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areas of the factory had samples or drawings to indicate what was and what
was not good quality.)

Lack of time and money

There appeared to be some confusion between Peter and the team leaders at
Doorways over the speed of the TQM introduction, with Peter considering that
there was a lack of time and a need for fast change, whereas team leaders
wanted to let the process take as long as it needed to. One of the team
leaders who enthusiastically embraced and implemented the changes
suggested still said: "Peter will need to go slow. It will take time to implement
changes." Another team leader complained about lack of time, saying that the
improvement meetings were too frequent, as problems could not be solved in
one week, and then in the next week's meeting more problems were suggested
so that the list kept growing.

Some of the teams had made suggestions but were unable to carry them out
because of lack of money, such as the team that needed lights above their
work benches. At the time that | was carrying out the research, they were still
waiting for cash to be available.

AMBIGUITIES FOR THE RESEARCHER

There were also ambiguities in my role as researcher, both in my
methodological stance and in my relationships with people at the research
sites.

Methodological

My stance on methodology was ambiguous at the beginning. Although |
wanted to carry out a qualitative study, | wrote the proposal from a positivist
standpoint. It took several months of reading and discussion to make the
transition from positivism to interpretivism. The ambiguity about methodology
arose in the first instance from ignorance of methodologies other than
positivism.

Later | experienced uncertainty about how to relate my findings in the field to
theory. This ambiguity is related to my struggle with methodology. There is an
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accepted way of carrying out and writing up positivist research, which | was
exposed to in earlier studies at undergraduate and masters level. However,
how to write up interpretive research is still being explored and written about.
This uncertainty about relating findings to theory was partially resolved when |
found the article by Martin & Meyerson (1988). Their suggestion of looking at
findings from varying perspectives fit well with my methodological journey from
positivism through critical theory to interpretivism, and allowed me to present
the findings from all three perspectives.

My thoughts about the "virtues and vices" of TQM were also ambiguous. At
the beginning of the research | took a very managerialist (and positivist)
viewpoint, and could see only the good things about TQM and the
"dysfunctional" behaviour of some workers. However, as the research
progressed and as | did more reading on different perspectives on TQM (such
as the Marxist and Foucauldian viewpoints reviewed in the literature chapter), |
began to see and understand resistance and ambiguity in the organisations
(especially at Doorways).

Relational

My relationship with those | was researching was also ambiguous. To begin
with | naively expected to be able to observe what was going on "like a fly on
the wall". However, | soon noticed that employees associated me with
management. | suppose that was natural, as they first saw me being shown
around by members of management: the accountant at Finefoods and the
plant manager at Whiteware and Doorways. Although | was given the freedom
to wander around the factory and talk to whoever | wished at Whiteware and
Doorways, | was often seen talking to the plant manager on the factory floor
and in the cafeteria. Also it was known that | had come to Doorways because |
knew Peter, so employees would expect that | knew him better than they did.

This association with management came up in conversation several times at
Doorways. For example, two employees separately talked at length about the
suggestions that they had made which had not been acted on, one of them
asking me not to mention what he said to anyone. The next time | talked to the
first man, he asked me what Peter thought of his ideas, as though | had gone
straight to Peter and told him everything he had said. He obviously expected
me to be a channel of communication. Even though the second man had
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asked me to keep his comments to myself, the next time | talked to him he
said: "Thanks for the little word you had with me last time. I've noticed that
communication has already improved.” | had to tell him that | had not repeated
what he had said.

Even though | did not want to be involved in causing change, | found that |
could not avoid it. For example, one employee who worked in a very untidy
area all by herself complained to me every week about how untidy her area
was, and that everyone used it as a junk room. She said she would just love to
at least have some paint on the wall. | then told her that the workers in another
area had got paint brushes and paint and done it themselves. Thus |
communicated an idea from another area that was not getting through because
of the loose coupling.

| found, of course, that | could not be present in the factory without people
noticing me. On a site visit after | had had my hair permed, two people
commented on my change of hairdo. | was also included in their ribbing of
each other. In one process improvement team meeting, two late-comers were
teased and there was a fair amount of banter between the team members
during the whole meeting. One of the girls had a banana and at one stage
someone hid it. When she came to look for it, one of the guys said, "Bev took
it." Thus they were comfortable with my being there, but were not ignoring my
presence.

