have what we call a “Coaching for Growth” Traigi
Programme for all the middle managers, so that tagymake sure that they’re getting the
best out of their people, so we’re not carrying pagsengers, if you like, because we can't
afford to do that” (HA LB).The final part of the above quote reveals a toughermercial

edge which is not conducive to the conventionatditure of servant leadership and is more
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associated with transactional leadership. Anotleeising association believed that staff

needed to be valued and that their contributiorterst

it's about making sure everybody is a leader. Add like that analogy with the guy at
NASA that was sweeping the floor, and somebodydslk®a “What are you doing?” He
said, “I put a man on the moon”, and that's sonmgthhat we strive for within this
organisation really. People know where they and,are contributing to a bigger picture
both individually and organisational§HA BS).

An important finding was the belief that improverheanterms of cost reduction should not
come as a result of substituting paid staff fountéers. One respondent pointed out the
limitations of volunteer employees,
We're always talking about how can we get more ntdars on board, how can we keep
them, because they're not contracted to us in any and at any time, they could just
move away. They don’t need to give us notice, ttaysay “I'm not going to come in to
work today” or whatever. It's very difficult taan an organisation like that; where people

are dependent on you... we can't do it through vaerd. So the monies need to be there
to have paid employees, basicgjJA SP).

The findings revealed that there was innovatiomwaispect to the creation of spin-out
social enterprises which were semi-autonomousgdsaéone organisations which could

also benefit from funding from the housing assaéaratThere was also evidence of growth
by merger and acquisition or stock transfer fropal@uthorities. Housing associations
were also looking at pursuing horizontal strategiesomplementary services by working
with other public sector agencies to deliver sesisuch as drug counselling and supported
housing in order to grow and sustain. These ag/dre shown in table 3 below adapted
from the original models devised by Ansoff (198A3@sborne (1998a, 1998b). In
addition, the targets for new business developraedtimproved services were explicitly
related to a reward scorecard which is shown ireagix 30.
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Existing Services New Services

Incremental Development Evolutionary Innovation
Existing Continuous Improvement Complementary Services
Clients Process Automation/Redesign Stock Transfers
Expansionary Innovation Total Innovation
Geographic Expansion Social Enterprise Start-up

New Clients Mergers and Acquisitions and | Bidding for new Public Sector
Stock Transfers Work

Table 3 Innovation within Housing Associations

4.6 Discussion

There is clear evidence of ongoing steering meffiexténg the lifeworld of the third sector
as a whole which is unprecedented and is affettiagustainability of well-run part of the
third sector such as housing associations. Thegasain legislation to welfare benefit
reform and home occupancy directly link to the steemedium of law (Habermas, 1987).
These changes will have a major impact on renaesrand voids (housing stock with no
occupancy) which are key performance indicatordtarsing associations as they directly
affect a major revenue stream which relates to khaag (1987) second medium of
money. This could also have a knock-on effect Wwahks that may perceive them as a
higher risk and therefore may charge them accolylifitne evidence from the research is
that housing associations are finding it incredgidgficult to secure finance and are
turning to bond markets. The lack of joined-up kimig with regard to the Big Society is
that the majority of the housing associations in&wved had not heard of the Big Society
Capital, which was set up as a funding streamhfersector (Manville and Greatbanks,

2013) The increase in competitive tendering ancgpereasive contract culture means that
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schemes of work will be up for renewal every fiveags. The issue of 90 day break clauses
in local authority-commissioned contracts highlgghtn the findings may not be enacted,
but it does change the tone of the business agreeand reinforces the commercialisation
or marketisation of public services. These penasontracts are in effect influencing the
steering medium of power in this particular lifevebfHabermas, 1984, 1987). Overall, the
findings reveal that there is evidence of steenmgglia in the form of legislation, money
and power impacting on this lifeworld (Habermas34,91987).

Leaders need to be able to respond to these chamngebe comfortable with ambiguity,
and encourage their team to be creative and inivev&d identify replacement revenue
streams. Morris (2012) warned about the dangeris$ion drift in charitable organisations
but this study has shown that housing associatitme been able to operate in an
environment which manages the duality of managsnalwith the mission and values
(Kreutzer and Jager, 2011). Within the housing @asions researched, there was evidence
of formal planning, performance measurement, perémce indicator dashboards and
strategies aligned to personal appraisals whichatgd the earlier research by Walker and
Jeanes (2001) and Manville (2007). The researdinygs on the weakness of capability
and capacity by SQW (2009) were implicitly acknosged with respect to housing
associations as they were investing significantty fmanagement and employee
development.

4.6.1 Public Sector V Third Sector
The arguments have been waged for and against ethatilrate sector principles can be

successfully implemented within the public sectdrere is a body of widely cited literature
arguing that they are manifestly different (Say@53; Allison, 1979). The subsequent
body of work on NPM in the public sector populadi$em the 1990s by Hood (1991,
1995) led to the explosion of performance measuaimdjthe resulting audit culture (Power,
2000). Two of the key differences between the peiand public sectors revealed by
Boyne (2002), namely multiple stakeholders and rganal values, were common to
housing associations but they were not hampereadust by political control or
bureaucracy. The findings revealed that leaden€gpions of housing associations versus

the public sector were that they were more agiterasponsive as a result of being less
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bureaucratic and political. They also considereatbelves to be more innovative. Their
reasoning for coming to this conclusion was thaythad to be self-sustaining and
therefore felt more like a private sector orgamisain this regard. They were comfortable
with using the term, ‘business’. They had multiplakeholders to satisfy and this was
reflected in their governance structure as theyahadlunteer board comprising service
users elected by the tenants’ forum, commissiohodjes, and the local community
including local business people. With respect toaggrial values, the ethos of housing
association charities is that they do not makeoéitdout aim to make a surplus which is
reinvested back into the organisation. Surplusasesas much as 10% of revenue but
maximising the surplus was not the primary aimheiit social goals with respect to the
tenant. They would occasionally provide servicegctvivere not necessarily profitable in
their own right and some housing associations wepdoring social return on investment

in order to measure their impact.

4.6.2 Leadership
There was evidence of clear leadership within heuassociations which manifested itself

in a future context by means of a business planaacmimmunication strategy to ensure that
everybody was aware of the key messages from #re Pphe secondary data search
revealed that the majority of housing associatiotesviewed had a downloadable business
plan from their website as well as an annual repbrth was written in a style to maximise
employee readership. There was evidence of selwadé¢rship such as the motivations for
joining a voluntary organisation. These findingpsorted the organisational focus element
of homophily (McPherson et aRp01). The prime motivation for working in a hougin
association was to make a difference to the lifeékeir service users/customers. Such
homophily, though, was not homogenous across 8pentive organisations as the result of
TUPE transfers meant that there would be a subeultam another charity or from a

public sector agency. The emphasis was on a dogsahess with the ultimate aim of
satisfying the customer/service user. This occadipdid pose a challenge for TUPE
conversions from the public sector as their culalteough similar was perceived to
safeguard fellow employees instead of the servseg. I'he governance structure of
housing associations linked to the stewardshipormunity aspect of servant leadership

because the board members were volunteers congprigiitiple stakeholders representing
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the great and the good of the community as wedlroffy tenant representation. The boards
are responsible for providing scrutiny includingpegval of the business plans developed
by the managing boards. There was evidence indhsihg associations of the main
attributes of servant leadership by researchdesithership (Page and Wong, 2000;
Ehrhart, 2004, Liden et al., 2008; Reed et al. 120These were summarised into six main
attributes by van Dierendonck (2011) in the findirsgction. The strongest aspects of
servant leadership revealed in the findings lagrmpowering people, stewardship,
providing direction and authenticity. With respazhumility there was evidence of a
degree of selflessness as the directors who prelyitiad a career in the private sector
cited that their motivation for working albeit inpaid capacity in a charity was a desire ‘to
give something back’. On the other hand the newdgpied housing associations from local
authority stock transfers demonstrated less hynthliéin the established housing
associations and the leadership style was morsftranational than servant leadership.
Directors who have exclusively worked in housingoasations cited the opportunity of
combining high powered business deals with regammmissioned contracts which make
a difference to the lives of their service usera asotivation for remaining in the sector. In
much of the literature on servant leadership tiees absence of the tough decisions that
leaders have to make with respect to sustainapitityexample, how a leader deals with
poor performance of employees, or managing thedbascommissioned contract both of
which require tough decisions to be made. Withindiog associations, the findings
revealed evidence of both types of transactiorsaldeship, i.e. contingent-based reward
and management by exception (Rowold and Heinita7p@r managing process
performance and employee performance. All of thesimgy associations interviewed had
formalised appraisal systems for monitoring indinatlemployee performance against
agreed objectives in place which linked to depantiseand organisational objectives. This
type of leadership approach fits the transactitaadership typology of contingent-based
reward where there are rewards and penalties fpitogmee performance. There was also
evidence of the second transactional leadershigdgy of management by exception
(Bass, 1985; Bass et al., 2003) as the majorith@housing associations interviewed had a
performance dashboard with traffic light indicatorsa variant of the BSC (Kaplan and

Norton, 1996a). The traffic light visual performangystem was employed to focus
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management time in critical areas: i.e. amber add his form of leadership has been in
place within housing associations for a numberaafrg and is not a response to the changes
in the lifeworld of the sector. As organisationsv&t to maintain sustainability and respond
to competitive tendering, this form of leadershill intensify. The recurrent theme when
making these judgement calls was for the greated @b the service users rather than for
the employees. In addition, there was an obligatiih respect to spending taxpayers’
money effectively in order to optimise service dety. This type of leadership lends itself
more to transformational leadership (Avolio et 2009). Servant leadership behaviours
were embedded into the appraisal system in ondrigpassociation under the heading of
“professional behaviours” but the remaining housasgociations advocated it via OCB
(Podsakoff et al., 1997). Relying on OCB can beallenge for an organisation as it is
behaviour not recognised in the appraisal systetrstrong and clear leadership is needed
to avoid the unintended consequences of appraistdras where citizenship behaviours
may be side-lined for personal reward. Where tlosgect of redundancy looms, employee
performance may determine who stays and who gadsal&ruistic OCB may be

diminished in favour of behaviours to achieve thgotives that employees are assessed
against. Without a direct linkage to the apprasyatem, servant leadership may be an
idealistic dream which was a point raised by Whetst(2002) particularly when leaders
are faced with moral dilemmas such as managing pedormance or dealing with

redundancy.

4.6.3 Innovation and Improvement
Maintaining a healthy surplus was considered ¥dabkustainability with housing

associations. In the private sector a surplusfesned to as a profit but charities are not
permitted to make a profit. The retained surplus imaariably used for growth projects
and employee development, and to subsidise semwilcese contracts had either been lost
or scaled back by the commissioning agent. A sigrpan be generated by either reducing
costs or by increasing revenue. Osborne (1998&)3%:veloped a two-dimensional
typology for innovation and improvement in servitivery, identifying four options for
growth and sustainability. He considers only thtoethe options to be innovative and
discounts incremental development as innovationcangiders it simply continuous

improvement. There is an established drive foricoous improvement within housing
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associations on account of the competitive tendgsinocess for commissioned contracts.
The innovation options are not mutually exclusind aeveral organisations were pursuing
more than one option. The findings revealed thatrects were awarded to housing
associations that could provide value for moneydegmonstrate continuous improvement.
Innovation was nurtured within housing associatiand several directors commented on
their investment in management development andhaog@rogrammes to build this
capacity within their staff.

4.6.4  Juxtaposing the Building Blocks for Performance Mamgement
with Leadership

The Venn diagram which is displayed in figure Tapter two provided a model for
performance management comprising the three ptescgf culture, trust and capability. It
was posited that the three elements within the \GBagram configuration were not static
and could be influenced either by factors withie g@nganisation or by external steering
media. This chapter has revealed that severaliglaigetypologies are applied within the
context of housing associations and that they haviafluence on the performance of the
respective organisations. Transactional leadetisHipked to trust and capability due to
individual performance appraisal systems and by#r®rmance dashboards employed by
the housing associations. Transformational leagetsds a linkage to culture and
capability as it is visionary, linked to businegvelopment and the pursuit of new
opportunities for growth and sustainability. Figaervant leadership is linked to culture
and trust on account of homophily and the promotib®CB. The relationship of the

leadership typologies to performance can be viewdigure 5.
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Figure 5 Leadership and Performance within Hougisgpciations

4.7 Conclusion

This study set out to answer three research quesstedating to leadership and performance
within third sector housing associations. The fipgéstion was; how are the changes in the
third sector influencing leadership? The secondtijoie asked; what type of leadership is
present in housing associations? The final questas] how does leadership lead to
improved organisational performance?

The austerity measures identified in this chapterthe previous chapters reveal an
unprecedented change occurring within social h@ysimich is causing a crisis of
legitimation (Habermas, 1976). Prior to the GFQ@®08, social housing had been
regulated by the Housing Corporation for more th@iyears. In the five years since the
GFC, several factors including law, finance and @olhave begun to steer the lifeworld of
housing associations to a more commercial competitiarket via a process of

colonisation (Habermas, 1987).
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The legal factors have been both regulative andtdative in nature (Habermas, 1987;
Broadbent et al., 1991). Examples of constitutivange include the Welfare Reform Act
which will result in housing benefit being paidettly to the tenant. The Act has also
facilitated the so-called “bedroom tax” to be impd®n claimants with unoccupied spare
bedrooms. This reform will result in tenants losagortion of their housing benefit and
will be compelled to fund the shortfall or be redsed into more suitable accommodation.
These twin reforms are likely to have a major imacthe key performance indicators of
voids (uninhabited accommodation) and rental ast€drese KPIs that are vital for the
sustainability of housing associations are repae@gulatory bodies and are also
monitored internally on their respective scorecdeggpendix 12). The Localism Act of
2011 and TUPE legislation will have an impact oa déivailability and transfer of local
government contracts for housing and supportedcanavailable for housing associations
to tender for. At a time when constitutive law lRnging and the regulatory body for social
housing is in a state of flux, the current reguiateody, the HCA, has become the third
change in regulators in less than five years. Ehtswusing uncertainty for housing
associations. The imminent arrival of private sectimpetitors into this lifeworld will add
additional competitive pressure to housing associat(HMRC, 2013b).

With respect to finance, there are several faatiesting the financing of housing
associations. The loss of revenue caused by thegbed increase in rental arrears and void
loss will have a profound effect on both revenueegation and cash flow. The second
factor is the inability to secure long-term fixedarest funding for growth and
sustainability which was available prior to the GE@rger housing associations are
beginning to look to bond markets as an alternatieans of securing finance and this is
likely to introduce other vested interests to thdtiple stakeholder constituency. As
government grants are scaled back, third sect@niggtions are being encouraged to
source finance from Big Society Capital which ighe form of loans (Manville and
Greatbanks, 2013).

The final steering medium is power that relatetheodecentralisation of decision making
to local authority level and the rebalancing of lpubervice provision (Big Society, 2010).

This transfer of power is being realised througtréased contracting coupled with the

3 The Welfare Reform Act, 201htp://www.legislation.gov.uk/ukpga/2012/5/contéatmcted
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arrival of private sector competition facilitateg the Housing Regeneration Act and the
Localism Act. Local authorities are also becomingrenaggressive in their contracting
arrangements with the insertion of 90 day breaksg#a which puts the sector on a much
more commercial footing.

