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Abstract

Purpose: This paper illustrates the implementation of a new set of practices in accordance with a new strategy at a micro level within an information communication technology company (Moli)
 in the South Pacific. The strategising creates a teleoaffective structure whose implementation in daily activities and practices is brought about by employment of the Balanced scorecard (BSC).

Design/ Methodology/ Approach: a case study method is applied which was chosen to illustrate the use of BSC model.  It utilises qualitative field study approach to provide an understanding of BSC implementation.  Practice theory is utilised to inform the case study.

Findings:  BSC practice was used internally to bring employees on board for privatisation path and encouraged employees to focus on customer and shareholder perspective.  Employees were rewarded for reasonable scores in the BSC practice through quarterly performance bonuses.  The BSC practice was loosely coupled within the case organisation.  The recording of BSC related activity was subjective and not systematised.
Research limitation/ Implications:  The analysis is limited to one case company, thus no generalisation, except to theory, can be implied.

Originality/ Value: Few studies have reviewed BSC practices in organisations that made transition from public sector to private company.  Strategy research seemed to have lost sight of human beings and their activities.  In order to understand human agency in the construction and enactment of strategy, it is necessary to refocus research on the actions and interaction of the strategy practitioner.  Combining insights from the emerging practice-based literature on strategy and management, the paper examines how BSC practices contributed to shape the strategy at Moli.
Keywords:  performance measurement, strategy formulation, practice theory, management control systems.
Strategising and the balanced scorecard: A case study.
1. Introduction 
The relationship between strategy and management control has been the subject of increased research interest over the past two decades (Chenhall, 2005; Nyamori et al., 2001; Lord, 1996; Ma & Tayles, 2009; Langfield-Smith, 2008; Whittle & Mueller, 2010).  This research stream has developed over time from being dominated by a contingency perspective whereby strategy and management control have been treated as essentially given or exogenously determined. The implication of a contingency perspective is that research should examine how management controls are implicated in strategic change. Process studies by contrast investigate the steps/ processes of management implementing strategy (Chua, 2007).  This research tends to focus on how individuals and groups make decisions involving the design and implementation of strategy and associated control systems.  
The broader literature has shown an increasing interest in aspects of strategy formulation and practice at the level of the individual manager (Johnson, 2000; Johnson et al., 2000; Modell, 2009; Lowe & Jones, 2004; Chapman, 2005).  Strategising activities reflect the notion of strategy-in-practice as recently addressed by Chua (2007) and Jorgensen and Messner (2010).  This notion is associated with research process and strategy-in-practice studies, which have emerged in response to the field of strategy being in crisis (Clegg et al., 2004; Jarzabkowski, 2004; Jarzabkowski et al., 2007).
Strategy formulation activity shapes the organisation and seeks to construct future- guiding actions, plans and results (Modell, 2009; Lowe & Jones, 2004; Nayamori et al., 2001; Lawrence & Sharma, 2002). Strategy-in-practice suggests an active aspect to strategic management where organisational members engage in daily activities of strategising including on-going financial management activities (Whittington, 2004; Whittle & Mueller, 2010).  We study strategy formulation and management performance and control systems in the context in which they operate (Hopwood, 1983; Chua, 2007; Hansen & Mouritsen, 2005).  Several scholars have addressed the emergence of performance management systems using not only financial, but also non-financial measures, called balanced scorecard, and relating them to strategy (Kaplan & Norton, 1992, 1993, 1996; Lynch & Cross, 1991; Nor-Aziah & Scapens, 2007; Neely et al., 2001).
This paper presents evidence on an aspect of the design of a strategic control at the micro-level, within a large company, Moli.  We provide information about how the company utilised financial and non-financial measures in the form of a balanced scorecard (BSC) to align its strategy.  The research question being asked is: how was the BSC implemented and did it become embedded in practice?  How was the BSC practice used as a common tool of strategising?  The analysis refrains from seeing strategy as a black box and attempts to illuminate its adoption to and fluidity compared with local conditions and concerns (see also Hansen & Mouritsen, 2005; Mouritsen, 1999).  
The research used a qualitative field study approach to investigate aspects of strategy formulation in an organisational context.  The aim is to contribute to an area of literature which is of increasing significance, but relatively underdeveloped in terms of application of in-depth field research techniques.  Combining insights from the emerging practice-based literature on strategy and, management control, the paper examines how the formation of management control practices contributed to shape the strategy of Moli which became privatised in 2002.  The paper examines the role of managers within the process of identification of key performance indicators, and more broadly the formulation of a strategic performance measurement practice 
The paper proceeds in the section two to outline the prior literature on balanced scorecard and strategy, which is followed by the theoretical perspective adapted for the study.  We discuss how practice scholarship can shed light on the practice of managers in the creation of strategy and associated performance management systems.
  The case company is then described followed by the research method.  The next section of the paper presents the empirical evidence on the strategy formulation, strategic business plan and balanced scorecard as practiced at Moli.  This is finally followed by a discussion and conclusion section.

2. Balanced Scorecard, Strategy and Research Questions
This section reviews literature on balanced scorecard and strategy and draws appropriate research questions for the study.  The most explicit and contemporary claim to recapture the strategic significance of management control practice are predicated around the development of BSC practices (Kaplan and Norton, 1996, 1998, 2001).  This is a practice that initiated as a call for greater level of non-financial performance measurement (Kaplan & Norton, 1992).  The information that BSC practices provide is used as monitoring system to track how organisation implements the strategy (Davila, 2005; Mooraj et al., 1999; Speckbacher et al., 2003).  