There were also changes in their behaviour because | was there. For
example, while | was in one room a manager came in asking the team leader
to prepare a graph of something, comparing September with August. The
team leader said, "We don't have that information for August — we've only
started collecting it in September." The manager covered his mouth (to
pretend that | couldn't hear) and said, "Just make something up!" On another
occasion as | approached one of the workers he hurriedly rubbed yesterday's
data from the white board beside his machine, and wrote up today's date. He
said, "l saw you coming, and | thought I'd better quickly get this up because
you were going to be checking on me!"
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DISCUSSION

This chapter has contributed to the literature on TQM implementation and its
effect on accounting by providing an alternative viewpoint to that presented in
literature to date, which has been exclusively integrative or differentiating. The
three paradigms differ in their treatment of ambiguity. The integration
paradigm pretends that ambiguity does not exist, by denying it and taking no
action. The differentiation paradigm recognises the existence of ambiguity but
channels it so that only a small part of the organisation has to deal with it.

The ambiguity paradigm, on the other hand, does not view ambiguity as "some
sort of personal failure of understanding or skill* but as "a rich, if frustrating,
and inevitable part of life" (McCaskey, 1982, p. 6). Although authors such as
March & Olsen (1976) and Weick (1982, 1985) have embraced the idea that
there is inevitably ambiguity present in organisations, especially during times of
change, these authors imply that ambiguity can be resolved: "people who can
resolve it gain power" (Weick, 1985, p. 125)

Other authors, on the other hand, claim that ambiguity may be accepted
(perhaps with reluctance) (Martin & Meyerson, 1988) but is not necessarily
resolved: "patterns tend to develop, but this is by no means a unitary top-down
view of control. ... Action moves frequently from integrated to differentiated
control, sometimes without directional intentionality, and sometimes with it. ...
Tensions are thus sustained in interminable ambiguity” (Golding, 1991, p. 582).

Meyerson & Martin (1987, p. 638) use a metaphor of a web when applying the
ambiguity paradigm:

Individuals are nodes in the web, temporarily connected by shared concerns
to some but not all the surrounding nodes. When a particular issue becomes
salient, one pattern of connections becomes relevant. That pattern would
include a unique array of agreements, disagreements, pockets of ignorance,
and hypocrisy. A different issue would draw attention to a different pattern of

connections.

This could be seen in the different web of relationships in, for example, the
employment negotiations compared with the improvement team meetings at
Doorways. It was also evident on an individual level: the person who
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suggested cellular manufacturing, which was aligned with management's aims,
being anti-management in employment contract negotiations.

The presence of ambiguity in Doorways helps to explain why Peter was
unsuccessful in implementing TQM there. The loose coupling prevented
teams from learning from each other. Uncertainty, contradictions and
confusion prevented a dominant, management aligned culture from
developing. Many symbols were read differently than they were intended.
Multiple and vague goals and roles meant that organisational members were
pulling in different directions and motivated by different values. The
unexpected result of the ambiguity was a rejection of TQM and what it stood
for in people's minds.

Ambiguity also provides an explanation for the lack of accounting change at
Whiteware. There was ambiguity between the '"reality" shaped by the
accounting system and that of the TQM culture. On the one hand accounting
shapes organisational reality by:

celebrating economic rationality, confirming privileges of rank, reflecting
structures of authority and embodying our dreams of efficiency and
purposeful coherence. It makes available a common legitimized
vocabulary of economic calculations, it sequences moments of management
planning and review and it provides a common version of organizational
history (Boland, 1989, p. 598).

On the other hand TQM may focus on other ways of signifying events and
themes, and provide different structures of authority. This may be a reason
why accountants would resist change, because they might find that their place
in the authority system is being threatened. As has been mentioned before,
both the accountant and the senior accounts clerk at Whiteware resisted
substantive changes to accounting and the systems that they had developed.

Emore & Ness (1991, p. 44) suggest that "one potential explanation for the
lukewarm interest in adopting new cost accounting practices is the fear of
upsetting the systems on which companies depend for financial accounting
information. ... managers are reluctant to implement broad cost accounting
changes unless reconciliation with the general ledger can be assured." This
conflict between management accounting and financial accounting goals was
present at Whiteware. The accountant spent a large proportion of his time on
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financial accounting and taxation accounting, and his concern with accurate
inventory valuation was also financial accounting related.