The study revealed that leadership within houss®peiations was neither suffering a
deficit, nor was it in an embryonic form (Kirchn@Q07; MacMillan and McLaren, 2012)
which was unsurprising given that there is evidasfigeerformance monitoring in this
sector (Walker and Jeanes, 2001; Manville, 200/hddhin et al., 2008). What was
surprising to the researcher was that servant tshige(van Dierendonck, 2011), which
would normally be associated with third sector aigations with a strong mission,
homophily (McPherson et al., 2001) and OCB (Ord£88), was not the only leadership
type. There was evidence of transactional leadei&wwold and Heinitz, 2007) in the
form of contingency-based reward using formal alspiagsystems as well as management
by exception responding to traffic lights on a B@@plan and Norton, 1996a).
Transformational leadership (Avolio et al., 2009snalso evident in housing associations
as they sought out new business opportunities asi¢rther stock transfers and work
currently delivered by the public sector throughaas forms of innovation. This would
take the forms of evolutionary innovation, expanaiy innovation and total innovation as
well as continuous improvement within the existiggvice offerings (Osborne, 1998a,
1998b).

Ogbonna and Harris (2000) argued that changinglshg was more effective than trying
to change culture as leadership sets the tonesafuthure of an organisation.

This study found that leadership within housingpagsions was vital for improving
business performance and identifying opportunfoegrowth in this challenging

lifeworld. As in the private sector, leaders in kimg associations need to provide direction,
and motivate and empower their workforce, and egeiired to be entrepreneurial in
pursuing new opportunities for growth. In additibey have to manage the dual
responsibility of maintaining the values of a not-profit organisation and this places a
strain on OCB, which is associated with improvedgrenance (Podsakoff et al., 1997), as
well as potentially leading to mission drift (Ma@ri2012). Radnor and Johnston made the

connection of performance management relatingeathivities of performance
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measurement, behaviour and innovation which thépeas “activity, based on
performance measures and reporting, which resulistion to create improvements in
behaviour, motivation and processes and promotes/ation” (Radnor and Johnston,
2012, p4). These are indeed challenging times laogkthousing associations that are
unable to rise to the challenge face the prosdedbsing or being forced to either join
consortia or to merge with other organisations. dtner winds of change are the arrival of
private sector organisations which are beginningptmpete for contracts for services
currently being delivered by the state or commissibto third sector organisations.
Consequently, it is vital that housing associatiang other third sector organisations have

strong and effective leadership appropriate todbrgext.

Although Mullins (2010) argued that housing asstans are a distant relative of the third
sector and has referred to them as profits in diggthey remain third sector organisations
and their mission makes them unique to privateosexganisations (Moxham and Boaden,
2007). The combined impact of these competitivengba induced by the steering media is
promoting a colonising effect invading the lifewsb(Habermas, 1987). This colonising
effect is promoting them to adopt more private @ebtisiness performance management
principles in order to compete and remain sustdndalhis is creating a perfect storm of
competitive isomorphism requiring housing assoorietito become more innovative (Di
Maggio and Powell, 1983). The findings reveal thate will be anticipated consolidation
within the sector as the type 3 housing associati@unningham, 2008) are unable to
remain sustainable. The remaining types 1 and 2ihguassociations that are successful

will need to guard against the threat of missiaft (Morris, 2012).

This rapidly evolving lifeworld which is being calsed with private sector principles and
competition brought about by the steering medidtligg out of hand” (Broadbent et al.,
1991) will eventually stabilise and institutionabmorphism will replace competitive
isomorphism (DiMaggio and Powell, 1983; Tuttle ditlard, 2001). This prognosis is not
afait accomplis however, as there is still macro-political unagrty with the prospect of a
general election and a possible change of goverhwignin the next two years. The

dichotomy of opposing viewpoints of a lean thirdtse which must earn its privileges may
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prevail (Van Til, 2000) versus the “life and sofitlee third sector up for grabs” (Brainard
and Siplon, 2004) may remain un-reconciled in th@tsterm; however, this topic area will

continue to provide a rich vein of research.
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Chapter 5 Conclusion
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5.1 Overview

This final section of the study summarises thedssaddressed. The rationale of the study
and the overarching research question are discu$hedkey findings are evaluated and
reflected upon to arrive at the contribution to Wexige within the context of housing
associations within the third sector and also tleengeneric implications of performance
management beyond the third sector. The introdnetia three papers are evaluated both
in terms of the theoretical framework and in thgatiof the rich empirical findings. The
next sections offer a reflective discussion ontkinee-paper method and the
methodological contribution. The final part of tb@ncluding chapter is a personal

reflection on my PhD journey and what | have ledrne

This study has sought to answer the following netequestion:

How are housing associations going to navigatér tivay using performance

measurement through the unstable environment foitpthe financial crisis of 2008?

This question posed a challenge, but was also wbith asking for a number of reasons. It
was a challenging question because the literatugedormance measurement within the
third sector is scant (Moxham and Boaden, 2007;Wlarand Broad, 2013; Taylor and
Taylor, 2013). Secondly there is limited literatuedating to housing associations in the
management disciplines, and lastly the third seéotuding housing associations is
undergoing significant reform in the wake of a GINevertheless, it was worthwhile
because it provided an opportunity to make a douation to the nascent area of third sector
performance measurement and management. In additisnimely for providing an
opportunity to contribute to policy discussionshasising associations and to a greater
extent the third sector needs to prepare and resootine challenges that this new
landscape is presenting.

The adoption of the Habermasian skeletal theotiyesforld, system and steering media
relating to performance measurement and managesii housing associations was
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framed in the skeletal theory of the framework deped by Broadbent et al. (1991). In
order to relate the theory of performance measunétoehousing associations and its
impact with respect to the changes taking plachiwihe third sector, empirical flesh

needed to be put on the bones, and the three-paeprovided the means to achieve this.

5.2 Changing Face of Housing Associations

This study is timely as it has evaluated perforneamanagement within housing
associations at a critical time in their historhisg'study has recognised that housing
associations are not simply “custodians of acconatiod” referred to as RSLs. They can
also provide supported housing which includes &taof support services to help their
vulnerable tenants to live independently. Theytede the form of ALMOs which are
wholly owned by their respective local authorityt bave more autonomy than their public
sector housing counterparts (Purkis, 2010). Albtgpgies of housing associations will be
affected by the changes to the competitive enviemtrand therefore performance
management will be vital. The expansionary chahgehad occurred during the last 40
years was relatively benign when compared to tladleriges that housing associations are
facing now. Mullins (2010) has argued that housiagociations are a distant relative of the
third sector on account of their traditional bussenodel, i.e. a strong asset base of
property, the ability to secure long-term fundimgl atable revenue streams on account of
housing benefit paid directly to the housing asstoan. For the past 10 years, the number
of housing associations participating in suppolisgdg has grown as a result of

contracting from local government via the supp@eople funding (Jarrett, 2012).

5.3 Colonisation

The austerity measures following the GFC of 2008 thie reforms of the UK coalition
government under the flagship policy of the Bigi8tc(2010) have ushered in uncertainty
within the sector. This study has evaluated thegming steering media which is injecting
greater competition into the sector through a ea# colonisation (Habermas, 1987). The

steering media of law, power and money underpirneithe Big Society agenda (Big
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Society, 2010) has resulted in a colonising efédach is inducing a more competitive
landscape into this lifeworld (Habermas, 1987; 8agiety, 2010). From a legal point of
view with respect to regulative and constitutivetfais, the reform is considerable. The
GFC and the UK government’s deregulation agendaned to as “the bonfire of the
QUANGOSs” (Mullins, 2010) has resulted in multiplleanges in regulatory control within
housing associations; these changes are the ahabitiihe Housing Corporation after more
than 40 years as the industry regulator, the dhad-tenure of the Tenant Services
Authority and latterly the HCA in 2012. The lighteuch regulation is putting the onus on
the housing association to manage their performeunoeh will provide uncertainty for
some housing associations. From a constitutiveppetve, the Housing Regenerations Act
(HMRC, 2013Db) has led to a new term of RegistemediBer which includes the private
sector providers. The Welfare Reform Act, 2012 ledgo welfare reform in terms of the
“bedroom tax”, which imposes financial penaltiesumused bedrooms and the introduction
of universal credit which means that housing beénefiow paid directly to the tenant
rather than to the housing association. This Vfidct two of the most important KPIs for
housing associations’ sustainability - namely, gaad arrears. Voids are a function of the
utilisation of housing stock and together with edratrrears affects the cash flow of the
housing association. The private sector may bédneficiary of the void loss suffered by
housing associations as they may have suitablarngeck for tenants that may be forced

to seek smaller-sized accommodation.

In addition to the legal steering media there arerfcial and power steering media
affecting the housing association’s ability to edisng-term fixed low-interest capital
(Habermas, 1987). With banks refusing to lend ltarga at fixed interest rates, housing
associations are turning to alternative sourcdmance such as bond markets which will
introduce additional stakeholder issues. With resfmesupported housing, the ring-fencing
protecting the supported people contracts has t@eaved and the Localism Act of 2011
provides more autonomy to the local authority, wtgould result in a post code lottery of
supported housing as local authorities try to badaheir own budgets which may
subsequently result in the cessation of servidée findings reveal that some of the newer

contracts have 90 day break clauses in place whades the local authority in a much
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stronger position relative to the supported houssgpciation. All these factors are
steering the social housing sector into an incneggicompetitive position and are having a
colonising effect on the lifeworld of Housing asistions and this is causing a crisis of
legitimation (Habermas, 1976, 1987). Housing asdimeis will need to employ
performance measurement and management technigoesily to manage their
organisations as opposed to seeking legitimacy fieyulators by demonstrating good
governance and continuous improvement. The morgettive housing associations are
adopting mimetic behaviour and adopting best pradtiom the private sector so there is
also a colonising effect from within. This would tihe term internal colonisation which
was how Habermas expressed it and the subsequappraisal of colonisation by
Broadbent et al. (2001).

5.4 Performance Measurement and Management

There is a prodigious amount of literature relatmgerformance measurement and
management within the public sector led in citatenms by Hood (1991) and in the
private sector by Neely et al. (1995). The inforimrabn the third sector context on the
other hand is relatively scant and this study hhasgnted the opportunity to begin to fill the
void of this under-represented area. The study bylidm and Boaden (2007) found no
evidence of performance measurement frameworksein $ample of third sector
organisations; however, within housing associatibesempirical findings reveal a
different picture. This study makes a contributiorknowledge by revealing the ubiquity of
performance measurement taking place within housssgciations. Due to the historical
regulatory nature of housing associations, there avaeed to periodically report on a series
of financial and non-financial KPIs. Some of thes®e presented in ad hoc sophisticated
performance dashboards including colour-codedit¢raght ratings. There was also
evidence of frameworks which had been adopteddmptivate sector such as the BSC
(Kaplan and Norton, 1996a) and the BEM (Conti, 2066r almost a decade there has
been a call for the third sector to employ privegetor performance measurement

principles and to be more business-like (Dart, 20@e, 2005); and yet the empirical
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evidence of the adoption of frameworks such a8t&l or the BSC in this sector are rare.
The justification for not adopting them has beat the third sector is different and is

viewed as a shaper of society (Moxham and Boad#i/;2Johnson et al., 2008).

Although identifying the presence of performanceaswement frameworks such as BEM
and BSC is a contribution to literature, it does cannote performance management. The
maxim what gets measured does not necessarilygeaged and it can lead to unintended
consequences such as gaming (Emiliani, 2000). ddie of performance measurement are
often employed without focusing on the softer eletasuch as leadership, training and
development, and culture (Lebas, 1995; Powell, 188&inor and McGuire, 2004). Henri
(2006) has argued that the cultural elements oB®€ are often neglected. The difficulty
of achieving effective performance managementfisation of performance management
being a multi-disciplined field and the silo appbaf both practice and academia has not
been helpful (Neely, 1999; Smith and Goddard, 2@nhall and Langfield-Smith,
2007).

A contribution to literature on the third sectorthis study is the creation of a theoretical
model for performance management based on trysabddy and culture. Each of the
building blocks is inextricably linked and theresislegree of overlap, hence its expression
in a Venn diagram. The capability aspect relategbémbility to organisational
understanding of performance frameworks and mangand being business-like (Dart,
2004; Little, 2005). The empirical findings of eertce of investment in training and
development and sharing best practice to improvi®peance supports the academic
literature from moving from performance measurentemterformance management
(Lebas, 1995; Powell, 1995; Radnor and McGuire 4200his also demonstrated that
private sector principles could be adopted by th&dtor organisations (Speckbacher, 2003;
Moxham and Boaden, 2007). Housing associationsetiery are closer to the private
sector than most as they do generate a returnvestiment (Mullins, 2010). Nevertheless,
they are a third sector organisation and are telsiically non-profit, so the second
element of trust is of paramount importance fofgrenance measurement and

management in the third sector.
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Maintaining trust is vital for performance manageires staff are motivated into the third
sector by homophily (McPherson et al., 2001) whanlgenders trust and facilitates the
mobilisation of a partial volunteer workforce tqpplement the paid workforce. In addition
it also galvanises OCB (Organ, 1988) which is vidalan organisation with limited
resources and can lead to improved performances@Roff et al., 1997). An improvement
in organisational performance needs to be recahuwiieh its mission if trust is to be
maintained (Greiling, 2007). If this element of fherformance management model is
ignored, it could lead to the potential of missbift as it deviates away from its core
values (Morris, 2012).

A supportive culture is underpinned by senior mamnagnt commitment and the realisation
that performance management “is a long march raktaer a quick hike” (Neely and
Bourne, 2000, p6). Within the housing associatiat implemented the BSC,
management patience was rewarded with improvedmeaince and winning a number of
awards. The empirical evidence of demonstratingeaeiment has filled a gap in the
literature identified by Moxham (2009). Leadershlays a vital part in creating a
supportive culture and this was developed in gresgtail in chapter 4. The findings by
Ogbonna and Harris (2000) that leadership was &ak#oar creating a supportive culture

are developed in more depth below.

5.5 Leadership

Another contribution to knowledge from this studgsathat the statements that there was a
leadership deficit or that it was in an embryomim were unfounded in social housing.
There was evidence of several forms of leaderstuluding servant leadership which is
associated homophilic behaviour and most likelgrigender a culture of OCB (Greenleaf,
1970; McPherson et al., 2001; Ehrhart, 2004) wkiohld be ideally suited to the third
sector. There was transactional leadership basedmingency-based reward validated by
empirical evidence of performance appraisals (Rdvaold Heinitz, 2007). In addition, the
BSC traffic light visual performance was used &sren of management by exception,
where attention was focused on the amber and tkcaitors (Bass et al., 2003), in addition

to providing the metrics to the regulator to dent@ats good governance and continuous
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improvement. Finally, there was evidence of innmrain housing associations as they
recognised the importance of new business developiméheir scorecard (appendix 12).
The new business development would take the formaoket development through
internal growth or merger/acquisition, product/segwdevelopment from potential new
government contracts, or by the creation of new-gpit organisations such as social
enterprises as shown in table 3 (Osborne, 199&8)9The type 1 organisations which
were most likely to pursue such ventures would nieegliard against the threat of mission

drift as they could deviate away from their cor&uea (Morris, 2012).

5.6 Institutional Behaviours

Another contribution to knowledge is the motivasdor why housing associations
measure performance. The comparative study paneafesearch project revealed that both
SMEs and housing associations exhibited behaviemssciated with institutional theory in
the context of performance measurement. There magrieal evidence of coercive,
normative and mimetic isomorphism (Di Maggio anavely, 1983). The regulatory body
for housing which has changed three times duriedast five years required housing
associations to present performance data againstitezia (TSA, 2012) and local
authorities also required housing associationsgedya supported living contracts to
submit performance based on the QAF criteria (Q&F,2). There was empirical evidence
of normative behaviour within housing associatiagaghey signed up to an anonymous
benchmarking service supplied by an organisatitiec&ousemark. This provided
housing associations with a traffic light perforrnameport of their performance
benchmarked against their respective performanagaglthe previous year plus a
comparison of where they stood relative to the raslidscribing housing associations.
Finally, there was also evidence of mimetic isorhism as one housing association had
adopted the BSC by adopting best practice fronpthate sector, which is what
academics have been encouraging (Speckbacher, Ra@32004; Little, 2005).