Various authors have previously reviewed the BSC framework (Davis & Albright, 2004; Farneti & Guthrie, 2008; Norrekilt, 2000, 2003; Kaplan & Norton, 1996, 1998, 2001; Butler et al., 1997; Kloot & Martin, 2000; Hoque, 2003; Figgie et al., 2002; Yongvanich & Guthrie, 2009; Hoque & James, 2000).  The CIMA (2005) report calls for research that focuses on the implementation and practicability of the BSC framework.  The BSC practice is underpinned by logic: “what you measure is what you get” (Kaplan & Norton, 1992, p.71).  According to Hansen & Mouritsen (2005, p.126), BSC practice is well known example of strategic management accounting in which “pre-made conceptualisations of corporate value and coherence can be found.”  Hansen & Mouritsen (2005) note that the “pre-made” conceptualisation of strategy in the BSC is that first environment and customers have to be considered and understood, and then it is possible to develop internal processes and investments in learning and growth activities.  The concept of strategic performance measurement such as BSC was developed in response to the criticism that traditional performance management systems are financially driven and historically focused (Kaplan & Norton, 1993).  The traditional BSC was structured as a tool to complement financial accounting measures, and provide non-financial measures, including the activities of the organisation that can be regarded as operational, such as customer satisfaction, internal processes and innovation.  The BSC’s four dimensions encompass financial perspective, customer perspective, internal business perspective and innovation and learning perspective (Kaplan and Norton, 1992).  The BSC was developed as a tool to develop strategy management, linking strategies and performance indicators.

Atkinson (2006a) suggests that the essence of strategy implementation suffers from a general lack of academic attention.  The balanced scorecard has been offered by its inventors as “...the cornerstone of a new strategic management system....” (Kaplan and Norton, 1996, p.75), positively linking an organisation’s long-term strategic intentions with its short –term operational actions.  Roselender & Hart (2003) suggest that strategic management accounting seeks to integrate insights from management accounting and marketing management within a strategic management framework.  The marketing accountability project identifies the necessity to employ multiple performance measures in a reporting format such as a balanced scorecard (Roselender & Hart, 2003).  The balanced scorecard was developed to address a number of significant weaknesses associated with “traditional” performance measurement systems- including particularly, that they are dominated by short-term or financial metrics that are internally oriented and are not linked to organisational strategy (Eccles, 1991; Lynch & Cross, 1991; Kaplan & Norton, 1992; Norrekilt, 2000; Hoque & James, 2000).  BSC makes explicit the link between strategic objectives and operational goals, by identifying clear performance targets at all levels in the organisation, and by engaging employees at all levels of the organisation in the discussion of the strategic priorities.  Atkinson (2006a) underscores that the effective integration of the balanced scorecard with strategic and management control systems, however, remains a potentially significant inhibitor to successful strategy implementation.  According to Otley (2003), it appears that designers of performance management systems do not fully anticipate the likely response of those being controlled.

The BSC has found favour in many organisations (Chenhall and Langfield-Smith, 1998; Hoque & James, 2000; Lawrence & Sharma, 2002; Sharma & Hoque, 2001; Ittner, Larker & Randall, 2003).  Given the obvious benefits of a BSC, it is assumed to be relatively unproblematic to implement in a logical and sequential fashion (Northcott & France, 2005).  However, this view is challenged by academics and practitioners who have found the BSC elusive and problematic to implement (Ittner and Larcker, 1998; Norrekilt, 2003; Sandhu, Baxter & Emsley, 2008).  Atkinson et al., (1997) argue that BSC does not cohere with their stakeholder approach to performance measurement.  They criticise the BSC as failing to: (1) highlight employee and supplier’s contributions (that is, it fails to consider the extended value chain.  This is a core element of today’s networked organisations); (2) identify the community’s role in defining the environment within which the company works; and (3) identify performance measurement as a two-way process (that it focuses primarily on top-down performance measurement).
The implementation process brings together managers from different organisational functions, such as accounting, marketing operations and human resources (Sandhu et al., 2008).  Sandhu et al., (2008) suggest that a network of actors, both human and non-human is involved in translating a BSC.  Malina and Selto (2001) in a field study of a large manufacturing organisation investigate the effectiveness of the BSC in communicating strategy and serving as a management control system.  They find an indirect relationship between BSC’s management control function and improved performance on BSC measures.  Managers in their study perceived improved performance on the BSC would shape improved efficiency and profitability.  Ittner et al., (2003) provide contradictory evidence to the two previously mentioned studies by showing negative association between BSC practice usage and financial performance (ROA) in an extensive study of financial service industry.  Their findings revealed that while 20% of the respondents reported using the BSC practices, over 75% of these firms reported not relying on business models which causally link performance drivers to performance outcomes.  Banker et al., (2000) study investigated the relationship between improved financial performance and the implementation of a performance measurement system that included non-financial performance measures.  They found that non-financial performance measures ultimately improved financial performance for the hotels.
Norrekilt (2003) suggests that the BSC may be good at justifying cost reductions and at making employees increase their level of customer service.  Through the BSC employees need to show themselves and their surroundings that they are in control of the uncertainty involved in their jobs.  They do so by becoming isomorphic relative to their surroundings and adopting the behaviour of others (Meyer & Rowan, 1977; DiMaggio & Powell, 1983, 1991).
Ax and Bjornenak (2005) examine the communication, diffusion and transformation of the BSC in Sweden from a supply side perspective.  They argue that BSC perspectives can be examples of stakeholder rather than shareholder models.  They cite an example of a scorecard developed in a Swedish state school that includes a financial perspective, a student perspective, a teacher and staff perspective, a development perspective and a school administration perspective.  
Based on the previous discussion literature, the research questions have been formulated from the main argument of the paper which is how heads of business units formulated strategy in form of balanced scorecard practices so that the organization could be privatized.  It seems that until now, not much empirical research was conducted with strategy formulation in relation to accounting in action (Hopwood, 1987, Chua, 2007).  The following broad research questions are formulated:
·  how was the BSC implemented and did it become embedded in practice? 
·  How was BSC practice used as a common tool of strategising?
The next section examines the theoretical basis for the study.