One of the reported changes to accounting in JIT environments is reduced
tracking of inventory. Foster & Horngren (1988) suggest amalgamating Raw
Materials and Work in Process accounts, and only recording ("backflushing")
costs at one or two points in production. However, Calvasina et al. (1989, p.
45) warn that only backflushing costs when goods are finished may result in
the necessity for physical counting of inventory, which "contradicts one of the
basic objectives of the JIT philosophy — the elimination of wasteful nonvalue-
adding functions." This conflict was present at Whiteware: because of the
reduction in trigger points for backflushing, the non-value-adding activity of
physical counting had been instituted.

Although changes to new accounting methods, such as activity based costing,
non-value-added costs and quality costing, have been documented in firms
implementing TQM, it is disputable whether they need to be introduced. For
example, non-financial performance measures and tracking of trends can
enable the identification and reduction in non-value-adding costs without
further classification and tracing of costs. Thus there is ambiguity about the
necessity for changes to accounting.

Notwithstanding little evidence of many of the accounting changes predicted by
researchers in the integration paradigm, there were signs of the changes
suggested for ambiguous settings by Cooper et al. (1981). At Whiteware large
volumes of data were being processed in the production of the trend graphs for
each team. As the accountant seemed to be reluctant to get involved in
different systems of "accounting”, more informal systems had arisen which
were being used alongside and often instead of the formal accounting systems.
For example, many trends in performance discussed at monthly team leaders'
meetings were based on non-financial results rather than accounting
performance measures such as variances. Also, different types of reports
were being produced (with a high visual component) and they were being used
in different settings than accounting reports, such as in team leaders' meetings,
and informally by being displayed on notice boards.

Watson (1994, p. 896) describes the ambiguous situation faced by managers
trying to implement new management techniques such as TQM: they "are
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trying to exert control simultaneously on behalf of the employing organization
and over their own lives by using these ideas and actions to make sense of
their own lives and their place in the scheme of things". Managers such as
Peter need to be successful in implementing TQM, as their success defines
their role of manager. For example, Peter was employed by both Whiteware
and Doorways because of his reputation for successfully implementing TQM in
other organisations. Therefore, he had personal reasons for wanting TQM to
be successful in these firms as well as the stated aims of allowing employee
empowerment, providing better work conditions for employees, and other
claims of TQM gurus. Thus there was ambiguity over his goals as the change
agent.

CONCLUSION

Researchers taking the integrative view of organisations are looking for
regularities and support for theoretical positions. Those using the
differentiation view, as well as looking for conflict and lack of consensus, are
"interested in changing organizational practices either to improve efficiency or
out of an interest in emancipation" (Lawrence & Phillips, 1998, p. 158).

Researchers from the ambiguity paradigm, on the other hand, do "not seek to
change the social world, but rather to reveal the mechanisms that support the
system of social relations in place at a particular point in time" (Lawrence &
Phillips, 1998, p. 156). This paradigm and this chapter seek to uncover "the
unintended, self-defeating consequences of striving to impose purpose and
design upon inescapably indeterminate processes of organization" (Willmott,
1992, p. 58). The chapter has described and tried to provide understanding,
but does not attempt "to say why one particular social arrangement is better
than any other.... we are left to analyze the play of texts that constitute and
reconstitute social relations with our only goal being the sheer pleasure of the
text" (Lawrence & Phillips, 1998, p. 157).
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INTRODUCTION

Martin & Meyerson’s (1988) model has been useful in the analysis of the
evidence collected at the three sites in this research. However, there were
some problems and limitations in applying the model, which are explored in the
next section. There were also some limitations on the analysis because of the
limited time spent at Finefoods, and because the research at Whiteware and
Doorways terminated on Peter's leaving each firm. The effect of these
limitations is covered in the following section. However some conclusions can
still be drawn from the research carried out, which are summarised at the end
of this chapter.

LIMITATIONS OF MARTIN AND MEYERSON'S MODEL

There are a number of limitations to applying Martin & Meyerson's (1988)
framework. Martin & Meyerson outline several uses of their three-paradigm
model. Of these, the suggestion that a researcher use all three perspectives
simultaneously is the most problematic. The prescriptions and problems are
explored in the next subsection.

There are also problems in discriminating between the differentiation and the
ambiguity paradigms. These problems and answers to them are detailed
below.

Finally, Martin & Meyerson’s (1988) suggestion of depicting research findings
on a matrix was found to be too difficult to operationalise and too confusing for
the reader.