The study also revealed that there were housinaceg®ons with different capabilities with
respect to managing performance and this fittedyipelogies of Cunningham (2008). The

type lorganisations tendered to be more preparedvigate their way through the
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anticipated change in the lifeworld of social howgsiThis part of the study did have
similarities to the study carried out on in the jpubector on the reform of general
practitioners (GPs) within the public sector whicded a combined Habermasian and
institutional theory approach (Broadbent et alQP0 The subtle difference was that there
were no dedicated absorption groups as there weheipublic sector studies (Laughlin,
1991; Broadbent et al., 1998; Broadbent and LangB001). This could be attributed to
the third sector being less political and less auceatic (Boyne, 2002) as well as housing
associations being more allied to the private sddfollins, 2010). The studies in the
public sector revealed that colonisation was moraglex than they originally thought in
their earlier studies (Broadbent et al., 2001)rgamisations within the public sector
lifeworld could be both colonisers and absorberghMvsocial housing, there was
optimism as there could be opportunities for gromdra consequence of the rebalancing of

the public services (Big Society, 2010).

5.7 Theoretical Framework Contribution

In addition to creating a theoretical performan@agement model, a contribution to
knowledge was the extension of the theoretical én@ork evaluating the change brought
about by NPM colonising the public sector, as psgubby Broadbent and Laughlin
(Broadbent et al., 1991; Laughlin, 1991; Broadlserd Laughlin, 1998; Broadbent et al.,
2001, 2010). Their 1991 paper, shown in figurer@yjged a rough skeletal theoretical
framework (Laughlin, 1995) of the work of Habern(a984, 1987) by showing steering
media, systems and lifeworld. Broadbent et al. ) @&knowledge the limitations of the
model with respect to practical application. Thetfar studies by Broadbent et al. (2001)
linking Habermas to institutional theory (Di Maggad Powell, 1983) have been adapted
into the Habermasian skeletal framework and extémue a housing association context.
Their 2001 paper made the linkages to institutioimebry explicit, which was explained
implicitly in the 1991 paper. The empirical findengom the multiple case study analysis
have provided the sense-making flesh to make traehroore practical (Laughlin, 1995,
2007).
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The first framework shows a Habermasian repregentaf housing associations prior to
the 2008 GFC. The steering media reflect the unstis in place responsible for governing
housing associations including the Office of thedtlsector, the Housing Corporation, the
QAF and the availability of long-term fixed-intetdmance for growth and sustainability.

It depicts the systems (housing associations) estjagperformance reporting to the
Housing Corporation and QAF. Housing associatioagevengaged in a measurement
exercise of financial and non-financial KPIs bug thotivation was for compliance with the
regulatory requirements. The regulatory steerindienat that time was coercive
isomorphism from the regulatory bodies and a per@ef public sector bureaucracy
colonising the lifeworld as a result of the Compaspired the supporting people contracts
(Smerdon, 2009; Seddon, 2007; Manochin et al., 20@8ett, 2012).

The lifeworld of registered social landlords comspd culture, society and personality
(Habermas, 1987, p 365) and was that of a shapmmodéty (Johnson et al., 2008) as the
surplus (profits) were reinvested into the housiegociation for growth and sustainability
to provide a service for their tenants. The socastyect within the Habermasian lifeworld
(Habermas, 1987), could be considered normativaasphism as this would fit with the
collective common values of the housing associatand it also represents the housing
associations engaged in benchmarking through Hoardermhe combination of Habermas
and institutional theory is consistent with thedstef NPM in the NHS (Broadbent et al.,
2001). The personality of the lifeworld represehts capacity-building in terms of training
and development undertaken in order to manage ravd e business which corresponds
to becoming more business-like (Dart, 2004; Lit#@05). The internal colonisation
represents individual housing associations seekimgpy best practice from the private
sector such as the implementation of a BSC to ingperformance (Manville, 2007) or as
a means of seeking legitimacy (Helmig et al., 206#)ally the external colonisation
relates to the hyperactive mainstreaming (Smerg009) of supporting people contracts
and the regulatory requirements of the Housing @atjion (TSA, 2012; QAF, 2012). This
fits with the concept of coercive isomorphism wia@norganisation is compelled by the
regulatory bodies to comply (DiMaggio and Powe8i83; Broadbent et al., 2001).
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Figure 6: Habermasian Representation of Housing@agon Lifeworld in 2008.

Adapted from Di Maggio and Powell, 1983; Broadbetrdl., 1991; Broadbent and
Laughlin, 1998 and Broadbent et al., 2001

The second framework shows the changing landsdaegEc@l housing in the subsequent
five years. The steering media regulating the hayiassociation has got out of hand
(Broadbent et al., 1991) as a result of a significdange following the GFC and a change
in government in 2010. The reforms to the steemm@glia have been in line with the Big
Society philosophy which is seeking to rebalaneepihblic sector to include a more
representative public, private and third sectorsion (Big Society, 2010). The reforms
have included the replacement of the Office oftttiel sector with the Office for Civil

Society, welfare reform, private sector competitithre replacement of contracting via
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supporting people with localism and the scarcitfixé#d long-term, low-interest capital.
These changes are new and are inducing a compattmorphism (Di Maggio and
Powell, 1983, Tuttle and Dillard, 2007) into thieWworld of housing associations.

The 2013 lifeworld is different from the 2008 repeatation as they are no longer RSLs but
registered providers, which includes private septoriders (HMRC 2013b). The shaper of
society is now evolving into a more commercial itgas organisations need to be
competitive whilst staying true to their values awiding mission drift (Morris, 2012).
The society of social housing is still normativerisrphism but this will be challenged as
the private sector organisations continue to csltie lifeworld. The empirical research
from the final paper revealed that the leadershipulti-faceted in terms of leadership
types and the capacity-building continues butdlage tensions in terms of maintaining
OCB and the homophily of working in a third seaboganisation.

From a system perspective, housing associationgquéred to be more innovative in
order to remain sustainable and/or grow (Osbor@8491998b). This may take the form
of market development through acquisition/mergardering for the provision of new
services that may emerge as a result of the impieatien of the Localism Act, or
diversifying into completely new services suchlasdreation of a social enterprise. As
contracting becomes more competitive, services chayge providers and housing
associations will have to take on the TUPE impiaad for any newly transferred staff.
The level of competitive isomorphism from the typhousing association will have a
colonising affect as their innovative ideas areaug®tl into the lifeworld. The types 2 and 3
organisations could follow suit as form of mimasomorphism to maintain legitimacy
(Broadbent et al., 2001; Helmig et al., 2004; Cagham, 2008).

According to institutional theory, the competitiMeworld of social housing will
eventually stabilise as the changes become embgeddédnstitutional forces reassert
themselves as a result of normative isomorphisns pitocess is articulated by Tuttle and
Dillard (2007, p380):

Institutional theory assumes free and open conipetitiverse approaches to problem
solving, and action motivated primarily by econorificiency in the initial stages of field

156



development. Competitive isomorphism, that is presso become more effective and
efficient, drives change. As the field matures,isiea making predicated on strictly
economic efficiency declines because efficiencgteal innovations are now widely
adopted.

Unlike the public sector, there is not an organislesorbing body (Laughlin and
Broadbent, 1998) resistant to change as housimggias®ns are more closely allied to the

private sector than the public sector (Mullins, @01

Liteworld
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“Social Business”
ﬁ .
Society
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on OCB . & .
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N Business Development
Performance Mgt frameworks
External Generate an operating surplus

Colonisation
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Steering Media
The Big Society

Office for Civil Society
Welfare Reform

Localism (Contracting)

Financing of Housing Associations
Bonfire of the QUANGOs - HCA
Private Sector Competition
Banks unable to lend long-term at Fixed Interest

Figure 7: Habermasian Lifeworld post 2013.

Adapted from Di Maggio and Powell, 1983; Broadbetal., 1991; Broadbent and
Laughlin, 1998; Broadbent et al., 2001; Tuttle &iltard, 2007

157



5.8 Contribution to Method

The three-paper method gave me the opportunitgfioer my methods throughout my
study in a more flexible manner than the convemtiéthD route would have done. The
three-paper route is as robust as the conventRimalroute as they both follow the same
regulations. A three-paper PhD requires that tlpeaare publishable, and from a
personal point of view it was desirable for me &ad the opportunity to generate output
during my study which could demonstrate contributio knowledge. The compulsory
research methods course introduced me to the BilddHuberman framework which |
have adopted throughout the study as it provideegree of structure which was consistent
across the three papers. This fitted with the Mid®lange Theory of Habermas as the
skeletal frame (Laughlin, 1995) of the methodolagtool was sufficiently structured with
interview frameworks so that a degree of consistevas present, and yet it facilitated
opportunities for the capture of rich qualitativegal The initial coding lists helped me to
categorise and present the data in line with thmighed literature. The data reduction from
the summary sheets allowed the coding lists toongpteted by adding inductive codes to
add empirical richness to the skeletal coding anogtiged the final coding lists. | found this
approach invaluable in developing the emergent #sefMhe systematic approach was
beneficial when | was presenting my partial findireg conferences and submitting my
papers to the rigorous peer review process of glgrarticles. The frameworks are
adaptations from the work of Miles and Hubermarté@)%nd | have simply extended them
into the context of analysing housing associati@ysemploying such a framework it
provides a degree of consistency and quality assarahich could help me in the future as

I conduct comparative studies with academic colleagn other countries.

5.8.1  Securing Access
My consulting experience was vitally important gacuring high quality access and trust

within my case study organisations. Easterby Setithl. (1994) argue that having equal
status with the interviewer helps to build trustl @an lead to a much richer set of
qualitative data. This provided me with much rictata than | had seen in the limited
output of third sector research papers and gavéhenpotential to make a contribution to

the debate. One of the criticisms of qualitatia¢ads that they are value-laden (Easterby-
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Smith et al., 1994). This critique assumes thaitpest data are value-free; however,
Habermas (1970) in his earlier work, prior to higgnum opus on communicative action,
entittedKnowledge and Interestonvincingly argued that any form of knowledgarms

instrument of self-preservation.

5.9 Contribution to Practice and Policy

Drawing on the findings of this study, the followicontributions to practice and policy

could be put forward in support of the concludiegnenents in the respective chapters.

5.9.1 Managing Performancein Social Housing
The motivation for Housing Associations measurimgjrit performance with financial and

non-financial metrics has historically been motehby coercive isomorphism as a means
to comply with either the regulatory bodies andfm commissioning bodies in order to
demonstrate good governance and continuous imprewverhhis has also been
underpinned by normative isomorphism in the fornb@fichmarking of regulatory KPIs
with other housing associations. The lifeworld ofial housing is facing private sector
competition and housing associations will neeake ta holistic view of performance
measurement and management. The performance meabordd not simply be collected
ad hoc to placate external stakeholders but sHouhd an intrinsic element of a social
business strategy. Housing associations have deratatsan awareness and understanding
of performance metrics and there has been evidgns@me internal colonisation of
housing associations embracing holistic framewbriked to social business strategies
such as the BSC or the BEM. If housing associatamago continue playing a pivotal role
in social housing, all housing associations neezhtbrace performance measurement
motivated by self-determination through their sbbissiness strategy rather than being

coerced or mimicking best practice to maintaintlatacy.

5.9.2  Leadership Challenges in Social Housing
Ogbonna and Harris (2000) argued that leadershiprmae effective for improving

performance than attempting to change culture &agter four provided a compelling
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justification for the importance of leadership viitthousing associations. Social housing is
experiencing significant reform with the steeringdia of law, power and money moving
the lifeworld of the social housing into a more gqutitive landscape. Housing associations
are more closely allied to the private sector arpaat of their profit/surplus generating
business model but they still face challenges. 8rhigal of private sector competition,
scarcity of long-term low-interest finance and deilation means that leaders within social
housing will need to balance the duality of thaegthstance of making a difference to their
local community with having a social business glarsustainability and/or growth.

Growth and sustainability plans could involve deypehg new service offerings, entering
new markets as well as continually improving perfance in existing markets. With a
general election less than two years away and taiogr which could lead to different
ideological directions, strong and clear leadershigtal. With the impending rebalancing
of public services to deal with government deba aercentage of GDP (HM Treasury,
2011), opportunities will also present themselveaddition to the anticipated threats.
Leaders in social housing will need to steer as®wf action to not only respond to the
threat of private sector competition but also tmpete for additional/ renewed contracts
from the public sector. In addition they may nesaé¢gotiate possible acquisition and
merger activity from existing housing associationgrivate sector registered providers
whilst preserving their core values.

The effect of the changes to housing benefit réggiservice users to manage their own
rental payments and the challenges of re-housmants affected by the “bedroom tax”

will provide further challenges in social housiktpusing associations will need to manage
the tensions of being a caring third sector orgdiua which garners trust and OCB along-
side the commercial reality of dealing with isstles could threaten their solvency. If
private sector principles are to be exported taedbousing, they will need to be tailored to
the context of the sector. Mullins (2010) argue they are a distant relative of the third

sector, but according to the leaders in this sthdy still remain a social business.

5.9.3  Capability Building within Social Housing
This study revealed that training and developmeiteaking place in order to build

capability with respect to understanding the neegérformance measurement and to

engage in activities necessary to improve perfoo@armhese training interventions have

160



been delivered by external training providers oirtgrnally sharing best practice. The
study has revealed that the type 1 housing assmtsatire behaving like a social business,
however, more training is needed for the remaihiogsing associations so they do not
view business performance and supporting the tereminutually exclusive. In addition,
there is also scope for collaboration within thp@y chain of social housing provision
with respect to joined-up thinking. For example $iag associations can work more
closely with regulatory bodies and local authositile order to improve the service for the
tenant and provide value for money for the taxpéyelearning from the private sector as

discussed in section 3.8.2.

5.10 Personal Reflection

Before discussing my PhD research learning expegi¢feel it is important to provide
some context to both my career background and rthyipt an academic career.

My academic journey was not a conventional jouragy had come from an industry
background before moving into academia. My expéaélearning began over 25 years
ago after | completed my studies in engineeringnatersity. | joined a large defence
contractor on a graduate training scheme, quald&dn Incorporated Engineer and then
moved into management. After 10 years in engingeand manufacturing | sought a
career change and completed an MBA, and subsegudrgtame a Management
Consultant advising organisations from a diversaler of sectors. Having retained a
passion for learning | began teaching evening ekass part-time MBA and part-time
undergraduate students which required me to engalyehe literature again, develop and
plan classes and apply my facilitation skills thiad learnt from consulting in the
classroom. In 2002, | was offered a senior lechipem a teaching university where |

continued to lecture in my disciplinary areas ohtgtgy and operations management.

Between 2004 and 2006 | was the academic supermisarKTP project with a charity to
implement a performance management framework imugihg association which was a
SME with charitable status. What ignited my pass$arthis project was how business-

focused the CEO was, and the statement he madewiibhever forget: “We are about
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giving people a hand up and not a hand out”. Thigethiled perfectly with my consulting
and my teaching and during the course of the proj@es invited to study for a PhD by
publication. My allowance was conditional upon proithg output and | produced a
conference paper which was subsequently acceptguliidication in an ABS one star
journal. | was very flattered and honoured thatpager won the Emerald Literati award in
2008 for an Outstanding Journal Paper, which cdadtiwith my move to the University of
Southampton. In early 2009, | was also a shogtisinalist for the ESRC Michael Young
Early Career Research Award. The editor of therjabiof my first publication invited me
to guest edit a special issue of the journal inresgarch theme, third sector performance
management, which was published in July 2010.