3. Theoretical Framework 
Practice theory has been adapted for this case study.  A concern with practice appears as an obvious concern for any social theorists (Jorgensen & Messner, 2010).  Jorgensen and Messner (2010, p.186) point out that it is what people do, why they do what they do and what consequences their doings have that social theorists always tried to explain.  Practice scholars draw on activity theory (Engestrom, 1999) and to perceive practice as subsuming activity (Lounsbury & Crumley, 2007).  Ahrens & Chapman (2007) employ practice theory in considering the role of management accounting in the constitution of organizations. They build on Schatzki (2002, 2005) for their particular version of practice theory.  According to Ahrens & Chapman (2007) using practice theory enabled them to describe management control systems as structures of intentionality which both shape and are shaped by shared norms and understandings in the interrelationships between technical and interpretive accounting processes. 
There is an important distinction between practice and practices (Jarzabkowski, 2003).  Practice embraces the interactions and interpretations from which strategic activity emerges overtime.  Practices are those habits and socially defined modes of acting through which the stream of strategic activity is constructed (Jarzabkowski, 2003).  According to Schatzki (2002, 2005), social practices are organized by human activities. Schatzki (2005) give examples as inculcating political practices, cooking practices, educational practices, management practices, shop-floor practices amongst others.  It is the people that perform the actions that constitute a practice.  Jarzabkowski (2005) views activity as the action of and interactions between actors as they perform their daily routines, while practice refers to activity patterns across actors that are infused with broader meaning and provide tools for ordering social life and activity.  Lounsbury & Crumley (2007) posit that activity involves acts that are generally devoid of deeper social meaning or reflection such as pounding a nail, while practice, such as professional carpentry, provides order and meaning to a set of otherwise banal activities.  Practices refer to shared routines of behavior, including traditions, norms and procedures for thinking, acting and using ‘things’ (Whittington, 2006, p.619).  Defined this way, practice is seen as a kind of institutionally- taken-for-granted set of rules and routines (Lounsbury & Crumley, 2007; Lounsbury, 2008; Seal, 2010).  According to Jarzabkowski (2004, p.531), the term practice implies “…repetitive performance in order to become ‘practiced’; that is, to attain recurrent, habitualised or routinised accomplishment of particular actions.” 
The notion of practice can be used in the more specific sense of an “array of activity” (Schatzki, 2001, p.2) or a “routinised type of behavior” (Rekwitz, 2002, p.49), that is constituted and kept together by several elements such as human bodies, things, rules, knowledge or emotions.  Practice theorists note that social actions and order are best explained with reference to the existence of social practices that span across time and space.  A focus on such practices is relevant for the study of organizations as organizing to a larger extent is about the establishment of order among activities.
The social practices found in organizations are varied- strategy practices, production practices, marketing practices, practices of having lunches, meeting with others, taking a break, or checking emails (see Schatzki, 2005).  This is manifested in a growing interest in practice theory approaches within the field of management and organization studies (Ahrens & Chapman, 2007; Jarzabkowski, 2004; Schatzki, 2005; Whittington, 2006)  Practice theory has been acknowledged in recent strategy research, in which the notion of “strategizing” has become the emblem for a concern with the details of how strategy is being practiced in the everyday operations of an organization (Jarzabkowski et al., 2007; Jorgensen & Messner, 2010).

We rely on the practice theory of Schatzki (1996, 2002, 2005) to an understanding of various activities and practices constituting Moli’s strategizing practices.  According to Schatzki (2005, p.471). “the site of the social is composed of nexuses of practices and material arrangements.”  Social life inherently transpires as part of such nexuses.  He explains material arrangements as a set-ups of entities (human beings, artefacts, other organisms and things) and practices as organized, open-ended spatial-temporal nexus of human activities, example, of which are educational practices, management practices, shop-floor practices, etc.  He explains that human coexistence “transpires as and amid an elaborate, constantly evolving nexus of arranged things and organized activities” (Schatzki, 2002, p.xi).  Schatzki elaborates on what he means by each of the entities in material arrangement.  In brief, people are human beings to whom “actions and mental conditions as well as self consciousness, gender and identity are ascribed”, artefacts are “products of human action”, living organisms are “life forms other than humans”, and things are “nonliving entities whose being is not the result of human activity” (Schatzki, 2002, p.22).

Schatzki’s approach to practice comes in many respects close to the well known variants by Giddens (1979, 1984), but differs the conceptual vocabulary used to characterize practices (Jorgensen & Messner, 2010).  Whereas Giddens distinguishes between different types of rules and resources as the defining elements of practice, Schatzki characterizes practices in terms of four elements: (1) practical understandings, (2) rules, (3) teleoaffective structures and (4) general understandings.  Together, they form the organization of practice.  These terms are explained by Schatzki. .
(1) Practical understanding:  Practical understanding refers to certain abilities related to actions of practice.  For example, “knowing how to X, knowing how to identify X-ings, and knowing how to prompt as well as respond to X-ings” (Schatzki, 2002, p.77).  Practical understanding executes the actions that practical intelligibility singles out.  In Schatzki’s account practical understanding resembles ‘habitus’ in Bourdieu’s account.  However, according to Bourdieu, habitus always determine what people do.  Nevertheless, practical understanding never determines action.
(2) Rules:  Rules constitute formulation including everything from statute laws to rules of thumb pertinent to the practice.  They are “explicit formulations, principles, percepts and instructions that enjoin, direct, or remonstrate people to perform specific actions” (Schatzki, 2002, p.79).  Rules are interjected typically by those with authority, to enforce them, either to bring about new activities or regulate existing ones.  They enjoy normative force and can influence future course of action.
(3) Teleoaffective structure:  are sets of ends, projects, use (of things) and even emotions that are acceptable or prescribed for participants in the practice.  Participants of a practice typically carry out end-project-task combinations that are contained in the practices teleoaffective structure.  According to Schatzki (2002, p.80) “teleoafective structures are recurring and evolving effects of what actors do together with what determines this.  They themselves, however, do not govern activity.  Activity is governed by practical intelligibility.”