Using three paradigms with the same data

It could be said that Martin & Meyerson's (1988) integration, differentiation and
ambiguity paradigms are equivalent to, for example, Chua's (1986a)
mainstream, critical and interpretive paradigms respectively. Although Martin
& Meyerson (1988, p. 94) do not refer in detail to methodology or method, they
do acknowledge that traditionally researchers from different paradigms are
unable to "appreciate the insights of those who view culture through other
paradigms. ... One culture researcher's assumptions are, to a researcher from
another paradigm, evidence of epistemological naivete, methodological
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sloppiness, or inexcusable political bias." However, they challenge
researchers to use each of the three paradigms, "each ... in turn, again and
again, in order to ... captur|e] a full view of all three aspects of any one cultural
context" (p. 122). While they acknowledge that "it is not easy to adopt a
multiple-paradigm viewpoint" (p. 122), they give several ways in which their
three paradigms could be used by researchers.

A different paradigm could be chosen, depending on the organisational context
that is being researched. For example, the integration paradigm may be most
suited to "entrepreneurial organizations" or "worker democracies" (p. 121),
where common vision, purpose or ideology can be expected. The
differentiation paradigm may be more applicable in "a multinational firm, a
conglomerate, or a corporation with a multidivisional structure" or in "steeply
hierarchical organizations ... with a clear, and perhaps embittered, split
between labor and management"” (p. 121). The ambiguity paradigm "may be
particularly salient in a rapidly growing company in the innovative 'high-
technology' industry" or "during traumatic changes such as a merger or an
unexpected financial crisis" (p. 120).

Alternatively, different researchers may have paradigmatic preferences. For
example, "top executives and some organizational behavior teachers and
consultants" might prefer the integration paradigm, because it emphasises
"harmony, unity, and leader-centeredness" (p. 121). "Middle managers and
research scientists might be more drawn to the ambiguity paradigm" (p. 121),
as they experience ambiguity themselves in their work, whereas "labor activists
and researchers with Marxist leanings” (p. 121) would prefer the differentiation
paradigm, as it acknowledges conflict between subcultures.

These two suggestions for using the model do not require one researcher to
use all three paradigms.

Another usage of the three paradigms is for the analysis of previous research
in a field. (This was carried out in chapter 3, with the literature on TQM and
accounting being separated according to the perspective of the authors.)
Martin & Meyerson (1988) propose depicting the findings of research in a
matrix with three major columns: practices, artifacts and content themes. By
looking down the content themes column, and across the rows, comparing
content themes with each other and comparing practices and- artifacts with
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content themes, one can see whether a particular piece of research
emphasises consensus (integration), conflict (differentiation), or lack of clarity
(ambiguity). Thus one can see whether the extant research on a particular
issue is biased towards one point of view, and design a new piece of research
that redresses any imbalance.

Finally, one researcher can attempt to view the same research evidence
through the lens of each paradigm in turn. This is what | have attempted to do
in this research. This approach was useful to me as a researcher, because |
was travelling away from an integration perspective methodologically. The
integration chapter was substantially written near the beginning of my
research, when my perspective on research was essentially positivist. The
ambiguity chapter was written very recently, when | had “arrived” at my present
methodological position, as an interpretivist. | therefore had no trouble in
seeing symbols of ambiguity.

Seeing things from the differentiation perspective, however, was difficult for
me. At the beginning of my research, | read a number of articles that were
critical of TQM. At that time | dismissed them as “extreme”. Since then, | have
re-read them and many more articles from a Marxist or Foucauldian
perspective (see, for example, those referred to in the literature chapter).
Although | have some sympathy for the viewpoint they present, | found it nearly
impossible to see TQM as a power-struggle, exploitation of labour, a system of
surveillance, a means of repression, and other critical stances taken in that
literature. Therefore, in writing the chapter on differentiation, | could “see” sub-
cultures, conflict and lack of consensus, but found it very difficult to “see” the
organisations from the more extreme viewpoints, such as Marxism.

Martin & Meyerson (1988, p. 93) define a cultural paradigm as "a subjective
point of view that determines what a person perceives, conceives, and enacts
as culture." When | was near the beginning of my research (for example, while
| was researching at Finefoods), | was only “seeing” regularities and
consensus, so the evidence collected could only be used for the integration
perspective. It was only because | was changing methodologically that | began
to “see” conflict and lack of consensus, and ambiguity.