After joining the University of Southampton, | wiawited to transfer to the PhD
programme and was initially supervised by anothemimer of faculty. This, however, was
not a productive time for me and | was torn betwstemying for a conventional PhD
versus a three-paper PhD which followed the samgp@a&ons. In consultation with my
former supervisor, | choose the three-paper PhiBeravhiich is ideal for a mid-career
teaching academic who has an early career respastite. The three-paper PhD route was
also appropriate for me as it enabled me to adpystesearch design in order to adapt to
issues surrounding the constantly evolving lifewat housing associations which begun
after the GFC of 2008. | subsequently changed mgsisor which was a difficult

decision as | did not want to offend my colleaguéethankfully it was a mutually agreeable
decision. My new supervision team gave me muchretdacus and | formulated my
research questions for the compulsory researchadgttourse. My former supervisor and
my current supervisor marked my assignment and camted that the questions were clear
and that the methodology was sound (appendix 3}hA extent of the change within
housing associations was unforeseen when | begastudies, | have had to recalibrate my
overarching research question and my third paptxdkie the issues of performance. My
learning experience throughout my PhD studies att#anpton can be summarised in the

three areas of scholarship: research, learnindgeswhing and enterprise.
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5.10.1 Research
The maxim by Socratetf)je more | learn, the less | realis&now,is a very appropriate

lesson in the context of a lifelong learner. Mgfisupervisor made me realise that, despite
my success in my first publication, | needed toagmgwith the higher-ranking journals and
the papers that were well cited in order to evalulé body of conventional wisdom and
leading edge research if | was to publish in higla@ked journals. | recognised | needed to
adapt my research approach from being a consudtaking for a prescriptive solution to

an academic researcher taking a more critical @gbrto the issue. The compulsory
research methods training that I undertook alorth miy assignment detailing my research
approach was essential in helping me to developra mgorous approach to my study.
The course equipped me with the knowledge and stateting to become more rigorous

in my qualitative analysis and this evolved throogfhmy study. My confidence in writing
academically began to grow as | presented my fgslin academic peer-reviewed
conferences where | met academic colleagues whd thied in my work and we shared
ideas. Presenting at peer reviewed academic cowiesemproved my credibility as an
academic and provided me with a forum to debatevark and to gain valuable feedback
from esteemed colleagues who would occasionallypgigt me to further literature on my
topic. The three-paper route has allowed me tongage and update my literature and
amend the subsequent papers. The iteration pro€esg PhD journey enabled me to
respond to my empirical findings and also the ciangteering media which facilitated the
focus on leadership and performance and the linkhgtabermas to institutional theory
(Habermas, 1984, 1987; Di Maggio and Powell, 1983).

In March 2013, | gave a keynote speech to acadesnidpractitioners at the University of
Leeds for their symposium on Operations Managemnethie third sector organised by

their Technology and Innovation Group (TIGR, 20 Rpfessor Zoe Radnor, the Chair of
BAM, recommended me to the organising committeelagal/e a presentation on Balanced
Scorecards, Strategy and the Challenges FacingiftpAssociations. The event has led to
another special issue on performance managemém ihird sector; although 1 am not
involved with this special issue, it builds on @relier special issue that | co-edited in 2010

(Huatuco, 2013). The policy forum has provided nithurther access to housing
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associations that are considering bond issueshasmdtforming the basis of a post PhD
collaboration with another colleague from the Unsity of Southampton who specialises

in bond markets.

An additional benefit of presenting at conferenitas been the opportunity to develop my
network and collaborate with like-minded researslor complementary research. | have
worked on other research projects such as writouk®, writing and reviewing journal
papers, sitting on editorial boards and organisimgferences, which are in the
organisational/business performance disciplineabaitseparate to my PhD. At first
impression, these could pose a distraction butdingplementary projects were related and
helped me develop my knowledge and understandiygadddemic credibility has
gradually increased and senior academics in myaresarea have been gratefully received
as referees for ESRC competitions, book sleeversadents or written forewords in the
books that | have co-authored in parallel to my BhiRly (see presentations and
publications section). These have included the&rdeputy Director of AIM, the Chair of
BAM and other thought leaders in performance mamage. Paper one has now been
accepted in Public Management Review which hasnpact factor of 1.2, ranked A grade
in the Australian ranking and 2 star rating at ABBave also established a post PhD
research pipeline with several projects with tHefeing universities: Monash University,
Australia; Otago University, New Zealand; Univeyaf Sussex, UK and University of

Padua, Italy.

5.10.2 Learning and Teaching
My PhD research has also helped me to become aeffentive teaching practitioner.

Prior to beginning my PhD | was already a Fellovihaf Higher Education Academy and
had completed a PG diploma in Academic PracticeeNbeless, in the spirit of both
Socrates and the kaizen philosophy of continuoysarement (Imai, 1986) within the
organisational/ business performance literatuesgetlare always opportunities for
improvement. | am passionate about employabilitynig students and during my PhD
study, | co-wrote two articles in the Times Higligtucation on this topic in 2008 and 2009
(Manville and Scheil, 2008; Manville and Rippon02). | have managed to synergise the

needs of the student, my academic institution heddcal enterprise by negotiating with
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one of the housing associations that participatedy research to sponsor an employability
prize which was linked to a work-based learninggaseent that | had embedded into the
curriculum of a second-year undergraduate moduieas a tripartite learning experience
and continued to cement the relationship that l1dstdblished with the housing association.
A housing association which took part in the intesws for my third paper has also agreed
to sponsor an employability prize for one of my mied at my new institution. The module
is a Master’s degree module in Leadership and Dg@wednt which could bring symbiotic

benefits to the students and the housing assotiatiavell as to my teaching.

5.10.3 Enterprise and External Engagement

During my PhD study, | co-hosted a one day confexrem Social Enterprise and
Performance Management in the Third Sector (Kar@#san and Manville, 2010). It was

a relatively small conference of approximately £tedates and included practitioners and
academics from the third sector. Among the invépdakers was a reflective practice
contributor to my special issue journal on thirdtse Performance for the International
Journal of Productivity and Performance Managemdmnth was published in July 2010.
He was the Performance Manager of Barnardos apdesented his performance
dashboard to the conference which provided a ristudsion to the delegates in the
conference. He has subsequently left his post atdBdos to begin a PhD on Performance
Management at Cranfield University. His PhD supskiwho is one of the thought leaders
on Performance Management, invited me as a spéakan Inside Government event in
November 2012 (Appendix 32). According to their wigd, Inside Government is a policy
forum that “has unrivalled access to a wide rarfgexpert speakers. These include
politicians, policy-makers, sector experts and titiaoers, and all possess extensive
knowledge and experience in their respective figliiside Government, 2013). My
consulting expertise enabled me to distil my redeéindings and present them in a manner
which was relevant and accessible to a practitianédience. | met several speakers at the
conference on the panel and one has agreed talpraecess for my future research
pipeline in visual performance management. Havioged to the University of East

Anglia to take up a new role, | am in the procdssutting together a £130,000 bid for a

KTP on Performance Management with a large newlyget: housing association.
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| was also invited to the University of Otago, Néealand to present my findings from my
second and third papers from my PhD. | presentedengnd paper, a comparative study of
SMEs and housing associations to an internal resessminar series comprising
academics and PhD students on tHe\pril 2013. On the & April 2013, | made a second
presentation as a panel member of a symposiunmatteatcs and practitioners from New
Zealand. One of the speakers was the Housing Mmist New Zealand, Hon. Paula
Bennett. This was a great honour for me and | wateful to my colleague, Dr Richard

Greatbanks for organising this event (appendix 33).

The three-paper PhD has given me the opportunipypibdish as my PhD study progressed
and to develop an international research commuRitgjects will commence in 2014

which will provide a research pipeline that willssain me after my PhD outputs have been
published and hopefully prepare me for the REFO&Q® If | had not undertaken a PhD |
would never have had the opportunity of guest egliéin international journal, nor would |
have had the confidence to approach internatianthlbas for my edited book on third

sector Performance Management.

5.11 Three Paper Pipelines

All three papers have been presented at interradtjaer-reviewed conferences and have
been published in conference proceedings listékdampresentations and publications
section. | have established a post PhD pipeling bot also aiming to obtain three
publications from my PhD. My first paper has alngdeen published in Public
Management Review after a review process of 14 hsoamd the target journals of my

other papers are shown below.

» Paper One — This paper has been accepted for pulditton

Manville, G., & Broad, M. (2013). Changing times fdharities: performance
management in a third sector housing associafohlic Management Review
(ahead-of-print), 1-20.

» Paper Two — The title will be modified based on fetback from a presentation

at a PMA symposium
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Manville, G and Broad, M. Behavioural performaniostitutional theory in SMEs
and third sector housing associations. (TargeRimgluction Planning and
Control)

» Paper Three — The title will modified to reflect thre ongoing changes

Manville, G and Broad, M. The bedroom tax, ben&fiorm and localism:
leadership challenges for third sector housing@asons. (Targeting Public

Management Review)

5.12 Limitations to the Study

Although several contributions to knowledge haverbaccomplished in this study, there
are some limitations of the study which are ex@dim turn. The first limitation is that the
terms ‘steering media’ and ‘steering mechanisms’rent clearly delineated. The earlier
work by Broadbent also has inconsistencies. Fomgka, steering media is referred to in
institutional terms such as accounting body ingtits or as elements of the NHS. In other
parts of their research, the steering media asgresf to in Habermasian terms of law,
money and power (Broadbent et al., 1991, 2001 eyTdoncede the uncertainty of their
model and relate it to their own interpretatiorHafbermas (Broadbent et al., 1991). Our
respective stances are not incompatible as | ebésering media becomes
institutionalised when equilibrium is re-establidred institutional isomorphism replaces
competitive isomorphism. When a lifeworld is in @ifium, institutional behaviour
reasserts itself and any changes are relatednstef coercive, mimetic or normative
behaviour (Tuttle and Dillard, 2007).

Another limitation to this study is that it focusas only the managers and the directors of
the housing associations and does not include eapavidence from the employees
within the organisation. The decision to omit enyeles from this study was deliberate for
two reasons. The first is that there is a deartpudlished literature on third sector
performance; thus the rich empirical findings frtma senior managers who are steering
the organisation through these unchartered wateraraimportant foundation which

needed to be established. Ogbonna and Harris (2@08)asively argue the importance of
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leadership and performance and this fitted withstagly. The potential opportunity of
including employees in further studies is valid amé of my post PhD studies will be a
collaborative study with Monash University on a tildvel view of organisational

performance looking at leader and follower peraai(appendix 34).

| could have elected to select a purely Habermeamgnoach to performance management
within my study but Habermas is renowned for beihgtract, and although his is a valid
approach, it does suffer from practical applica{iBroadbent et al., 1991). Alternatively |
could have focused on institutional theory, whiglaliso a valid method on account of
social housing being, historically, a tightly regigld area with a stable business model. The
changes that are taking place and the initial uacey as revealed in the empirical findings
whilst the reforms are bedding in provided me veivinfidence that my combined approach
to the overall thesis was appropriate. Combinedribs are not uncommon but there is a
concern that some combinations may appear contoagilacobs, 2012). Habermas and
institutional theory, however, have been combimeskiveral studies (Broadbent et al.,
1991, 2001; Rahaman et al., 2004) and my contohub knowledge has extended this
within the context of the third sector. While | pest the validity of purist researchers who
believe in adhering to a single approach, | tal@aragement from Professor Jacobs who
argues that “researchers do not have to be theallgtcommitted or theoretically pure to
be held in high esteem within the academic commuiacobs, 2012, p19).

If I was given the opportunity to start this resastudy again | would adopt the same
approach; however, 1 would have undertaken a arass-analysis of the case studies which
would not only identify the commonalities but atbe distinctions between the various
typologies of housing associations. For examplehén research could establish whether
all housing associations are equally affected byctanges in the lifeworld. It could also
look at the issue of mission drift as a consequendtieeir chosen social business strategies
which could provide much needed empirical evidem#withstanding, my PhD has
provided a contribution to knowledge in third segierformance which currently has a

negligible presence in the literature.
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A final approach that would suit this topic areaubbe positivist agency theory which is a
compelling approach as it centres around organisaltiefficiency; that organisational
practices should fit the environment; that regolais a constraint, and that people are
rational and self-interested (Eisenhardt, 1988glieve the government has this
ontological stance as they are pursuing a ratiapptoach with their stated aim to
rebalance public services in the name of efficiawbych will reduce the government debt,
free up social capital and thus benefit the taxp@ya Society, 2010). The principal agent
relationship within Agency Theory applies to thaibimg association and tenant with
respect to benefit reform; for example, giving theant personal responsibility with
respect to their housing benefit, and the housssgaations being held more accountable

to the local authority with respect to contracting.

Despite the compelling argument, it does not fihwny ontological or epistemological
stance as | believe knowledge is not a singlematiceality but that it is socially
constructed within the context of the third seetod interpreted via the empirical research.
Middle-range thinking in terms of middle-range thganethods and change (Laughlin,
1995, 2007) fits with my research paradigm. | erekeletal theory to grounded theory of
interpretive research and my chosen methodologyisiple case studies because it is ideal
for theory building and facilitates the generatadmich data (Eisenhardt, 1989; Easterby-
Smith et al., 1994). My methods are structured rmdahe modified Miles and Huberman
approach which allows for interpretation in ordeigenerate emergent themes (Miles and
Huberman, 1994; Balogun, 2006). The dichotomy qfaging viewpoints of a lean third
sector which must earn its privileges may prewadr( Til, 2000) versus the “life and soul
of the third sector up for grabs” (Brainard andi@up 2004) is not as acute in social
housing. Therefore the change within housing aaioas is also likely to be of a medium
level as they are closely related to the privattassedue to their business model and by

virtue of generating a profit/surplus (Mullins, )1
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Appendix 1: Interview Listing for Paper 1

N Interviewees Name Job Title Date of Interview
0.
KTP Associate 1SB KTP Associate 08/02/2006
1
Director 1PK CEO of BCHA 17/02/2006
2
Director 2 MH Director of Finance and 17/02/2006
3 Corporate Services
Director 3BS Director of Residential Services 232006
4
Director 4GT Director of Learning Services| 28/08
5
Director 5RP Director of Housing and 04/03/2006
6 Development
Operational Manager | 1SJ Human Resource Manager| 02/2D06
7
Operational Manager | 2 PB Quality Manager 08/02/2006
8
Operational Manager 3CH Operations Manager Young|04/03/2006
9 People
Operational Manager | 4 DP Operational Manager 0o20m8
10
Operational Manager | 5MS Operational Manager Adult [28/02/2006
11 Services
12 Director 2 MH CEO of BCHA (formerly Dir 2)q4/04/2012
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Appendix 2: Paper 1 Interview Framework

Paper 1: Interview Framework

What do you understand about the balanced scorgcard

How were the KPIs and targets agreed and what wasrgle in this process?

What are the main drivers for improvement?

How is the BSC linked to your business plan?

What do you think the BSC will achieve for BCHA?

What are the main challenges affecting BCHA?

What are the challenges relating to the scoreaadccan they be overcome? Prompts

 Resources

» Training

* Resistance

* Transparency

Will there need to be a change in mindset of marsagievarying levels?

» Data Entry

* Knowledge Sharing

» Measuring Performance

» Performance Management
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Interview Framework for Paper 1A

Interview Questions

Performance Measurement

How many performance indicators are there on tbeesard and how are they communicated to
management?

What are the main challenges facing the third s@cto
Is regulatory compliance or continuous improventeatmain driver?

How are learning and growth indicators linked te tverall scorecard?

Balanced Scorecard

Why was the balanced scorecard chosen over othierp@ance measurement frameworks?

Who has led the implementation and post implememtaif the balanced scorecard?
How has the balanced scorecard evolved since ieimentation?

How has the BSC changed your management style?

How have the perspectives of the balanced scordxesd tailored to your organisation?
What have been the major benefits of the balancexksard to BCHA?

Is the balanced scorecard suitable for organisasoch as BCHA?

Effectiveness
Has the role of the front line worker changed sitheeintroduction of the BSC?
Is the business plan now issued to managers meltifashion?