(4) General Understandings: are elements of practices (ends, rules, emotions, etc) that are tied to the site at which the practice is part.  They are common to several practices within the site (Jorgensen & Messsner, 2010, p.186).  “Pervasive understandings of this sort are expressed in the manner in which people carry out projects and tasks.”  They can be expressed in doings and sayings (as opposed to their manner of performance) (Schatzki, 2002, p.86).
While there have been other attempts to address the relationship between innovation and institutions (Burns & Scapens, 2000; Dillard et al., 2004), there have been relatively little effort to draw upon practice theory to address how new practices are created and enacted.  The next section presents the research design for the case study.
4. Research Design
The case study was conducted over an eight year period from 2003 to 2011.  Our research study made use of multiple sources to collect evidence.  Data were gathered from four sources: publicly available information, including Moli’s annual reports for the last ten years; media and government reports; internal proprietary documentation, including board papers; and semi-structured interviews.

The researchers were also given internal proprietary documentation such as Moli’s Strategic Business Plan, annual reports and performance evaluation templates.  Media reports were obtained from the National Archives in Suva.  Compared to a single source of data, these multiple data sources helped provide a more comprehensive and valid portrayal of the phenomenon (Jick, 1979; McKinnon, 1988; Modell, 2005; Perera et al., 2003).  Multiple sources also furnish the breadth of information needed to develop a relatively holistic picture of BSC as practice (Jarzabkowski, 2003).  Moli’s annual reports were used to provide an understanding of the history of the organisation and to facilitate the interviews.    

The interviews were carried out between 2003 and 2011.  Interviewees were asked to reflect on past events surrounding the privatization of Moli as well as the current implementation of new management control practices such as balanced scorecard.  Forty two semi-structured interviews were conducted at Moli, each lasting from one to two hours. Twenty five staff was interviewed at head office in Suva and its branches in Nadi, Lautoka, Ba and Tavua.  Interviews ranged between 6 and 8 in each year from 2003 to 2011.  Some interviewees such as quality manager, strategic manager, public relations officer and accountants were visited more than once to clarify information and review our picture of the change process.  The interviewees were selected from different sections of Moli such as the Finance, Human Resources, Customer, Public Relations and Strategic Management divisions.  The interviews took place in formal surroundings, either within the office space of employees or in the company’s board room.  Most of the interviews were tape-recorded and were subsequently transcribed.  For a few interviews that were not tape-recorded, notes were made by one of the researchers as the interviews proceeded.  Furthermore, three informal contacts were made by email or phone.  The informal contacts were particularly useful for checking or supplementing evidence collected during the formal interviews.  
While the data triangulation approach (Hoque and Hopper, 1997) adopted was useful in enabling us to capture a contextual understanding of the social phenomena under study, it also created challenges in terms of analyzing and making sense of empirical evidence collected from various sources.  To overcome this problem, the analysis was initiated by preparing tables listing issues frequently raised in interviews in order to answer our research questions:  how was the BSC implemented and did it become embedded in practice?   How was BSC practice used as a common tool of strategising?  Several themes (such as strategy formulation, business plan, shaping BSC and initial reception and enactment of BSC) were drawn from these responses.  The data representing the themes were clustered together at this stage.  The documentary evidence collected was subsequently matched with themes (Tsamenyi et al., 2006).  In the last part of the analysis, we drew on our theoretical framework to make sense of the data.

5.  Background to the Case Company

Moli was of interest to the researchers as it was the first public sector enterprise in a South Pacific Island nation to be fully privatized and listed on the South Pacific Stock Exchange through its parent company of Dominion Limited
.  Accounting and organisational changes were introduced and provided the focus for our study.

In 2002, the government floated its stock in Dominion Limited to the general public in an initial public offering of $1.06 per share.  The general public owns almost 7.2% of shares in Dominion Limited, while the government holds 34.6% of the shares.  The superannuation fund has a shareholding of 58.2%.   Dominion Limited owns all of shares in Moli Company.  Moli describes its vision as “Moli, bringing the best of telecommunications to the Pacific” (Moli website, 2011).  The next section outlines the case findings for the study.
6.  Case Findings
This section presents the findings and the theorization in four subsections.  Subsection 6.1 examines strategy and its formulation through ‘practical understanding.’  This is followed by subsection 6.2 which discusses the use of rules in the introduction of a business plan.  Subsection 6.3 examines the implementation of the teleoaffective structure of the research site by discussing practices around the development of the BSC and its initial reception. These developments are also discussed in relation linked to the strategy of the company.  Subsection 6.4 examines the concept of general understandings by discussing the manner in which BSC practices are expressed in the way people carry out projects and tasks.
6.1   How practical understandings relate to strategy and its formulation
Practical understanding refers to the possession of certain abilities related to the actions associated with a practice or practices.  There was little need for strategy when the case-study organization was government-owned, funded and controlled. Practices related to engineering, such as laying cables and connecting subscribers to the network. These practices continued but there was a need for a different practical understanding post-  corporatization and then privatization. 
In the pre-privatisation period practical understanding related solely to an engineering ethos. The organization existed to lay cables and connections for a public good and as a public service. There were no practices associated with business-like activities related to commercial success, performance measurement or customer satisfaction.  But  such activities were to become of paramount importance. Corporatisation and then privatisation instilled the need for a different practical understanding based on a whole new set of requirements for survival, as a commercial business. A practical understanding of a new set of abilities and activities was the central concern of the senior management.  Such a practical understanding was a necessary precursor to the development of rules and routines. There was a need for strategizing before the implementation of new practices. According to a manager: “what business are we in?  Where we will be in five year’s time?  were questions that loomed within conversations of senior management.” There was a lot of “shared understandings between members of the team in terms of the entrepreneurial and innovative culture.” (Manager, Strategic Planning).