Therefore | conclude that, for a researcher who is not on a journey from one
paradigmatic position to another, carrying out Martin & Meyerson’s (1988)
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suggestion of using all three paradigms to look at the same evidence is very
difficult if not impossible to do.

Demarcation between paradigms

There appear to be overlaps between the differentiation and ambiguity
paradigms — both see conflict, lack of consensus, subcultural interest, loose-
coupling, etc. Munro (1995, p. 456) states that "ambiguity is not necessarily
negative", yet he shows how in one organisation ambiguity was used by
management "to ensure domination”, which is a differentiation perspective.
That is, there seems to be some ambiguity about what constitutes ambiguity!

There is also some overlap between the integration and the ambiguity
perspective, as ambiguity arises because "individuals share some viewpoints,
disagree about some, and are ignorant of or indifferent to others” (Martin &
Meyerson, 1988, p. 117).

However, the paradigms differ in the way in which they deal with the ambiguity
and confusion that results from this lack of clarity: the integration paradigm
ignores ambiguity; the differentiation paradigm wants to do something with
ambiguity — channel it, or effect change; whereas the ambiguity paradigm
proposes living with the ambiguity. Reactions to ambiguity range from "action
paralysis" (Martin & Meyerson, 1988, p. 118), unintended action, meaningless
action and reluctant action through to acceptance of ambiguity resulting in
experimentation and innovation.

The overlap between the paradigms is an essential cause of the ambiguity in
the ambiguity paradigm. One of the weaknesses of methodological
classifications, such as those of Burrell & Morgan (1979), Chua (1986a) and
Laughlin (1995) (see chapter 2), is the mutual exclusivity of each paradigm.
Therefore the overlap between the paradigms can also be seen as not a
limitation or weakness in Martin & Meyerson's (1988) definitions of the three
paradigms, but a recognition that the study of human society cannot be boxed
so neatly into exclusive categories.

Matrix representation

As mentioned above, Martin & Meyerson (1988) propose depicting research
findings in a matrix. Content themes are listed in the first column. Practices
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and artifacts that illustrate the content themes are recorded in the rows of the
matrices.

The integration paradigm matrix will show consistency. Action and symbolic
consistency will be evident on examination of the rows of the matrix; that is,
practices and artifacts will be consistent with each other and with the content
themes. For content consistency, the content themes, in the left hand column,
must be consistent with each other. "Consensus implies that a single matrix
can represent what is known about a culture" (Martin & Meyerson, 1988, p.
104).

The matrix will represent the differentiation paradigm if there are
inconsistencies. "Action and symbolic inconsistencies appear across rows,
and content inconsistencies appear vertically within the left-hand column of the
matrix. Lack of consensus can be represented in one matrix or, in more detail,
by constructing multiple matrices where each matrix represents a separate
subculture" (Martin & Meyerson, 1988, p. 110).

It is difficult to use the matrix representation for the ambiguity paradigm,
however, as "distinguishing consistency and inconsistency is not possible
within this paradigm" (Martin & Meyerson, 1988, p. 115). Therefore it is
problematic to carry out Martin & Meyerson's (1988) suggestion of using the
matrix representation as a way of identifying the perspective that a researcher
has used; the matrices only identify integration or differentiation paradigms.

| attempted to use the matrix representation to summarise the findings of the
integration and differentiation paradigms in this research. The content themes
were the attributes of TQM and the expected changes to management
accounting systems. However, it was hard to differentiate between practices
and artifacts. The matrices produced (see the appendix to this chapter) were
hard to read because of the amount of detail in them. It was felt that the
written explanations of the consensus or lack of consensus in the body of each
chapter was sufficient without the reader having to try to read the detail in the
matrices and decide why each item was classified as a content theme, a
practice or an artifact. Also the usage of matrices for "data" representation is a
restrictive and positivist approach to research, whereas this research intended
to provide a narrative, interpretive view of the findings.
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LIMITATIONS OF THIS RESEARCH

Any research in organisations is of necessity constrained by the amount of
time and level of access that the firm allows to the researcher. Buchanan et al.
(1988, p. 54) list some problems that typically arise: "the members of
organizations block access to information, constrain the time allowed for
interviews, lose your questionnaires, go on holiday, and join other
organizations in the middle of your unfinished study". Similar problems limited
this research: Finefoods' accountant felt that the organisation was being over-
researched, which made me decide to discontinue research there; and the
change agent at Whiteware and Doorways, Peter, left both organisations.