Has senior management’ leadership style changedgiiimat time?
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Appendix 3: List of Codes for Paper 1

SHORT DESCRIPTION CODE¢ RESEARCH
QUESTIONS
Management Commitmen MC 1
Leadership MC-LEAD 1,2
Support MC-SUPP 1,2
Patience MC-PAT 1,2
Management Development MC-MD 1,2
Recognition MC-REC 1,2
Organisation Culture ocC 1
Values OC-VAL 1
Trust OC-TRUS 1
Open OC-OP 1
Tension OC-TEN 1
Impact OC-IMP 1
Performance Measurement PMEAS 1
Balanced Scorecard PMEAS-BSC |1
Social Return on Investment PMEAS-SR 1,2
Appraisal PMEAS-AP 1,2
Improvement IMP 1
Meetings IMP-FM 1
Shared Learning IMP-SL 1,2
Competition IMP-COM 2
Funding IMP-F 2
Awards IMP-AW 2
Accreditations IMP-AC 2
Context CON 1,2
Internal Context CON-IC 1
Can do CON-IC-CD 2
Continuous Improvement CON-IC-CI 2
External Context CON-EC 1,2
Regulator CON-EC-RE | 1,2
Competitive Tendering CON-EC-T 1,2
Renewable Contracts CON-EC-R 1,2
Steering Media SM 2
Power SM-P 2
Money SM-M 2
Law SM-L 2
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Appendix 4: Scorecard for BCHA

Scorecard Performance

Corporate Scorecard | December 2009

|

Internal Business  Average re-let time M 0.20 | 13.08 == 10.00 *
SP indicator - Service availability Q 98.57% | 07.94% . == . 95.00% E {f I
SP indicator - Service utilisation . Q 08.08% | 98.11% 1 >:- . 95.00% | w I
SP indicator - Planned departures Q 56.65% | 63.06% = 70.00% . @ I
% Jobs Completed Right First Time M 04.27% | 96.30% == 92.00% : {? I

Finance Rent collected M 100.40% ‘ 94.22% == 94.00% ‘y
Rent arrears % | M I 5.93% | £5.93% = 5.00% I * :
Void Loss % M I 370% | 3.00% | = 5.00% w :
Rent written off / rent collected E M I 0.00% | 0.00% . == . 5.00% E (? I
% Income Variance | M I 103.17% | 99.78% 1 >:“ 100.00% @ I
% Achievement of Target Surplus l M . 150.33% | 199.11% | == | 100.00% : w I
Maintenance Cost Per Unit Per Week . M I 20.47 | 20.47 == 25.00 . *

Innovation and % new business won M 0.00% ‘ 17.13% == 10.00% \?
Learning L |
Customer % Complaints resolved within timescale in the period M 100.00% ‘ 100.00% | == | 100.00% . {? .
Satisfaction | (=" ]
Customer Satisfaction - Entry & Exit Surveys ! M 10000% ‘ B0.85% | == | 86.00% ! (? |
“ Service Users satisfied with BCHA/MEARS : M . 90.12% ‘ 99.72% == | 100.00% : @ I
Mamtenance Servipe L ]

Customer Satisfaction - Major Surveys A 85.00% ‘ 85.00% >= 85.00% &
Regulatory % attendance at Board and Committee meetings Q 70.69% ‘ 75.18% == 75.00% . @ .
Compliance | |

Dwellings vacant and available to let M 3.26% ‘ 3.44% == 5.00% {?
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Appendix 5: BCHA BSC Average Re-let time KPI Drill-Down Level 3

Bournemouth Churches Housmg j
> Internal Business > 1

tion > Corporate Scorecatrc

Y YTochat  mMTDchart

| < N ¢+ .

Total Target Variance Total Target Variance Total Target Variance
9.20 10.00 0.80 13.08 10.00 -3.08 12.04 10.00 -2.04
April 2009 to March 2010
April 2009 17.93 10.00 10.00
May 2009 12.46 10.00 10.00
June 2009 9.20 10.00 10.00
July 2009 9.60 10.00 10.00
August 2009 20.07 10.00 10.00
September 2009 12.38 10.00 10.00
October 2009 11.94 10.00 10.00
November 2009 13.00 10.00 10.00
December 2009 9.20 10.00 10.00
January 2010 6.56 10.00 10.00
Year to date performance
18 a
\\
“
16 S
AN
L
14 “\\
L — =
Tu - e e =
== ~ T
12 . i ===
10
& 1 1 T T T 1 T 1 T 1
Apr May Jun Jul Aug Sep Oot Nov Dec Jan Feb Mar
2009 2000 2008 2009 2009 2009 2009 2008 2009 2010 2010 2010
w— Trend Previous year
—=— Cumuiative average Prior year
+— YT target
11032010 Copyright @ 2004 - 2008 Festival Business Solutions Limited, o
Page 10f2 Company no. 4778614 i '

Month by month performance
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Appendix 6: BCHA BSC Average Re-let time KPI Drill Down Level 4

[ towrs | TR [ oo

Average Re-Let Time (Number of Days per Property) 9.20 13.08
Target 10.00 10.00
Variance 0.80 -3.08
December 2009

BCHA (General) 129.00 10.00 12.90
BCHA (Supported) 254.00 33.00 7.70
HYPED 103.00 13.00 7.92
STFH 57.00 3.00 19.00

April 2009 to January 2010

April 2009 2,582.00 144.00 17.93
May 2009 2,068.00 166.00 12.46
June 2009 1,537.00 167.00 9.20
July 2009 1,785.00 186.00 9.60
August 2009 1,977.00 68.00 29.07
September 2009 1,003.00 81.00 12.38
October 2009 991.00 83.00 11.94
November 2009 1,222.00 94.00 13.00
December 2009 543.00 59.00 9.20
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Appendix 7: Definition of Key Performance Indicator for Average Re-let Time

KPI Definitions for Bournemouth Churches Housing Association

Department cscC Corporate Scorecard

Perspective 1B Internal Business

Number / Name |1: Average re-let time

Description Maonthly; one category; numerator and denominator; average calculation; downwards.
Narrative Total number of days taken to re-let all departmental units / Total number of departmental units which
were re-let
Numerator Total Number of Days Taken to Re-Let Units in Period
Denominator Total Number of Units Re-Let in Period
Ratio Average Re-Let Time (Number of Days per Property)
Category 1 Category
Members BCHA (General)
BCHA (Supported)
HYPED
STFH
Tolerance 10% Weighting: 1
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Appendix 8: A Selection of BCHA'’s Celebrating Succes Tweets

BCHA Tweets: I June 2011

What is, and has been going on around the BCHAIyami

The Way Forward event on 13 June 2011 at the Hifddlarriott Hotel starts at 9.45am
for 10am prompt presentation. There will be an opputy for Question Time to the
CEO Team and if you have a question please entailNtichelle Embling by 8 June. We
will take questions on the day if time as well. Maure you have booked your place as
we need to confirm lunch numbers.

Please do complete the online staff survey as asqrossible so we can try to give some
initial feedback on 13 June at the Way Forward evelick the link onlineStaff Survey
2011 o0r go to the Intranet for access.

Your views do count.

The Floating Support service received 38 complismé@nthe last quarter which attributed
to 37% of the whole organisatioWell done to Darryl Rees and his team.

Members of the Community Mental Health Team have teat they consider the
Morwenna Court team in Exeter always do an excejEnwith the support offered to
our residents. One particular comment was that Werg almost an extension of the
psychiatric wards and this was highlighted whed tbht a resident would have been
admitted to hospital if they had been in any oti@t, confirming their confidence in the
way that the staff work with and support our sesvisers. One of the GPs from the local
surgery where most of the service users are regétaade a point of saying that they do
a heroic job with our residents. Following a visitMorwenna, a member of the Crisis
Mental Health Team contacted the project the falhgnday to convey thanks for the
professional and sensitive way in which the sta#iltwith the situation where a resident
was sectioned under the Mental Health Attank you and let’s continue the great work.

Welcome to 10 members of the team, formerly paMeérs, who joined us today and
are now part of BCHA Works our in house maintenaeeen. This is a new era for our
service to residents and even better asset managangk customer service. Look out for
the new logos and polo shirts!!

Don't forget to let me know what is going on in yoarea so we can share with each other even more.
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BCHA Tweets: 17" June 2011

What is, and has been going on around the BCHAlyami

A great Way Forward event and attendance on Moriagnks for everyone who came
along and to those who presented updates and adethe day. Have you started using
the “my way forward” booklet?

We currently have just under 50% who have compl#tednline staff survey. Your
input and views really count so please do clicklithle online Staff Survey 201br go to
the Intranet for access. This will inform our pris for people for the year ahead.

Great news that the Staff Reward will be payingamain this year for those eligible (see
original terms) as we achieved the budget surphdsadthough we didn’t quite make the
7 out of 10 performance indicators the BCHA Boagcead to pay 100% of the Reward
as one indicator on Customer Satisfaction washalta percent down from the 90%
target. The amount based on the full time equivdtenrs will be £230 and paid in the
June 2011 pay. Thanks to everyone and let us n@ak& P2 another successful year.

Julie Sidibeh tells us that we have a client whe &ahop called “Keep Coming Back” in
Southbourne who is non profit making and is helgilgnts move on by furnishing their
new properties very cheaply and free delivery. Alaes a lot off items free to BCHA
clients. He moved on from Quest and has helped rpeaaple from Henley Court move
on. He is an inspiration to DAA. | believe he dessrsome recognition for the help and
support he has given our clients. His aspiratido iset up a workshop at the back of the
shop to renovate furniture and provide trainingdeople out of recovery and help
motivate them to get back into the workplace inienfdly environment.

Rachel Houghton is a Social Worker from East Boomoeth CMHT and wrote to me to
say that one of her patients is supported by Faydel and John Trattles who are based
at the St Swithens BCHA office. She would likgtss on to us how helpful and
professional they both have been and are as suppdkers. She is grateful for how
they have managed to work with this one particp&trent, who can be quite challenging
and is very complex, and they always seem to gobilteir way to help the patient out,
as well as to help Rachel out with tasks which bed we as the CMHT do not have the
time or resources to do. Itis reassuring andiefifer us as a team when support
workers are this capable, always keep in touch wgtthates and questions, and are
obviously very skilled at what they do. Rachel'tpraise them enough!

Don’t forget to let me know what is going on in yoarea so we can share with each other even more.
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BCHA Tweets: 29" June 2011

What is, and has been going on around the BCHAlyami

Have you completed the staff survey? Please doasigws do countStaff Survey
2011

The Ignite team are off to the What We Are Prouq\WW¥WAPO) South West awards
tonight so we wish them every success in the ptaen and voting this evening.

Holly Young and some Hyped schemes have reporteckss with “overlapping”

housing benefit claims. One resident @ Felix Hoaseved out 21.03.11- housing
benefit have allowed 4 weeks overlapping and hae yntil 11.04.2011. Another from
Felix House - moved out 21.03.11 Housing benefielalowed 4 weeks overlapping
and have paid until 12.04.11. This meant we haserlo money at Felix as the rooms
were re-let on 12.04.11 and the 13.04.11

Are you putting in these claims when appropriafeot do speak to Holly or Tim Pearce
or Sue Leaver to get these submitted. Every peounyts!

Orders have now been placed for the Assistive Ta@olgy equipment as we move
towards the New Ways of Working over the next feanths. More tender opportunities

are coming along so this investment is well timeensure we remain competitive and
provide even better quality services to ResidentsSZervice Users.

Don'’t forget to let me know what is going on in yoarea so we can share with each other even more.
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Appendix 9: External Recognition Awards and Funding

Date Awarding Body Title of Award Award Grade
03/2008 Technology StrategyBest Knowledge Transfer Winner
Board Partnership  South  West  of
England
03/2008 Technology StrategyBest UK Knowledge Transfer Finalist
Board Partnership
05/2008 Emerald Literati International Journal of Outstanding Journal Pap
Network Productivity and Performanceof 2007
Management Articles
02/2009 Investors in People Sequal Solutions (An sput| Pass
Social Enterprise Established |n
2006)
05/2009 Chelsea Flower Show Service Users’ Garden ilver®ward
05/2009 Investors in People BCHA Reassessment
07/2009 RISE Social Enterprise Mark First Dorsefamisation to
be bestowed this award
9/2009 National Housing “What we are Proud of’ Bridge UK Finalist
Federation Project
9/2009 National Housing “What we are Proud of’ Bridge South West Winner
Federation Project
11/2009 Chartered Institute ofLearning and Work Initiative] UK Winner
Housing Contribution to housing and
education
Grant Awards to BCHA
Date Awarding Body Project Impact Value
2008 JP Morgan Sequal Foundations Work for lonmteE55,000
unemployed
2009 Lottery Fund Personal Growth Project  Trainingfor  long-term| £422,841
unemployed
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Appendix 10: Mirsaeedi’'s SROI Dissertation Conclumn

Social Return on Investment Conclusion

CONCLUSION

SROI is a framework to evaluate qualitative achievements of a scheme by
translating them into financial values. SROI would monetise non-financial impacts of
activities and compares them with the total investment. This technique enables
organisations to positively communicate and demonstrate their stakeholders. especially
main funder. SROI is a comprehensive tool in impact measurement and helps manager

in monitoring, evaluating, performance management and decision making.

This dissertation was a real SROI analysis case study on three schemes of
Bournemouth Women’s Refuge, Generic Floating Support and Hannah House at
Bournemouth Churches Housing Association (BCHA). between April 2009 and March
2010. BWR by 96.7% planned moved on experienced the highest performance out of
three considering schemes. The survey on GFS shows 86.7% of service users after
finishing the scheme have enabled to live independently and 63.2% of service users in
HH successfully moved on as had planned by the scheme. The final SROI ratios show
£4.69, £7.42 and £3.70 social return on these schemes respectively that indicates positive
social return. This is the monetary social value added of the schemes and shows the real

social value of scheme.

Furthermore the result of t-test shows significant change due to the quality
services on the service user’s life and the SROI ratio in all the schemes shows sensitivity
to outcomes such as reduction in social isolation, preventing offending and re-offending
behaviour, reduce the risk of failed tenancy and domestic violence. This means further
investment to expand any scheme with the focus on such outcomes will create more

social benefits to the social community.

Babak Mirsaeedi 56
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Appendix 11: SROI Memo to Stakeholders to support Qantitative Analysis

Mr G Hepburn
Communications Committee,
Dorset Police Authority,
Force Headquarters,
Winfrith Dorset

DT2 8Dz

September 2010

Dear Mr Hepburn

RE: BCHA Social Return on Investment Stakeholder Amlysis

At present BCHA is undertaking a Social Return mvektment (SROI) analysis on three of its schemes:

e Hannah House
¢ Bournemouth Women'’s Refuge
¢ Generic Floating Support

SROI is a framework for measuring and accountirgsitcial value of third sector and public orgamiset The SROI
tells the story of how positive change is creatgdtganisational investment. It accounts the meament of social,
environmental and economic outcomes of servicesiaed monetary values to represent them.

The SROI analysis enables a ratio of benefits stsctm be calculated. For example, a ratio of Bdicates that an
investment of £1 delivers £3 of social value.

It is imperative to the SROI analysis that key stadders are identified. It is important to haveatlboundaries about
what the SROI will cover, who will be involved ine process and how.

BCHA have conducted a stakeholder analysis for eads activities, in line with its SROI projedtVe have located
the various stakeholder strategies such as theebBrdice and Dorset Police Authority Three Yeaatggy 2009/12
& Annual Policing Plan 2009/10. BCHA has identifiedw the outcomes of our services correlate witlr yibjectives
specified within your strategy.

We have linked our outcomes of our services to yjectives. This therefore contributes to yourechiye in making
Dorset feel safer.

Please see attached the spreadsheet, which dhetailsur service outcomes specifically meet andrdmute to your
strategy.