Direction setting became the paramount goal. There was a lot of talking and convincing. The senior management generated support by convincing interested parties of the desirability of  new understandings:

We get other people to think that what they want is what we want 
                                                  (Manager, Customer Services).

Management thinking began to embrace notions of expansions of business, revenue and profits. Still remnants of engineering rather than financial language were evident. As one of the accountants stated:
Growth rate is paramount. We have to increase telephone penetration rates per one hundred population [from 12] to at least 20 in five year’s time. 
These understandings consist, primarily, of knowing how to carry out such actions.  They also consist of knowing how to recognize these actions and having the knowledge or understanding of how to respond to them in an appropriate manner.
Planning and coordination became a central aspect of Moli’s management activities. The company developed five-year strategic business plans.  Overseas consultants were brought in to assist with the development of mission and vision statements, and as these related more to commercial success, additions were made to finance and accounting staff. Moli’s CEO, Thompson, was an internal advocate of the balanced scorecard practice. The strategic activity involved skilled agents, including heads of business units as well as consultants.  As a result, the initial business plan documented fourteen non-financial key performance indicators (KPIs) within the BSC framework.  For example, one strategic priority was “to improve complaint outage time to 80% clearance within two working days and 100% in five working days” (Moli’s business plan, 2011, p.10).  A proxy measure for customer satisfaction was the “number of formal customer complaints”.
Moli’s activities and practices are also linked through understanding of: shareholder expectations, customer service requirements and preferences, what is involved in telecommunication services and how to go about it.  Much of the practical understanding was cognitive rather than physical. It took many years for the understanding to penetrate the whole organization in terms of practices and activities. In order to secure the desired change in interpretations of activity, the top team had to work to gain acceptance of market operations and notions of shareholders’ wealth maximization. The strategizing over time  had to be communicated through business plans and implemented through BSC practices.   The next section examines the second set of actions of practice known as rules (Schatzki, 2005) through the formulation of business plans at Moli.
6.2   Formulation of Rules through Business Plan 

The practical understanding developed at senior management level had to be spread throughout all levels of the organization. The means to achieve the widespread acceptance and ultimate implementation was through the development of ‘rules’  Rules are “explicit formulations, principles, percepts and instructions that enjoin, direct or remonstrate people to perform specific actions” (Schatzki, 2002, p.79).  The rules at Moli were developed  partly by senior managers and consultants.  
This section examines the role of the business plan which is part of the management control system at Moli and the contribution of accountants, senior and middle management to planning.  The accountants were pivotal in the establishment of commercial targets in the first  five-year business plan, as evidenced by a strategic manager:

We have a business plan which company accountants were helpful in putting in place and everything may need to be achieved in accordance to the plan.  We have specific profit targets on the plan which we are striving towards.  The targets include connection of lines, service restoration, revenue level, expected profits and so on.

The initial vision remains an integral part of each business plan: “We are committed to … being the best in service, providing quality communications and making it easier for people to keep in touch and provide a better return on shareholders’ funds” (Moli Strategic Business Plan, 2007- 2011).  The first business plan was developed with the assistance of Telecom New Zealand consultants on the invitation extended by the Moli CEO. The steering committee at Moli was made up of senior and middle  managers as well as accountants who helped to develop the business plan.  The plan focused on the aims of meeting customers’ expectations and cost reduction.  The key goals for the latest five years were:

1. Financial- achieve revenue, profit targets which were in terms of return on investment of 12.5% 

2. Development- add at least 8,000 lines per year and increase telephone penetration to about 35 per 100 population

3. Reliable delivery of quality service on time, in full, every time, and

4. Be easy to do business with.

(Moli Strategic Business Plan, 2007--2011, p.10).
The business plans were bulky documents, intended to inform management of the expected targets. Such plans are not read by everyone except possibly senior management.  The senior management established within the plans new performance targets and benchmarks by which business decisions and actions would be judged and which formed the basis of management control systems.  The steering committee decided to publicise the plans throughout the organization, down to the operational staff, ensuring it is an integral element of business practices at Moli.  Business plan pamphlets were distributed to staff while seminars were also held to spread corporate awareness and develop new knowledge of the latest plan.  The business plan was designed to establishing new ways of thinking, as well as helping to dismantle old taken-for-granted public service assumptions.  A manager commented:

With the implementation of the business plan, some of us now aim to complete work even if it is after 5:00p.m.  This was not the case when we were with the government; we might leave it for the next working day.  But now completion of work has become important practice for us.

A strategic manager claimed that “the business plan drove everything at Moli.”  According to a manager, business processes were aligned to the business plan.  So, the business plan was a new activity that embodied the intended new ethos of the business, and to which other organizational phenomena (systems, structure, practices, etc) should be aligned.  
The Finance Strategic Business Unit (finance team) played a significant role at Moli and advised management on financial decisions, in terms of cost reduction and undertaking projects that yielded positive net present values and EVA.  In these contexts, the Finance division employees recast dialogue from a language influenced by engineering into their business language of markets and profitability.  The establishment of new accounting systems had been vital in changing organizational practices from a centralized bureaucratic one to a decentralized management one and in shaping new roles so that meaningful budgets and performance reports could be established.  Through business planning, the accountants, public relations personnel, marketing managers and customer service managers increased their power relative to engineers.  Once an action has been developed and can be measured, it is perpetuated, decreased or increased in accordance with performance indicators.  For example:

The planning cycle is embedded in the Moli culture….people have said, I want more direction (Manager).
The heads of business unit teams were bound up in the creation of the new business practice.  There was initial resistance when Moli was privatized, but with wider education, training and performance based pay incentives, employees were encouraged to play their part in the new business plan.  The management and the finance team, including a steering committee, became the change agents in Moli.  Seminars were conducted for the various operation managers by Finance, consisting of financial awareness practices aimed at such topics as budget setting, budget management, capital expenditure and cost reductions.  A finance manager described this as a “skill transfer.”