Limited time at Finefoods

| am grateful to the accountant at Finefoods for allowing me to interview him at
length and for arranging access to meetings, even though he stated -before |
began that he felt that researchers were keeping them from their work.
Although the limited time | spent at Finefoods meant | did not have enough
contact with the workers to gather evidence from any but the integration
perspective, what | did find was still of benefit theoretically. Whiteware was the
first firm in which | commenced research. Although it was, in the words of my
colleague, "a textbook case of TQM", | observed lack of change to the
accounting systems and resistance to change from the accountant. Finefoods,
on the other hand, provided a contrasting example, in that they had a
completely new accounting system which worked together with the TQM
application.

Losing the "gatekeeper"” at Whiteware and Doorways

Peter was the "gatekeeper" (Buchanan et al., 1988) who gave me permission
to start research at Whiteware and who invited me to come to Doorways. | am
grateful to Peter for his friendliness and openness, and for making it possible
for me to have access to nearly all meetings and to talk with and observe
anywhere in both sites. He was also interested in what | was finding, looking
on my research as a way for himself to learn, too, and to improve his own
applications of TQM. Because he was the gatekeeper, once he had left each
organisation | had to discontinue research there. However, | had finished my
research at Whiteware by the time he left there, and, because his leaving
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signalled the failure of the TQM implementation, there was no reason for me to
continue research at Doorways.

CONCLUSIONS

This thesis has contributed to the literature on TQM and accounting in a TQM
environment by viewing the evidence collected at the three research sites from
three different perspectives: integration, differentiation and ambiguity. The
relationships between these perspectives are depicted in Fig. 8.1.

Integration perspective
Thesis

Ambiguity perspective
Synthesis

Differentiation perspective
Antithesis

Figure 8.1: Three perspectives on research
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The integration paradigm is a "top down" perspective: looking from a
managerial point of view, it seeks support for the thesis that TQM involves a
focus on customers, continuous improvement of products and processes,
employee involvement and management commitment. This paradigm has
underlying assumptions of harmony of interests, consensus as to goals, and a
unitary culture.

A TQM endeavour would be judged "successful" if managerial aims have been
met, that is, if quality has been improved through incorporating the above
elements of TQM. Because a unitary culture is assumed, any signs of conflict
would be interpreted as "dysfunctional" and contrary to TQM. Thus attempts
would be made to eliminate conflict. The inevitable existence of ambiguity is
ignored or denied.

The expected changes to accounting in an organisation that has changed to
TQM include: non-financial performance measures, simplification and
reduction of paperwork and inventory tracking, improvement and simplification
of reporting, and alternative methods of allocating and classifying costs. Most
of the literature about accounting change in TQM environments has used this
perspective.

The differentiation paradigm is the antithesis of the integration paradigm,
looking at organisations from labour's point of view. Using this perspective,
conflict with and lack of consensus about the above expected characteristics of
TQM and accounting are seen. This paradigm assumes conflict of interest
between labour and management, and between sub-cultures and the main
culture. From a critical viewpoint, TQM is seen as exploiting the work force.

Because TQM characteristics are seen as ways of increasing profit at the
expense of labour, from the differentiation point of view no TQM initiative would
be called "successful', unless it were truly emancipatory, including, for
example, some form of profit snaring. From the differentiation perspective,
conflict is highlighted in an attempt to effect change, and changes that do occur
are not always the changes that management expect when they introduce a
change initiative such as TQM.

There are a few accounting studies using labour's perspective on accounting in
TQM settings. If labour perceives accounting as a means of management
surveillance and subordination, they may resist and undermine accounting
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changes (Ezzamel et al., 1998). Alternatively, as found in this research and
also in Jazayeri & Hopper (1999), accountants themselves may decide against
making changes and getting involved themselves in the TQM philosophy.

The ambiguity paradigm is a synthesis of the other two paradigms: it looks at
organisations from both management's and labour's perspectives. The
simultaneous existence of both consensus and lack of consensus, of regulation
and conflict, of clarity and lack of clarity result in ambiguity.

This paradigm accepts that ambiguity is always present. As different people
react differently to the presence of ambiguity, the ambiguity perspective
explains why some organisations successfully implement TQM (that is,
develop the characteristics of TQM), while others do not. The presence of
ambiguity explains why sometimes management achieve their objectives, while
in other cases outcomes are not always as intended. The ambiguity
perspective also explains why accounting systems change in some TQM
environments but not in others, and why some people support organisational
change while others resist it.