BCHA would be appreciative, if you could analyse findings, and indicate whether our stakeholdexysis for your
organisation is accurate. The process of stakeheltgagement is fundamental to the accreditatiberi, as set out
by the SROI network.

If you would like any further information then piadon’t hesitate to contact me.

Yours sincerely

Ben Print

Innovation and Business Development Manager
01202 410590

07966 800111

benprint@bcha.org.uk
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Appendix 12: Bournemouth Churches Housing Associati

on > Corporate Scorecard June 2012

) Month Actual Month YTD Year to Date YTD
Reference Performance Indicator F Target | Performance | Status Target Actual Status
= =
IB-001 Average re-let time M| 1idays | 179days | G | 11days | isdays | <= | @
Internal IB-002 % Jobs Completed Right First Time M 92% 96.5% "3') 92% 97 2% == .f
Business — —
IB-003 Staff Turmowver M 1.67% 1.98% L 5.00% L.75% == IJ
IB-004 % Working days lost to sickness M % 1.8% -@} 1% 2.4% <= ,"‘j
F-001 Rent Collected M| se% B1.1% ﬁ 8% 957% >= (J
. i A0
F-002 % Rent arrears (Active) M| 4% 5% ‘“ 4% 5% = x
= -y
F-003 % Former Amears on re-paymentplan | M| 30% 24 29, x 30% 24 2%, = |
% of Former Amears value recovered _ A
I F-004 et ot Bl M| 30% 30.3% 7 30% 30.3% = | &
F-005 Rent written off M 25% 0% \*“f 2.5% 0.3% == \f
F-006 Void Loss M| 4% 5.5% 3 4% 5.0% =| ®
F-007 Achievement of Target Surplus M [ £147 034 £178,396 m;;‘ £120,495 E110,577 == IC_J
F-008 % Income Variance M 100% 98.5% -':‘lj 100% 98.8% »= &
Innovation : L _ -
& Learning IL-001 Amount of new business won M| £83333 £211,568 -‘-) £250,000 £228 568 == IJ
C5-001 % Complaints responded to within timescale 98% 91.7% lr_,' 98% 90.4% = I;,j
C5-002 Complaint handling satisfaction To% - - T5% 100% == J
Customer - E— - - - y
Satisfaction C5-003 Service User satisfaction 92% 04 4% .‘? 92% 96% == .‘f?
% Service Users satisfied with last i
CS5-004 maintenance job M 95% 04 2% L 95% 94 1% == U’"‘
% Aftendance at Board and Committee i _ 3
Re gulgtory RC-001 Meetings 75% 62.5% 2& 75% 68.3% == c‘,j
Compliance | o~ o2 Dwellings vacant and available to let M| 3% 5.4% ~ 3% 5.4% =| "
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Appendix 13: Interview Listing for Paper 2

Interviewee Sector Organisation Date
1 PB Housing TSA 06/06/2010
2 HA1 CEO Housing BCHA 18/08/2010
3 HA1 Mgr Housing BCHA 26/08/2010
4 SH Housing BBC 06/09/2010
5 HA2 CEO Housing Two Saints 15/08/2011
6 HA2 Dir Housing Two Saints 19/08/2011
7 HA3 Dir Housing PHP 30/08/2011
8 CH SME Prime 16/07/2010
9 MD1 SME1 Benham 16/07/2010
10 | SB SME ADS 05/08/2010
11 | sC SME2 Kemmell 25/08/2010
12 | WM SME3 HiTech 05/10/2010
13 | MD2 SME2 Kemmell 26/07/2011
14 | GC SME ADS 26/07/2011
15 | PC SME ADS 11/08/2011
16 | CD SME1 Benham 22/09/2011
17 | GB SME1 Benham 23/09/2011
18 | JC SME1 Benham 24/09/2011
19 | NG SME1 Benham 28/09/2011
20 | swW SME1 Benham 05/10/2011
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Appendix 14: Interview Frameworks for Paper 2
Framework 1 of 6: Housing Association Framework
Strategy
Tell me about your organisation.
Does your organisation have a strategic plan dootad@
Who is involved in the strategy policy-making?
How does strategy relate to organisational perfocaananagement?
Who are your stakeholders and how do they influehegegy?
Performance Measurement
How is performance measurement used at your orgzoms
Do you have any historical quality management systa place?
What was your involvement in performance monito?ing
Do external stakeholders influence your choiceeyf gerformance indicators?
Do you need additional resource or a dedicated reewfstaff to maintain it?
How is your performance framework fit for purpose?
Performance Improvement
How important is continuous improvement for yousimess?
How does a charity differ from a private sectorteat? Vice versa.
How has the performance of your organisation impda/
Can you give me some examples?
What changes have been necessary to achieve this?
What improvements do you anticipate in the future?

Future Challenges
Big Society, Public Sector Cuts, Sustainability,fdging Change
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Framework 2 of 6: Regulatory Body Interview Framewak

Regulator’s Role

What is your relationship within public service igely?
What is the role of theegulatory bod¢

What is your role within theegulatory bod¢

How does theegulatory bodyreport its findings and to whom?

Perception of SMEs

What percentage of charities has a strategic plataice?
What external quality assessment accreditationddacharities already have in place?

Is charitable body performance important?

Why should charities improve their performance?

How do you monitor performance within organisatidns

Can your monitoring requirements deviate the chdmtm their core business?
What is your perception of the level of understagdf performance management of
charity CEOs and their respective teams?

Regulatory Performance Assessment

How are charities assessed and what do you loosplecifically?

How are charity reviews conducted, and what idriguency?

How important is continuous improvement within ygualging criteria?

What are your main judging criteria for charity foemance?

How would you differentiate performance measurenfiemh performance management?
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Framework 3 of 6: Major Customer/Donor Interview Framework

Donor/Customer Strategy

Tell me about your job role and how and how youatament fits within your
organisation structure.

Can you tell me about your company’s businessegjy&t
How does your company fit within public serviceidety?
Does your organisation have a performance managesystem in place?

How important is BCHA'’s performance measurementmatiagement to your
organisation?

Supplier Relations

What is the difference between performance measmeand performance
management?

How does your organisation influence BCHA's perfamoe?

Typically, what level of sophistication are perf@nte monitoring methods in charities?
How does your performance measurement relate tosgqpliers?

Why is supplier performance so important?

Relationship with Regulator (Regulator TBA as BCHAhas multiple regulators)

What is your relationship with the regulator

What is their role?

Why is third-party assessment more important tha@ar gompany’s staff evaluating
supplier performance?
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Framework 4 of 6: SME Interview Framework

Strategy

Tell me about Benham Manufacturing

Does your organisation have a strategic plan dootad@

Who is involved in the strategy policy-making?

How did you first come across performance managéfmameworks?

Performance Measurement

What made you think a performance measurement fwankewas necessary?

Do you have any historical quality management systm place?

What was your motivation for implementing a perfamoe measurement framework?

Which are the stakeholders who influence your ahoickey performance indicators?
Could you classify them into internal/external?

Do external stakeholders influence your choiceeyf gerformance indicators?

Do you see any difference in performance measureweesus performance
management?

How would you define performance measurement anfdimeance management? Which
is more important, according to your opinion?

Do you need additional resources or a dedicatedbeenof staff to maintain it?
How is your performance framework fit for purpose?

Performance Improvement

How important is continuous improvement for yousioess?

How does a charity differ from a private sectorAmubector context? Vice versa.
How has the performance of your organisation impd®/

What changes have been necessary to achieve this?

What improvements do you anticipate to move towéndssilver award?
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Framework 5 of 6: SME Prime Contractor Interview Framework

Cobham Strategy

How long have you been working for Cobham?

Can you tell me about Cobham’s business strategy?

How does Cobham fit into the overall supply chainthe aerospace industry?
Does your organisation have a performance managesystem in place?

How important is supplier performance measuremedtraanagement to your
organisation?

Supplier Relations
How many of your suppliers are either signed u@21 or are considering it?

What is the difference between performance measmeand performance
management? In practice do you see any differemzeif so why?

How does your organisation influence supplier penfance?
What level of sophistication are SME performanceitasing methods?
How does your performance measurement relate tosyqpliers?

Have you ever thought of changing your performaneasurement/management
framework? Yes/No - why?

Why is supplier performance so important?
Relationship with ADS
What is your relationship with ADS?

Why is third-party assessment more important thabh@m staff evaluating supplier
performance?

What changes did you have to follow so as to coliate with ADS?
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Framework 6 of 6: SME Trade Association/|Regulatointerview Framework

ADS Roles

What is Supply Chain for the 2Century (SC21)?
What is your relationship with the supply chain?
What is the role of ADS?

How long have you been working for ADS? What isrymle within ADS?

Perception of SMEs

What percentage of SMEs has a strategic plan oepla

What external quality assessment accreditationddM®MESs already have in place?

Is SME performance important?

Why should SMEs improve their performance?

How do you monitor performance within organisatidns

Can performance monitoring requirements of SC2fadeSMEs from their core business?

What is your perception of the level of understahgerformance management of SME owner-
managers and their respective teams?

SC21 Performance Assessment

How are SMEs assessed and what do you look foifgzdiy?

How are SME reviews conducted, and what is theufraqy?

Why do you use the BEM to assess SME performance?

How many SMEs have dual performance measuremeteinsg3

How important is continuous improvement within ygualging criteria?

What are your main judging criteria for SMEs foolze, silver and gold?

How would you differentiate performance measurenframh performance management?

What are the consequences for SMEs?
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Appendix 15: List of Codes for Paper 2

Competitive Landscapt

SME
Global Competition
Strategy
Supply Chain

Housing Association
Commissioning
Big Society
Value for Money
Social Business
Competition

Regulatory Compliance
SME
Improvement
Benchmarking
Housing Association
Benchmarking

Performance Measurement

SME

Quality Management System (ISO 9001/AS9100)
Supply Chain for ZiCentury
Business Excellence Model
Balanced Scorecard

Housing Association

Investors in Excellence (BEM)

Balanced Scorecard

Quality Assurance Framework (QAF,SP, etc)

Performance Management
SME
Internal
External
Housing Association
Internal
External

Institutional Behaviour
Coercive
Normative
Mimetic

CL

CL-SME
CL-SME-GC
CL-SME-S
CL-SME-SC
CL-HA
CL-HA-COM
CL-HA-BS
CL-HA-VFM
CL-HA-SB

RC

RC-SME
RC-SME-IMP
RC-SME-BM
RC-HA
RC-HA-BM

PM
PM-SME
PM-SME-QM
PM-SME-SC
PM-BEM
PM-BSC
PM-HA
PM-HA-BEM
PM-HA-BSC
PM-HA-QAF

PMGT
PMGT-SME
PMGT-SME-I
PMGT-SME-E
PMGT-HA
PMGT-HA-I
PMGT-HA-E

IB
IB-COE
IB-NOR
IB-MIM
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Appendix 16: BCHA Investors in Excellence Assessme(BEM) 2011

Investors in Excellence

Feedback Report

Candidate: Bournemouth Churches Housing Association

Date: 21/12/2011

Organisation details

Organisation name:
Address:
Subsidiary of:

Organisational contact:

Title of organisational contact:

Advisor at liE Ltd:

Assessors:

Assessor 1 name:
Telephone:
Email:

Sector:

Number of employees:
Number of sites:

Assessment Outcome
Awarded the standard

Bourmnemouth Churches Housing Association

21 Christchurch Road Bournemouth Dorset BH1 3NS

Tom Payne
Quality and Performance Manager

Julian Beaney

Peter Hillman
07970 665036
gphillman@tiscali.co.uk

[] Public [] FPrivate [} Not for profit

247
;
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Overview

BCHA has a clear mission and well developed values that are shared throughout the organisation. A
wide range of methods are used to engage and involve customers in the development and review of
services. There is a well developed framework of data used to manage and monitor performance
and much of this data is shared with all staff.

A number of initiatives have been implemented some of which are not yet fully deployed or reviewed
for effectiveness.

The evidence provided in the application, uploaded documents and that shared during the site visit
addresses the 31 Indicators of the Investors in Excellence Standard. It is recommend that the
Bournemouth Churches Housing Association is recognised as an Investor in Excellence.
Congratulations are due to BGHA for the positive assessment outcome.

Summary of Assessment

Principle Indicator | Exceeded Met Not met
Leadership 1A ] ¥ ]
8 O [ [
© O [ O
D [ [ [
'E O [4 H
Policy & Strategy 2A ] [ ]
2B O [ [
2¢ O 4 O
2D H [ [
People 3A ] [/ ]
at O 4 O
3¢ [ [ [
30 O [ O
°E O [ H
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Partnerships & Resources 4A D E D
4B [l [ [
ac O % O
- O [ O
4E [ [ |
Processes SA D E D
5B [l [ |
s¢ ] [ O
- O % O
SE [ [ L
Customer Results 0A D E D
°B [l [ |
People Results 7A | % ]
78 ] % m
Society Results A | E ]
Key Performance Results oA |:| E D
- [ & O

Key Strengths

BCHA has a well developed mission, values and strategic aims that focus on realising potential.
There is a demonstrable commitment to providing excellent services to customers who are involved
in a number of ways. There is a robust business plan for the period 2011 — 2016 which includes
overarching objectives and targets. Staff are seen as key to success with a comprehensive
competency framework in place to guide their ongoing development.

A wide range of indicators, together with targets, are used to monitor performance against the
objectives included in the business plan. Customer satisfaction is measured, shared with customer
groups and used to shape improvement in services.

Procedures, processes and guidance is in place to support the delivery of the aims and objectives
and these are shared throughout the organisation together with access to performance data.

Key areas for Improvement

Although there is a wide range of procedures, processes and guidance there is little evidence of a
structured approach to identifying the business wide key processes or of a robust methodology to
proactively develop the framework of supporting processes.

The approach to a number of activities is informal but appears to be effective, however the increase
in the number of geographic locations may require a more formal approach to be adopted. A
number of the activities have been recently introduced and the deployment of these is not consistent
throughout the organisation.

The linkages between the indicators (6B & 7B) of customer performance and people performance
with the relevant perception measures (6A &7A) are not well demonstrated.
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Appendix 17: Summarised key points from the intervews

Competitive Landscape

Regulatory Quality Compliance]

Performance Measurement

Performance Management

*SMEs that differentiate may prospe

I ADS Use BEM to score orgs

*QOrganisations can grow in uncertain* ISO is perceived as a compliance

environment

*Global competition

*Primes want long term supply
relationships

document

*Provide opportunities to benchmark wi
competitors

*compliance is well established

*More successful organisations have
strategy

*Smaller SMEs have less
lunderstanding of performance
monitoring

*BSC in SMEs are rare

*Management ownership vital for PM
*Lean confined to shop floor

*Senior management commitment an isg
*PM vital for SMEs

*Lack of strategy leads to reactive orgs
*All organisations experienced some

ue

uncertainty

v |*Reliant on larger customers for *Regulator provides voice for supply | *Allows them to view current positionresistance initially

L [improvement techniques chain *All surveyed orgs recorded improvedSC21 not about getting the badge

E *Mutually dependant Primes and * Generally require external help, e.g. |performance. *7 Wastes

N suppliers customer or consult to gain badge. *Measuring performance is vital for |*5 S’s
*Believe principles can be exported {61SO 9001 viewed as compliance not a| SMEs *typical KPIs based on: changeover time
charity sector. vehicle for improvement. *Successful SMEs align their delivery performance, quality, tooling
*Invested in technology *25* of KPIs externally driven performance measurement to their |spend and cycle time reduction,
*Competition not solely on cost but |* Voice of the supply chain in governmestrategy. *Investment in Management developme
also differentiation and speed. *Bridge between Prime Contractors and* No more than 20 KPIs in scorecard$ Lean is presenting some obstacles in g
*Smaller orgs can have a 2 page SMEs and considerably less for SMEs office environment
strategy * Knowledge and know how broker without scorecard

(N |*Private sector competition and *Regulators require performance *Have robust reporting with KPIS  [*Use 3% party benchmarking organisatio

C  |funding cuts reporting *IT can aid Performance Measuremefiolunteers may not always turn up

9 *Charities are in comfort zones *Regulators highlight a lack of strategy | *Familiar with BSC and BEM *Need a dedicated person to collate data

E *Need to be more bus. Focused linkage in some charities *Charities willing to consider a *Senior Managers have business

'O *Work with a consortium *Believe regulators only look at combined BSC and BEM background

o *Need to make an annual surplus |Operational performance *Performance linked to reward * Anticipate a 2 tier workforce

) |*Poor performers may be left behind *Regulator provides voice for service ugéfend to use many measures and netgome benchmarking done

) |*Cl essential in climate of cuts and tax payer dedicated resource *Benchmarking can lead to rising

< *Competitive tendering growing *In some cases regulators drive *Need to guard against getting to | expectations — personalisation agenda

@) *Big Society may mean more reliang@erformance monitoring obsessed with systems and not sernvit€hange has resulted in staff leaving

C |on volunteers *Anecdotal evidence only acceptable wittNon- Financial Measures can be |*charities need to make a surplus and n

(T) *New revenue streams are importantcharities with good track record. tomorrows turnover be penalised in grant applications or bid
*Grant award criteria needs reform |*Regul infl ing KPI *M f ing than [*Don’t beli bus f isi ibl

S gulators are influencing S ore performance measuring than |*Don’t believe bus focus is incompatible

O |*Big Society is a bit woolly *More diverse stakeholder constituencyl SMEs *Staff are going to need to behave more

T |* Need to scenario plan to plan against business like

h

—

D
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4. Your benchmarking results

4.1

Appendix 18: BCHA Housemark Benchmark Report 2012

Value for money (VFM) standard summary

The following VFM summary has been provided to help you understand the relationship (VFM)
between cost and performance across the main business activities for which we hold data.