What we have been doing is a skill transfer- providing knowledge to operation managers on decision making based on financial information.  And we showed them financial information and said this is how you use it.

The finance team attended team meetings to contribute to business decisions that previously would not have concerned them.  The operation managers appeared to embrace such interactions and relationships with the Finance team.  A strategic manager commented:

Accountants are now more integrated into the business.  They’re more proactive and help us.  We often ask them to help us focus on what is needed for improvement.

Through the integration of accountants, thrift and concern for money became much more important for Moli employees.  Accountants, as change agents, continually advised the heads of Strategic Business Units of sound business practices, becoming powerful actors within Moli and well respected.  A couple of managers spoke high of the management accountants in their business units.  They claimed that these management accountants guided them in financial decision making and were highly regarded by the members in their division.  The business practices became new practice for Moli’s heads of business units which was reinforced by the business plan.  The business plan laid out the teleoaffective structure.  To make the plan a part of everyday activity required a means of its implementation and institutionalisation into everyday practices. The means of implementation was the BSC. The next section examines the teleoaffective structure through the enactment of BSC and its initial reception.
6.3  Teleoaffective Structures: Shaping BSC 
A teleoaffective structure is a range of normatised and hierarchically ordered ends, projects and tasks (Schatzki, 2002, p.80).  This subsection examines the way the teleoaffective structure, at the site, was institutionalized through the enactment of BSC practices by heads of business units.  
The CEO was the instigator of the BSC not only as a planning tool but as a means of managerial control. The CEO commented:
“through the BSC we measure output and the pay and job advancement is based on BSC scores.  This has been well communicated to the employees and they very well understand the consequence of not working up to par.”  
BSC practice was thought appropriate by the CEO to help managers and employees assimilate commercial business practices.  Satisfying the expectations of stakeholders such as customers and shareholders was pivotal for Moli managements’ business units.  Understanding how to achieve high customer satisfaction within budget constraints was an important skill for unit managers.  Moli’s corporate performance was measured using historical accounting measures; there was little or no information on the underlying drivers of performance.  Some senior managers felt there was a need for more forward-looking measures and a better alignment between performance management system and strategy.  The BSC measures had to be aligned with the company’s business plan.  A manager maintained:
…if we don’t align our staff to our company’s strategy or goals, and if we are not measuring them, we won’t be fulfilling those goals.

Some senior managers and the CEO championing the BSC became aware of it during university studies particularly while undertaking MBA studies.  A senior manager stated:

From what I understand, the BSC is a scorecard that measures the company performance and drives the company towards achieving its goals and gains some advantage by measuring financial results, customer results, internal processes and learning and growth.

The CEO supported by other senior managers convened a meeting with other managers to float the idea of implementing the BSC.  Overall, the managers were receptive to the idea of implementation, with some expressing genuine interest in it.  Others were motivated to join the project because of an awareness of senior management’s intention of linking BSC practice to an incentive scheme.  A senior manager commented:

The last thing we want our guys is to come to work and get fortnightly wages and not know how to contribute to the company’s strategy… the BSC will help us manage that.  I want to make sure BSC is linked to their pay.

Measuring financial, customer, internal processes and learning and growth perspectives possibly made the BSC practice attractive to many departmental managers because of possible improvements that might emerge in their respective fields of work.

The BSC performance indicators were aligned with the business plan for the organization.  It starts with macro objectives, that is what the company likes to achieve in terms of its vision and mission which filters down to the operational level.  A manager stated:

BSC performance management system outlines what we’re expected to do and what we’re actually doing.  Each business unit has its own measures.  There are key areas one is measured on.  The divisions are given their own targets- monthly targets and then finally, of course, it comes to daily performance.
Performance management is defined by Neely et al., (1995, p.80) as “…the process of quantifying the efficiency and effectiveness of action…”  Previous literature has covered a wide variety of organizations system associated with performance management.  This constituted standard costing and variance analysis, budgets and forecasts, operations management and quality management, and incentive and reward system (Otley, 1999; Neely et al., 1995; Atkinson, 2006a, 2006b). 
Another manager stated:
Generally if we do not measure performance of employees, then we simply cannot manage them.  BSC like PMS is used as a discipline exercise for employees.
An interviewee stated that amongst some of the common accountability areas in which people are evaluated are profitability and staff development.  The staff development encompasses expected versus actual performance in terms of training undertaken.  As for customer perspective, the key accountability factor is the quality of service in terms of line repairs which, for residential customers, are as follows:

· 80% of customer line repairs to be done in 24 hours after receiving a complaint;

· 95% of customer line repairs are to be done in two working days after receiving a complaint;

· 100% of residential customers’ line repairs are to be done in five working days after the receipt of a complaint.

For corporate customers, 80% of the line repairs were to be done within two hours of receiving complaints.  According to an engineer, once a complaint (fault in line) is received, it was logged in the computerised Integrated Customer Management System and had to be cleared within a specified time limit. 

All the employees have a job description and the key performance indicators were discussed with them by the superiors.  The BSC like performance measurement system took a year of education.  The new CEO and the Human Resource division staff were instrumental in the education and implementation of BSC practice.  External consultants were also involved in training staff to adapt the new BSC.  The CEO advocated setting of goals of every people in the company.  A manager commented:

Through training, the staff developed an awareness that it is important to measure 

performance.

The PMS document was continually revisited to simplify the document.  From initially 5 to 6 pages, it was reduced to 2 pages.  Initially employees were allowed to set KPIs for themselves around four perspectives of the BSC practice.  It became a bulky document and was gradually reduced to two pages.  Employees chose KPIs around their professional development needs, reliability of customer services, punctuality to work, customer complaints, in-house and external training needs amongst others.  Initially, the workers and employees did not lay emphasis in making a target explicit but rather on learning the process of setting goals.  A manager commented:
I think it is a struggle to set KPIS.  I was sometimes not so eager to set clear targets.  Most managers find difficulty to set KPIS and they cannot identify good KPIs.  But they tried and began to manage to do so.  It was a good challenge for them.