Research from the ambiguity perspective does not attempt to eliminate conflict,
nor is it trying to effect change. Rather it highlights the inevitable and continual
presence of ambiguity as interesting in its own right. By showing the
unpredictability of reactions to ambiguity, this paradigm provides a good
explanation for unexpected results.

The analysis of the research findings from the ambiguity perspective is the
principal contribution of this thesis, as this approach has not been used in TQM
settings before.
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APPENDIX
Content themes Practices Artifacts
Need for change
Loss making New owners "Make changes or face
closure”
Change artifacts to effect Education Courses on new management

cultural change

No hierarchy

philosophy
"work centre management"
Meetings in board room

Leader essential to change

"[he] was going to make it
happen"

Customer focus
Quality
Customer complaints

Internal customer
awareness

Quality processes
Tightening of specifications

Rejection or charge for
substandard product from
previous work centre

Continuous improvement
Improvement projects

Positive variances

Labour cost reduction

Monthly improvement
suggestions

Budget allowance for
improvements

Continuous updating of
standards

Less engineering staff

Paddle elevator

"once you ... look at why it's
positive, you can ... make that
step down improvement"

Employee involvement

Measure processes

Work centre members and
managers make suggestions

Communication between and
within all levels

Training
Rewards

Collecting and acting on
measures

Daily, weekly and monthly
meetings

Noticeboards

Literacy & numeracy training

Personalised pens
Improvement award
ceremony

Commitment of senior
management

Authority devolved to work
centre managers

Work centre managers treat
work centre as their own
business

Management provide
resources, motivation and
support

Table 8.1: Integration paradigm:

TQM implementation — Finefoods Ltd
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Content themes Practices Artifacts

Need for change

Loss making New owners "TQM the only way to survive"
Change artifacts to effect | Education Courses on new management

cultural change

No hierarchy

Kanban

philosophy

Plant manager "walking
around" in factory

Factory workers in board
room

Colours for each department

Jargon: "supermarket", "
kanban tree" etc.

Role of the leader

Essential to survival

"The firm wouldn't be here
now if it weren't for [him]"

Customer focus
Quality

Customer complaints

Internal customer
awareness

Quality audit

ISO 9001

Monitoring of reduction in
warranty claims

Operator inspection at regular
intervals

Fast ISO 9001 registration

Continuous improvement
Improvement projects

Waste reduction

Process improvement teams
Reduction of non-value-
adding activities

Multiskilling

Kanban

Reduced idle time

Reduced set-up times,
inventory levels and waste of
materials

Employee involvement

Select, modify, delete,
measure and report key
performance indicators

Team members and leaders
make improvement
suggestions

Communication between and
within all levels

Training

Rewards

Collecting and acting on
measures

Daily, weekly and monthly
meetings

Roving reporter
Noticeboards

Multiskilling

Conferences & site visits
Reading management books

Breakfasts, BBQs, picnics,
rugby games
Higher wages

Commitment of senior
management

Decision-making devolved to
team leaders

Table 8.2: Integration paradigm:

TQM implementation — Whiteware Ltd
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Content themes Practices Artifacts
Change artifacts to effect Education Site visit to Whiteware

cultural change

No hierarchy
Kanban

Courses on new management
philosophy

Plant manager in cafeteria
Coloured pegs

Continuous improvement
Improvement projects

Process improvement teams

Waste reduction Multi-skilling
Employee involvement Communication between Daily, weekly and monthly
levels meetings
Notices
Staff newsletter
Training Reading management books
Business periodicals available
Humour and analogies
Rewards BBQ

Table 8.3: Integration paradigm:

TQM implementation — Doorways Ltd
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Content themes

Practices

Artifacts

Operational, non-financial
information

Operational performance
measurement

Operator involvement

Work centres choose
measures and measure
operational performance
Statistical sampling

Problem solving by
operators

"they have got quite
sophisticated in their use of SPC
techniques ... They utilise that
information for making
improvements on the line "

Simplification of paperwork

and tracking
Simplified accounting for
work-in-process

Automation of accounting

Computerised transfer
costing

New custom-designed

"costing and inventory
information is more reliable"