Please note that the cost information shown on the left of the table is based on the total cost of
each service, including allocated overheads.

ast KP i Q P Q C b
= " % ost KF Boumsmaouth Bournemauth
= Churches HA Churches HA
(201020171) (201062017)
Overhead costs as % Overhead costs as % direct revenue
Overheads adjusted urnover Q Q cosks o O
Percentage of tenants satizhed with ® o
Major Works | Total CPP of Major overall quality of home (GN) J —
& Cyclical Warks & Cyclical @ Q@ : =
Maintenance | Maintenance Percentage of dwellings failing to D .
meet the Decent Homes Standard
Percentage of tenants catiched with
the repairz and maintenance service o -
[GN)
Responsive Total CPP of _
Repairz & Rezponzive Repairs & @ . Percentage of all repairs completed O O
Vaoid Works Void Works: on fime
Average time in days to re-let empty
properties @) w
Percentage of tenants satizfied with O O
overall zervices provided (GM)
z : Percentage of tenants satisfisd that
Haousing Total CPP of Houzing e H :
Management | Management . . rgﬁ; are being taken into account @
Current tenant rent arears net of
unpaid HB as % of rent due 0 .
. . Percentage of residents zatizfied
Staff invalved in with overall quality of new home . .
Development standard units . .
deyeloped per 100 Standard unitz developed as . of . @
units current stock
Percentage of tenants satisfisd with
Estate Total CPP of Estate Fogha: !
Senvices Services @ O }E?F[Gnﬁﬁhboummd a2 3 place to w -
Quarfile Key
Upper Quartile | Middle Upper Median Middle Lower Lower Quartile NIA No Data
Valid dataset @) (- @) - [] @ @
Small dataset i) @ @ o (1] @ ®

The traffic light indicators use the convention that high performance and low cost are green
(upper quartile). However, it is acknowledged that average or higher than average costs might
be perfectly acceptable if they can be justified in terms of performance and/or user satisfaction.
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Appendix 19: Benham Manufacturing Performance Golde Thread

Benham Vision
3.5 year destination

Benham Overarching Management Document

LEARNING AND
GROWTH

Benham Objectives
2-3 year plan

Click here for the
Strategy Map

Benham Goals
1to 2 year map

Click here for

further information
on

GOALS

Increase
tumover to £7.5
mi

Managing cash
flow (WP &
Store 3)

Managing cash
flow {Inventory)

Attract new
business

Customer
relationship
management

Comms, PR and
marketing

Total customer
satisfaction

Enhance
corporate social

Develop strong
HR processes

Knowledge
management
and utilisation

CSIP review

Update CSIP (sl
staff)

YTD KPI
cericema

Target review

Risk review (if app.)

Click here for the
ANNUAL REVIEW
REPORTS

By owner, use runnirlg'ﬁgmes for financial year.
Use both YTD and MTD where possible.

Click here for latest

I
I
I
i
I
I
I
I
1
Click here for access to i
I
I
I
i
I
I
I
i
i
I
I
i
i

M g [ eam
Performance
Meeting

click here for the
MANAGEMENT
MEETING REPORTS

11of 14

222

l
]
I
I
]
]
1
I
1
]
I
|
i
7 |
Glick ;:;;J{:r aar Balanced Scorecard :
CSIP DATABASE (KPI) Results ! -
| Monthly Team_
it iy e
Click here to view all saved i e
Meetin,
Balanced Scorecard (KPi) Maps / data ; Lfenilig,
| | Operations, csiP
T ! and KPIs
I I I
| I i Click here for the
1 : TEAM MEETING
| l '
! N / i
e 4 = & = 0 ) =
HR Processes ! staff appraisal documents \ | Annual12-1
: Toinclud éslﬂ‘-'mp;*e_qf')pgrquﬁ-;,é ; raisal -
! To include KPI performance ! (See HR consultant)
! By owner —Annual process LS CSIP tasks /
projects
+KPI performance




Increase turnover
to £7.5 million
(PB)

Appendix 20: Benham Strategy Map

To sustain gross margin
(Jc/sw)

Managing cash flow
(WIP & Store Three)
(cD/SW)

Managing cash flow
(Inventory)
(Jc/sw)

* % gross profit

* % inventory turnover

* Tumover

* % finished goods (of rotal stock)

* Value of WIP

* % tooling spend (actual vs. target)

Attract new
business
()]

Customer relationship
management
(PB - CD/IC)

Communication, PR
and marketing (PB — §
(MT)

Total customer
satisfaction
(GB)

* % customer retention

* Value of Quotes

* % quote conversion

* % on-time customer delivery
® % change in Order Book Value
* % customer satisfaction

* Key customer contacts / visits

Effective business
performance
management
(EFQM) (PB)

Productivity and
quality focus
(Lean Manufacturing)
(SW - NG)

Logistics
management
(OTIF Delivery)
(cD)

Supplier
relationship
management
(€D - NG)

* % on-time supplier delivery

* % overtime hours (against basic hours)

* % set up / operations efficiency (actual
vs. planned)

* % labour efficiency

* % rework value

* Number of saving reviews

* % savings (against expenditure)

* Total scrop value

® Vendor rating score

Enhance corporate

social responsibility
(PB)

eim = - ————— -

Develop strong HR

processes
(External /KH)

e i e v T e S

Diversify income
streams

(PB)

~

188 200
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Knowledge

management and
utilisation (GB/SW)

T o P T vt et gt

Learningand Growth

* No. of suggestions

* % working days lost

* % appraisals completed on time
* Training days per staff member
* Ave. skill score per employee
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Appendix 21: Benham Scorecard

%% Gross Profit
12 Maornth Avorags
Actual 27.7
Target 30.0

PERFORMARMNCE SCORECARD: BENHAM MANUFACTURING

End July 2012

¥

% Inventory Efficiency

1

Actual 2B.61
Target 17.5

Tumover
12 Month Averagn

Actual 642K
Target 585K l

Target 42.5

Value of WIP

% of "Value Buschet”

Actual 30.52

% Tooling Spend

1

Actual
Target

7.61
4.0

1

2% Customer
Satisfaction
Actual B4.8 fr—

Target 90

Value of Quotes
P Buziness Owoted

Actual £540914.81
Target £120K '

% Quote Conversion
MNew OrderyValus of Quotes

Actual 4.39
Target 20

_/

% On-time
Ciastomer Deitvery
Actual 95.65
Target >95.0

Monthly Order Book

Value

dorifigge 3 bloiinks
Actual E704K
Target E583K

Actual

% Set-up Efficiency

97.74

Target 97.5>x<110.0

Target 97.5>x<110.0

% Labour Efficiency % Rework Value

Actual 0.42
Target <=0.75

Actual

Costof Quality
i3]

Actual 1132.50 '- ;|
Target TBA ]
=
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Average Skill Score
Per Stafi Momiber

Actual 2.72
Target 3.00




Appendix 22: Business Excellence Model (BEM) Benhaiovember 2011

EFQM Determining Excellence Assessment - Organisation's Profile:

Number of 'Ticks' scored

A | Fully Achieved
T = Excellence Model Criteria | E D G B A ||% Score
B | Considerable Progress
C  SomeProgress Leadership | 0O o T 3 1 66.667
D | Not Started
Strategy | 0 0 @ 2 B 60
E | NoApproach
People | O 0 2 2 1 60
Partnerships & Resources | O 0 0 4 ¥ | 73.333
Processes Products & Services | 0 0 1 3 1 || 66.667
Customer Results | 0 0 6 1 0 38
People results | O 0 4 1 0 40
P .
EF( )M SocietyResults | 0 || o || 4 || 1 || o || 40
N
Note: The organisation must be advised that Key Results | 0 4] 2 3 2 67
this score is used for the purposes of the
Assessment Review only and is indicative of a
score against the Excellence Model. A score -
forindustry benchmarking and recognition by Number of Ticks (a} | 0 || 0 || 22 || 20 || 7 |
EFQM would needto have been derived by a Factor(b) O 10 25 50 75

full t against the B
Excellence Assessment Tool or an

Values (a x b) |

0 |[ o |[s50]]1000] 525 |

independent Excellence Model Assessment.

Tolal

2075

Total/49 = % achievement

42.3

Which is a comparable Excellence Model

Score of : -
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Appendix 23: Interview Listing for Paper 3

No | Interviewee Sector Organisation ate
1| HALB Housing Two Saints 20/03/2012
2 | HA PM Housing Plan2Moro 20/03/2012
3 | HA BS Housing BCHA 21/03/2012
4 | HAPK Housing BCHA 21/03/2012
5 | HAKS Housing Raglan Housing Trust 28/03/2012
6 | HASP Housing PHP 28/03/2012
7| HATD Housing Cartrefi Conwy, 29/03/2012
8 | HA JH Housing Livin’ Housing 03/04/2012
9 | HAMH Housing BCHA 04/04/2012
10 | HAMS Housing BCHA 04/04/2012
11 | HARP Housing BCHA 04/04/2012
12 | HASF Housing BCHA/Sequal Solutions 22/05/2012
13 | HA SB Housing Raglan Housing Trust 04/07/2012
14 | HAJS Housing Soc St James 17/07/2012
15 | HAMT Housing Soc St James 17/07/2012
Watford Community
16 | HAJR Housing Housing 01/08/2012
17 | HATP Housing Soc St James 01/08/2012
18 | HADH Housing Raglan Housing Trust 06/08/2012
19 | HASC Housing Raglan Housing Trust 09/08/2012
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Appendix 24: Interview Framework for Paper 3

Can you give an overview of your organisation idahg service offering and size of
organisation?

Context

What are the differences to managing an organisatithe third sector as opposed to the private
sector or the public sector?

Management, stakeholders, financial control.

How do you reconcile being business-focused wighaivil society context?
Would you say there are levels of bureaucracy ur yoganisation?
How does that influence the motivation of your eoyples?

Strategy

What would you say your strategic vision is for trganisation?
How are organisational goals communicated to engasy
How do you ensure that employees feel that thegamé&ibuting to the organisational goals?
How do you envisage your staff playing a role ihiaging this?
Tell me about goal setting within your organisation
Is it aligned to an overarching framework?
Are you familiar with performance measurement eamrks?
Are there tensions with performance managemenbpedating in the Third Sector?

Leadership

Would you say that your management style is consd®df so how and if not what is your style
of leadership?
Open door policy? Informal?

What would you say is your strongest leadershipityueand why?

How is managing a non-profit organisation differsotn managing a private sector
organisation?

How are staff made aware of the social benefitsttteorganisation makes?

Development

How is teambuilding nurtured in your organisation?

Would you say that you proactively help your steith career development?
Why is it important for staff to be involved in comnity projects?

Would you say you invite constructive feedback?
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Appendix 25: Coding List for Paper 3

SHORT DESCRIPTIONS CODES RESEARCH
QUESTIONS
Context CON 1
Steering Media CON-SM 1
Power CON-SM-P 1
Money CON-SM-M 1
Law CON-SM-L 1
Public Sector CON-PS 1
Deregulation CON-DER 1
Private Sector Competition CON-COM 1
Performance Management PM 2,3
Strategy PM-STRAT 2,3
Funding growth and Sustainability PM-SUS 2,3
Contract Loss and Redundancy PM-CLR 2,3
Leadership LD 1,2
Transactional Leadership LD-TRAN 1,2
Transformational Leadership LD-TF 1,2
Servant Leadership LD-SER 1,2
Empowering People LD-SER-EMP | 1,3
Humility LD-SER-HUM | 1,2
Authenticity LD-SER-AUT | 1,2
Interpersonal Acceptance LD-SER-PD 1,2
Providing Direction LD-SER-STE | 1,2
Stewardship
Innovation and Improvement
Risk Taking INNI 3
Entrepreneurship INNI-RT 3
Expansion INNI-ENT 3
Complementary Services INNI-EXP 3
New Business Development INNI-CS 3
New Market Development INNI-NBD 3
INNI-NMD 3




Appendix 26: Summary of paper 3 first tranche of inerviews presented at PMA Conference

Changing Context

Leadership

Traditional and Third
Sector Context

Performance
Management

Innovation and
Improvement

Law

*Welfare reform on benefits
legislation

*Welfare reform on bedroom
occupancy

*Localism reform on service
delivery legislation

*TUPE legislation for asset
transfers and mergers.
*Deregulation — Abolition of
Audit Commission and
Tenants Services Authority
Power

*Impact of localism agenda
*Expanded contract culture
*Chasing funding could lead
to mission drift
*Redundancies if contracts
are lost.

*Opportunity for more
volunteers to address long
term unemployed.

Money

*Law changes could lead to
HA'’s incurring more rent
arrears and voids.

*Banks may not see HA as
such a sound investment

Money not the prime
motivation for senior manager
and employees

Sense of community
Performance based on valueg
as well as results

Open & Informal atmosphere
Confidential counselling
service available to staff
Development of staff through
training and performance
appraisals

Encourage flexi time

Have regular and community
events

Deal with a multiple
stakeholder constituency
Democratic and encourage
employees to challenge and
offer solutions.

All HA have a service user on
main board

Service users on work
committees

Board made up of volunteers.
Focus on the greater good

Less political than public
ssector.

Think they are more

dynamic than public sector

Worried about change but
believe “they can ride out
the waves”

Have a can do attitude
whereas public sector has a
can’'t do attitude

More willing to be creative
than public sector

Nobody to bail them out —
need to stand on their own.

Fewer longer servers than
Public sector

Have a volunteer workforce
which may increase

Asset transfers from public
to third sector.

*Historically assets allow
HAs to plan more long
term and banks more
willing to lend.

*HA have a vision
Have up to a 30 year
strategy

*Lack of long-term fixed
rate capital resulting in
bond markets being
considered

*Have targets which are
internally and externally
imposed.

*Suite of KPIs in place

*PM framework either ad
hoc or adaptation of BSC

*Adherence to targets
imposed by the regulator

*More senior managers
entering with business
acumen.