There were differences between managers.  Some senior managers could set quantitative measures but others could not.  The CEO and the Human Resource Division were instrumental in assisting the managers in order to share the long-range framework among the managers.  According to a manager, formal BSC performance and reward systems provide information for individual’s performance to be assessed in terms of meeting planned outcomes and also as a basis for flexible reassessment of those plans.
BSC measures set by the CEO and management team involved a wide range of performance indicators covering quality, human resources, operational and financial matters.  The employees were assessed by their superiors on a quarterly basis on indicators such as customer service focus, business/financial focus, professional attribute/interpersonal relationship, managing change and job expertise, and were assessed out of a total weighting of 100%.  Those getting 70% and above were entitled to a quarterly bonus   Interviewees claimed:

These performance indicators were developed to make Moli employees more customer focused and quality driven.

The performance indicators are seen as a means of motivating staff.  The agreement with workers is there in terms of setting objectives.  Union was also consulted in the process of target setting and they wanted the percentage to be around 70%. rather than 80-90% which the management was advocating.

Another manager stated:
On every quarter, assessment is done.  Every individual’s assessment is done.  Percentage rating is done which measures the amount of bonus.  If one doesn’t meet the target of 70% or more in the first quarter, then they can catch up with the targets in second quarter and will be paid back bonus for the first quarter as well.  
The BSC practice encompassed an open system where the targets were agreed with one’s supervisor which was then signed off.  The heads of business units actually worked out targets with subordinates.  The subordinates have to meet the 70% BSC KPIS.  According to a manager, the employees were given an opportunity to view the report and to respond as well.  The employees may also request for specific knowledge and skills to be developed for the BSC practice exercise.  The managers normally provide a short training program to improve ability of such employees.  The training used to happen on a regular basis.  Some staff in Finance division was encouraged to take Bachelor’s degree papers from the University of the South Pacific at their own expense.  On passing the paper, the company used to reimburse employees the appropriate tuition fees.  
Apart from the performance indicators, the financial ratios of liquidity, profitability and financial structure ratios became important for Moli’s heads of business units.  Moli’s balance sheet showed strengthening results over the years, partly due to BSC practices, total quality management practices and other commercial goals.  Return on assets, for example, averaged 12% from 2002 to 2010 while return on shareholders’ fund improved from 17.5% in 2000 to 39% in 2011 (Moli  annual report, 2011).  

According to an interviewee, once the key performance indicators (KPIs) were developed, which included customer consciousness as one of the five factors to be evaluated in terms of customer complaints, people’s attitude changed and they gradually began to accept business routines.  The aim was to also reduce defects in the telephone lines.  A manager commented:

There is no doubt that quality has the strongest connection with customers.  That’s why we put the greatest emphasis on quality.  Decrease defect rates and don’t deliver defect services to our customers.  These are the focal points in our continuous improvement activities.

Also, to have resisted business practice change would have been unhelpful for employees’ career prospects.  Those accepting business practices were rewarded in the form of quarterly bonuses which were not extended to those who opposed business practices.  There were some employees who resisted the BSC practice.  According to a manager the resistance came from old workers.  He summarized the resistance as:


Older horses possibly take longer to understand the new race course.

The next section examines the action of general understanding of Moli’s BSC practices and strategizing activities.

6.4 General understanding of BSC and Strategising activities

General understandings are the elements of practices (ends, rules, emotions, etc) that are tied to the site of which the practices are a part, they are thus common to several practices within the site (Jogensen & Messner, 2010, p.186).  At Moli, the practice of the BSC was organization-wide and included all employees. At Moli, the institutionalization of the practice of the BSC had to overcome some cultural norms opposed to individualization of performance measurement and reward. The site of the practice had always had to accommodate Fijian communal norms which included tribal loyalty and tribal rivalry.  The practice would have to allow for expressions of the unfairness of individual contributions and incentive payments, and complaints about subjectivity in staff appraisals. 

A manger for instance stated:

Sometimes people may say how come, for example, Timoci got the bonus while I didn’t and I worked much harder than Timoci.  These sorts of problems were ongoing

In this sense, we do not regard ‘general understandings’ to imply general acceptance and compliance with all aspects of the BSC. The BSC practice was seen by some participants as an unfortunate and unfair system for measuring contribution to the organization. According to interviewees, often heads of business units gave them subjective weightings.  Such feelings, however, do not negate the practice. They are aspects of the workings of the practice. People who worked at Moli had a general understanding of its purpose and integral aspect of the privatized organizational order. 

As a movement towards the BSC practice, Moli heads of business units established in-house and external training programmes for all its employees which included commercial awareness courses.  The following interview quotes illustrate this:

We develop our staff.  We send them for training and further studies at the University of the South Pacific, the Fiji Institute of Technology and the Training and Productivity Authority of Fiji.

We gave our people a lot of in-house training including customer service training which is conducted by external consultants.  This makes employees more sort of responsible in the manner they deal with customers.  We also depend a lot on information systems that provide reports so that we can give quick answers to our customers.

We have a number of people qualified in Master’s degree.  A number of people have BA Economics or BA Accounting or Management.  People are still studying.  We also sponsor people for Training and Productivity Authority of Fiji’s short-term courses.  People also have opportunity to bring their new ideas to the company and we say to them okay this idea is fine as long as it is beneficial to the company.  We have been training people a lot even by sending them on overseas trip for short courses.

I previously have been to Japan, Australia and New Zealand Telecom and brought the ideas from there, blended and retuned it until it fitted into our system.  Once it fits into our system, then it is okay.