*Need to have revenue
generation with a surplus

*Actively benchmark with other
Has through “HouseMark”
*Recognise importance of
accurate quoting
*Everybody a leader “NASA
sweeper analogy”

Will look at redeployment beforg

redundancy

*Propensity to compete for
external awards
*Employees involved in
submitting bid

*Recognise less reliance on
donations and grants
*Surplus essential for pump
priming projects and liquidity
when big contracts are lost.

*Reward system encourages
positive behaviours and
innovation

*Growth through new business
Development through market
development and merger and
acquisition
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Appendix 27: Extract from BCHA Business Plan (Raisig Expectations — Releasing
Potential) 2011-2016

7.5  GROUP INCOME

Our projected income over the lifetime of the Business Plan, together with source, is outlined below:

201011 201112 201213 201314 201415 201516
{actual}
Social Housing Letfings E7.B48M £8.160M F9.501M 10217 E11.362M  £12.220M
{inc Rents & Service Charges)
Other Social Housing Income E7.218M £7.066M E7.651M £8.130M £8.302M £8.550M
{inc Local Authority Contracts)
Mon-social Housing Income £1.458M E1.725M £2 105M F2 520M £2.970M £3.400M
{Learning & Social Enferprise revenues)
Donations (gross) £0.042M £0.075M £0.095M £0.080M £0.090M £0.100M
Total Tumover P16.566M P17.035M  E19.352M F20.94TM  E22.714M F24.9T0M
{consolidated)
Surplus E0.310M £0.350M £0.480M £0.G00M £0.717TM £0.804M
[consolidated)
Surplus as % Income 19% 21% 2.6% 2.9% 3.2% 3.3%

Rental Income: Our Rent Plan shows that all rents on our owned stock have now Trestructured” in line with Government requirements
as af 1/42011. The introduction of the government’s new Affordable Rent Model will be required to fund new development from 2012,
subject to frameworks et by our Begulator and by local authornties in which we operate.

7.6  GROUP BALANCE SHEET

The balance sheet projections refiect the planned property growth with a mixture of private finance and social housing grant.  For the
purposes of this Plan, we have assumed current assets to be the same from year fo year.

201011 201112 201213 201314 2014/15 2015116
(actual)
mm Properies £39.410M £44 036M £60.386M ER2.410M £58.406M EE3.406M
Ciher Fixed Assets £2018M £1.757M £1.687TM £1.619M £1.555M £1.500M
Deepreciation (£1.099M) (£1.534M) (22 074M) (22 699M) {£3.364M) (£4.194M)
Met Current Assets (E0.4T0M) (E0.124M) £0.216M £0.709M F1.701M £2 540M
Total Assets Less F39.859M £45.085M £50.214M £52.039M £58.208M £63.252M
Current Liabilities
Financed By:
Loans E9.15TM E11.670M E14.574M E14.665M £17.460M £19.610M
Capital & Reserves £5.128M £5 4781 £5 9580 £6.555M E7.275M £8.073M
Capital Granis £25 580M £27.997TM £29.682M £30.816M £33.563M £35.563M
Taotal £39.859M £45.085M £50.214M £52.039M £58.298M 63,2520
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7.7 SENSITIVITY ANALYSIS

If the Association's desired growth is achieved, there is the
prospect of healthy surpluses over the five year period. These can,
of course, be enhanced by lower than expected expenditure or
higher than expected revenuss.

Howewver, there are a number of adverse factors to consider:

Approximate
Annual Impact
1% Increase in Interest Rates -£120,000
(based on current variable bomowings)
1% Increase in Cost of Goods & Services -£100,000
{assuming no RPI on rents receivable)
1% Increase in Rents Receivable +E£80,000
1% Increase in VAT -£60,000
1% Increase in Salary costs -£85 000
10% Reduction in SP Contracts -£600,000
1% Increase in Bad Debts -£80,000

(amrears, voids)

Corrective aclion or tolerance of any of these impacts will be
assessed on a case by case basis, should they materialise although
there is a built-in buffer info our projections on the surplus which
could accommodate any of these eventualities

7.8 EFFICIENCY STRATEGY

BCHA iz committed fo delivering the highest quality senvices to its
customers (intermal and external) - services that are effective,
efficient and demonstrate best use of resources. BCHA Is also
commitied to leaming from other organisations in order to achieve
this aim.

Owr strategy to achieve value for money iz based on four themes:

1. Integrate VFM principles into annual objectives for management
grade staff

2. Benchmark performance and practices with other organisations
and adopt good practice, where beneficial

3. Review services which appear to be high costlow performance
o improve and demonstrate VFM

4. Ensure that all staff understand their roles in contributing
fowards value for money services

With the reductions in public expenditure and adverse economic
impacis (see sensitivity analysis), ensuring savings in front-line and
corporate senvice delivery is becoming ever more vital to keep
services open, wherever possible.  Ouwr efficiency target for
201011 was to achieve £244 000 efficiency savings (£316,000
actually achieved).

With investments in technology, procurement efficiencies and staff

structure reviews, we propose a farget of £0.6M efficiency savings

for the group to 2016 (£120,000 pa) based on 201011 expenditure
with reinvestment for residents' benefit, wherever possible.
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Appendix 28: Sample Page from BCHA’s Competency Fraework

Professional Behaviour

Each member of staff is an ambassador for BCHA’'s cu [ture and values and is

expected to work in harmony with them at all times.

LEVEL 1 LEVEL 2

INDICATORS

* Understands that
changes are needed to
improve the level of
service and recognises
the need for a
proactive response

» Uses appropriate
language, gesture and
tone at all times

+ Communicates
professionally by using
formal channels
appropriate to the
situation

* Is aware of the impact
of own behaviour on
others

» Treats all people as
individuals and
respects their diverse
needs

» Is respectful, courteous
and helpful at all times

Reacts constructively
to colleague’s and
customer’s
suggestions and
requests

Recognises and
demonstrates the
importance of every
individual by
proactively working
with colleagues to
create a positive
working environment

Takes responsibility
for wrong or ineffective
decisions, learning
from mistakes

Adapts content and
style to help others
understand

Demonstrates a
professional attitude
that sets an example
to colleagues

Recognises the link
between own
professional behaviour
and the possible
impact on the
reputation and image
of BCHA

Demonstrates a
proactive, professional
response to a difficult
situation or problem-
solving issue

Actively engages with
fellow workers and
customers to ensure a
professional, helpful
service is delivered at
all times

Actively seeks to
develop own skills and
knowledge, to
ultimately benefit the
team

Takes pride in own
work and that of
colleagues

Recognises and
demonstrates the
importance of working
together as a team by
actively seeking to
help others

Creates a positive
working environment
by example,
empowering those
who work around
them
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Appendix 29: Service User Scorecard

How we’re doing

We constantly aim to provide high levels of service.
Here’s how we did from April to June 2012.

Performance indicator Target Level
achieved

How we are performing on repairs

Repairs carried out on time 95%
Jobs completed right first time 92%
Service users satisfied with repair job 95%
Attendance on time 100%
Quality of service 95%
Quality of work 95%
Gas servicing works completed on time 100%

How we are performing on rent arrears and re-lets
Average re-let time 11 days
Rent arrears 4%

How satisfied resident and service users are with BCHA
Number of complaints received -
Complaints responded to within timescale 98%
Number of compliments received -

Service user satisfaction 92%

Resident and service users’ qualification achievements

Number of AQA accreditations achieved -
by residents and service users

Key
Target being met Performance close to target [ Target not met: action required

* Benchmarking data is taken by comparing BCHA with similar sized organisations, the figure represents
the top 25% performance across the group being compared.

Source: Your News — BCHA Service User Newslettean®er 2012
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Appendix 30: Reward Scorecard

Bournemouth Churches Housing Association > Staff Re ward Scorecard

March 2012
Performance E Month Actual Month YTD Ygzrtéo YTD
Indicator Target | Performance | Status Target Status
Actual
Staff Turnover M| 2.08% 1.79% \? 25.00% 13.99% <= \?
% Rent arrears o o o o _
(Active) M | 5.00% 4.2% & | 5.00% a2% |<=|
Void Loss M | 4.00% 5% R | 400% 41% | <=| (J
Amount of new id _
busnesewon | M| £83,333 | £15,000 M | £916,666 | £1,411,478 | >= |
Service User o o o o _
satisfaction M | 90.00% 95.2% \? 90.00% 90.4% >= \?
% Service Users
satisfied with last | M | 90.00% 95.0% \? 90.00% 96.1% >= \?
maintenance job
% of staff
members who are |y, | 4100005 | 17.0% & | 1000% | 17.0% |>=|
or were service
users
% Supervisions o o o o _ |
completed on time M| 100% 104.2% \? 100% 96.2% >= | L)
Additional 100
units of owned A - - - 100 150 >= \?
accommodation
Schemes at Level
BoraboveandlE | A | - . - 80% 833% |>=|
achieved*

* The final performance indicator required the successful accreditation of the Investors in
Excellence Standard. This was passed in December 2011.

235



Appendix 31: MANG7001 Research Methods Assignment
Feedback

-

Assignment submission and UNIVERSITY OF
et student feedback form (GROUP) S OUth am t()ﬂ
This form and the marked werk will be retained by the $chool . You should keep a p
copy of your own work and you will be given a copy of this form after marking. SChOOl Of Management

Student ID Number

IERANEE G

Full Name

7 . i L
{avednaen, Mooy e

Unit Code and Tiile

e 004

Cosenrmin Metned Concrwod

Date of submission

2z-lorhie

Digital Receipt Number
SETAn e

L

| TOBE COMPLETED BY ASSESSING TUTOR

General comments

f [éw M enean /@L_\ v e lre
! é‘ﬁ?ﬂf éd[ sf%}»’:%ﬂ’v»f fmtﬁv
‘ irzzi J{d z f}:‘cﬂ,[v‘m 0% charia 2
¢ S Tezlirlsz
| 7 | /el

i g v ,F [,
— vl /_%»./ e

Areas For Improvement

é”f,‘rp/ L\,‘m;; { /

e A"

e
S

Penaities for late submission:

N PR |
Tutorsignature:/‘]y/ & 1AK Mark: :}'\(' C‘Q

Submitted on time: YES/NO
Date: | 3. /O@Q&
.

a) 1-5 working days late; deduction of 5 marks from
the mark awarded, per day

b) 6 or more working days late; no mark

Penalty imposed:
Copies:white(student receipt), yellow(student feedback), blue(office file)
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Appendix 32: Inside Government Presentation Feedb&c

>

> From: Georgina Maratheftis [Georgina.Maratheftisgilegovernment.co.uk]

> Sent: 28 November 2012 15:30

> To: Manville G.

> Subject: Thank You from Inside Government

>

> Dear Graham,

>

> | would like to thank you for your participati@t Inside Government’s Performance Management Forum
hope you enjoyed the day.

>

> The delegate feedback has been very positiveastktyou for making the day so engaging and inftirea
>

> Here are some testimonials for the day:

>

> Inside Government have provided me with some @ling reasons for championing changes within my
organisation, the information imparted throughdiag by several compelling speakers allied withrajro
documentation and real case studies has given me.

>

> | found it extremely beneficial to hear how otipeople were approaching similar issues with peréorce
and also felt very affirmed in our own approacheha&tr Hampshire Fire. It also highlighted areas w&hve
clearly need to improve. | was also very surprigedow relevant everyone else’s experiences wemgrie
although our functions within local Government dhne Third Sector, were all very different. It seemat the
challenges we face are all linked to the same $ssue

>

> Informative and engaging event with relevant &pesand information aimed improving services both
public and third sector.

>

> Very informative and | learned a great deal.

>

> Good agenda. Good mix of speakers Attendees droariety of backgrounds allowing good networking
opportunities

>

> The day was informative and provided a wealthetédvant information that will be useful in the
implementation of performance measurement and nesnag.

>

> | look forward to working with you again in thetérre.

>

> Kind regards

>

> Georgina

>

> Georgina Maratheftis

> Inside Government

>t: 0207 550 5940

> f: 0207 550 5966

> twitter: http://twitter.com/#!/InsideGovt

>
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Appendix 33: PMAA Symposium at the University of Oago

CcenotE%rM m UN[VF;’RSITY
Organisational Performance % OTAGO
Performance Measurement LY e s ot

Measurement Association

ELEIE I Australasia BUSINESS SCHOOL
Te Kura Pakihi

Symposium

Improving the Performance of
New Zealand Social Enterprises

SPEAKERS INCLUDE:

Honourable Paula Bennett
Minister for Social Development, Associate Minster of Housing

Kate Frykberg

Executive Director Todd Foundation, Chair Philanthropy NZ

Graham Manville

Senior Fellow, University of Southampton UK

Malcolm Cameron QSM

Senior New Zealander of the Year 2012, Founder MALCAM Charitable Trust

Kataraina Pipi
Tangata Whenua Community & Voluntary Sector Research Centre

Entry is free - Morning tea provided

Thursday 4 April 2013 | 9.00am - 1.30pm
Level 2, Commerce Building | University of Otago

RSVP by 22 March 2013
To: Gail Maxwell (gail. naxwell@otago.ac.nz)
Tel: (03) 479 9972
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Appendix: 34 UEA/Monash University Research ProjecConsent Letter & Ethics
Approval

Graham Manville
39 High Street
Botley
Hampshire
5030 2EA

11 June 2013

Dear Mr Manville

Project Ref: The Influence of Entrepreneurial and Servant Leadership on Follower
and Organisational-Level Outcomes in Social Enterprises: A Multilevel Study

Further to our discussion on the above named project that you will be undertaking in
collaboration with Or Newman and Dr Neesham, please accept this letter as confirmation
of my organisation’s willingness to co-operate in your project. Upan approval of your
ethics committee and the receipt and approval of your guestionnaires, we would be
delighted to take part in your research study with the University of East Anglia, UK and
Monash University, Melbourne, Australia.

Ve are a specialist housing and social care support provider, offering a wide range of
help to people in vuinerable circumstances and to professionals trying to equip those in
need. Bournemouth-based, we work across a wide geographical area (including Dorset,
Hampshire, Devon, Wiltshire, Reading and Oxford). Whether our service users are
facing life on the street or a circle of issues they want to break out of, we can help them
find a way forward. We have over 45 years' experience of helping homeless and other
vulnerable people access the right housing, health, leaming and work opportunities.

Yours sincerely

’:—%—&41

Martin Hancock
Chief Executive

nvesior in excellence

TRTIC v

EVERPOR DFELIL
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On 10 July 2013 09:19, MRO Human Ethics Teamukrec@monash.edwvrote:

Dear Researchers

This is to advise that the Monash University HurRasearch Ethics Committee (MUHREC) has
approved the above project.

Project Number: CF13/18992013001001

Project Title: The Influece of Entrepreneurial and
Servant Leadership on Follower and Organisational-level
Outcomes in Social Enterprises: A Multilevel Study

Chief Investigator: Dr Cristina Neekam

Please find attached your approval letter for shigly. Please note that the Chief investigator is
responsible for ensuring that permission letteesodtained, if relevant, and a copy forwarded to
MUHREC before any data collection can occur atsiecified organisationk-ailure to provide
permission letters to MUHREC before data collectiorcommences is in breach of the National
Statement on Ethical Conduct in Human Research anthe Australian Code for the
Responsible Conduct of Research.

To ensure speedy turnaround time, this corresparderbeing sent by email only. MUHREC wiill
endeavour to copy all investigators on correspocgeelating to this project, but it is the
responsibility of the first-named investigator tesare that their co-investigators are aware of the
content of the correspondence.

Professor Nip Thomson
Chair, MUHREC

cc: Alex Newman, Mr Graham Manville

Human Ethics
Monash Research Office

Our aim is exceptional service

Monash University

Level 1, Building 3e, Clayton Campus
Wellington Rd

Clayton VIC 3800, Australia

Telephone#61 3 9905 5490
Email: muhrec@monash.edu
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