The practice was that individual workers were assessed by their superiors on a quarterly basis and allocated marks out of 100 on BSC achievement.  Subjective assessment was a part of the practice and sometimes there were tensions on how the BSC assessments were used to reward employees.  A manager at a regional office commented:

BSC practice is measured on individual accountability.  Individual workers are allocated marks out of 100 by their respective supervisors.  Some of the key performance measures at the regional centres are: punctuality, maintaining error free work and disputes in terms of customer complaints.

Through BSC we don’t measure time, but performance.  Previously in government days, people used to fill time by working from 8:00-4:30pm.  Now they work beyond 4:30pm to ensure the assigned work is completed.  

One of the managers who was interviewed at lunch hour responded about his employees:

Some of my people as you came down; you would have seen that they are still working at lunch time.  That’s the change, the biggest change we have seen in our people.  I don’t care if you want to have two hours off to pay your bills and all that but end of the day I want the report whatever I wanted from them.  How one utilises the time, it is upon them.  But there is a strict target on your head.  Everything is based on targets here.  Everybody has been set against BSC like KPIS.  Before there was no BSC’s.  We have set BSC targets, we give them time frame, and you must finish that kind of job.  I need those reports because I have to make decisions based on their answers.

The practice was result-oriented.  The use of new BSC practices allowed employees to be rewarded for bonuses if they exceeded 70% in their quarterly BSC report.  A Human Resource Manager commented:

There are a number of rewards in the company.  If one performs one gets a bonus.  If the company performs better than budgeted amounts, you get extras, and also on top of that is the Cost of Living Adjustment rewards.

The main point of this narrative is to illustrate that a practice became routinised.  According to an interviewee, the BSC practice was used as a form of “management”, a way of making Moli workers more efficient, focused and compliant.  There was an acceptance of “being managed” and result-oriented.  There was a general understanding that one could argue against elements of the practice, but not the practice itself.  The next section brings the narrative together in relation to the theoretical framework and concludes the paper.

7.  Discussion/Conclusion

This paper presents evidence on the BSC as a practice which became a routinised part of the organisational order.  The BSC was utilised to implement strategy, by instituting and communicating targets against which performance could be compared, evaluated and rewarded.  
Practice theory have been utilised to inform the case study.  BSC as a practice perspective is concerned with the relationship between what the BSC promises to do and what the BSC actually does (Vaivio, 1999).  The BSC practically links performance measures with business strategy (Otley, 1999).  Otley (1999) points out that traditional BSCs have not emphasised links to reward structures and other elements of an employee perspective.  
At Moli, BSC practice informed processes of strategising and strategy formulation.  Customer complaints were seen as a key component of BSC performance measurement. The company had set targets for its growth strategy.  Small measurable steps were taken to achieve growth.  Employee empowerment and training was considered vital.  Managers throughout the organisation sought to distribute the cognitive processes of strategy formation across the organisations.  Our study emphasises the ongoing construction of the commercial motive through the intensive use of the BSC and associated measurement and monitoring practices.  BSC practices became a cornerstone of strategic management at Moli.

BSC practice was used within the company as a calculative tool to enable employees to assimilate commercial business targets and ideology.  Participation in the BSC design process included staff, who were key users of the performance measures developed.  These practices associated with the design, construction and use of the BSC ensured continuity and order (Schatzki, 1996).  
Management control practices are coordinated through high level targets and monitoring of performance.  The study provides insights into how BSC practices became integrated with management control system.  Practice theory emphasises the role of actors in drawing upon the rules and routines of practices within the site and in the context of the BSC.  The CEO and senior managers drove BSC practices at Moli.  Our practice perspective emphasises the way in which BSC comes to be constructed through the daily activities of individuals engaging with each other and interacting with management control system of BSC.  The majority of measures were developed by employees.  Our paper made an effort to address the relationship between innovation and institutions (Burns & Scapens, 2000; Dillard et al., 2004).  
To study accounting in the context in which it operates implies examining the ways in which accounting relates to and intersects with all these different activity bundles (Jorgensen & Messner, 2010, p.203).  There have been few explicit efforts to draw upon practice theory to address how new practices such as those around the design and use of the BSC are created and enacted.  In our study, we have seen that accounting has a role to play in almost all parts of Moli’s strategising activities including formulation of business plan and shaping of BSC practices.  They are drawn upon by organisational participants for their own local or situated reasons signifying the ‘situated functionality’ (Ahrens & Chapman, 2007) of accounting in the strategising process.  While the traditional BSC framework emphasises the four perspectives of financial, customer, learning and growth and internal business, our study shows that an additional employee perspective is utilised by Moli.  Practice theory offers a useful vocabulary to illuminate these processes of strategising and the way they relate to the use of accounting information.
The analysis is limited to one case study, thus no generalisation, except to theory, can be implied.  Our findings have both theoretical and practice implications.  Different management and employees hold various interpretations of BSC; there are various translation of the BSC which sustain the multiple possibilities informing implementation processes.  The study highlights that there were tensions in BSC practices as subjective weightings were given by the heads of business units and the practice was not universally appreciated. However, disagreements were about how the practice operated and not about the practice itself.   
There are implications for practitioners as well.  The study provides practitioners with an understanding of how the BSC functions. Sandhu et al. (2008) note that the BSC does not exist as an independent and external object waiting to be implemented; rather it has to be translated locally.  Practitioners or consultants who become involved in implementations also need to be aware of cultural attributes of Fijian society in order to implement practice changes.  Lack of sensitivity to local culture may shape resistance to organisational change practices such as those involved in BSC implementation.  Future research could usefully expand on practice theory in other case studies in other settings while still exploring BSC practices.  Further micro studies of BSC as a process of strategising are important for extending our knowledge of strategic management accounting practices.
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� Used as a pseudonym


� Performance management system is defined by Neely et al., (1995, p.80) as “...the process of quantifying the efficiency and effectiveness of action...”


�Used as pseudonym.
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