"the management change

management accounting demanded that the accounting
system system change to suit it"
Improved and simplified Visual display Drawings, graphs

reporting

Physical measures as well as
financial

Costing changes
Reduced reliance on
variance analysis for
control

Changed bases for
allocation of overhead

Non-value-adding costs

Focus on trends
Continual updating of
standards as make
improvements

Activity based costing

Financial and non-financial
measures

"a positive variance or a
negative variance.... It's not
that one's good and one's bad"

Changed role for
management accountant

Scorekeeper to coach

Part of team

Training work centre
managers in financial terms
and budgeting

Administration is a service
department

"give the people who are doing
the job the tools they need"

"The other work centres are our
customers"

Table 8.4: Integration paradigm:
Management accounting changes — Finefoods Ltd
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Content themes Practices Artifacts

Operational, non-financial

information

Operational performance Team leaders choose and | "KPI's"

measurement

Operator involvement

record key performance
indicators

Operators responsible for
own scrap

"heaps more work but my job"

"previously 'piles of scrap

Simplification of paperwork

and tracking
Reduced paperwork

Simplified accounting for
work-in-process

Alternative labour recording

Improved accuracy of
necessary paperwork

Kanbans instead of paper-
based ordering and
production planning

Less points at which
inventory recorded

Absenteeism recorded
New forms

"kanban is 'a lot better and
easier' "

Improved and simplified
reporting

Visual display

Definitions, drawings,
production-related data,
improvements, multiskilling,
performance graphs, etc.

Costing changes

Reduced reliance on
standard costing and
variances for control

Non-value-adding costs

Focus on trends

Non-value-adding activities
recorded non-financially

Changed role for
management accountant

Scorekeeper to coach

Part of a team

Operators recording and
reporting measures
Team leaders make
decisions

"so team leaders 'own'
problems"

now team leaders "take a lot of
the responsibility"

Table 8.5: Integration paradigm:
Management accounting changes — Whiteware Ltd

Content themes

Practices

Artifacts

Changed role for
management accountant

Scorekeeper to coach

Training team leaders to
prepare non-financial
reports

Table 8.6: Integration paradigm:
Management accounting changes — Doorways Ltd
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Content themes

Practices

Artifacts

Changes in artifacts to
effect cultural change

No hierarchy

Increasing levels of
management (actual and
perceived)

Role of the leader

Leader dictatorial and impatient

Non-unitary culture

Negative subcultures

Non-attendance at meetings
Slowness or refusal to change
Misuse of kanban system

Continuous improvement

Improvement projects Improvement teams Suggestions from leaders rather
than members
Forget meetings

Employee involvement Multiskilling Lack of interest in involvement

Table 8.7: Differentiation paradigm:
TQM implementation — Whiteware Ltd
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Content themes

Practices

Artifacts

Lack of cultural change

Loose coupling

No need for change

No effect of teams that
change on other teams

Same owners

Aim: increase production

Changes in artifacts to
effect cultural change

Perceived hierarchy
Kanban

"Management", "them" and "us"

No consultation over trigger and
batch amounts

Role of the leader

Leader impatient

Non-leader-centred subcultures
exist

Non-unitary culture

Positive subcultures
Orthogonal subcultures

Negative subcultures

Carrying out of suggestions
immediately

Ethnic groups not influencing
change

Apathy

Refusal to change recording
methods

Sabotage of PIT meetings
Acrimonious employment
contract negotiations

Continuous improvement

Improvement teams set up

Forget meetings

Arbitrary assignment to teams
Inappropriate meeting venues
Lack of commitment
Scepticism about effectiveness
Dictatorial leaders

Employee involvement

Communication

Multiskilling

Employees' suggestions not
sought/ignored

Too busy to train

Lack of commitment of
senior management

Only partial devolution of
decision-making to plant
manager and team leaders

Blame and control
Secretiveness
Anti-management feeling

Table 8.8: Differentiation paradigm:
TQM implementation — Doorways Ltd
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Content themes

Practices

Artifacts

Simplification of paperwork
and tracking

Accounting not simplified

Accounting for work-in-
process

Additional paperwork

Physical counting of inventory
Multiple back-flushes

Supplementation, not
simplification, of reporting

Visual display

Still printing traditional reports

No costing changes

Standard costing used

Standards not revised for 10
years

Unchanged role for
management accountants

Accountant resistant to
change

Perceived as inflexible

Retained control

Proprietary interest in status quo
Reluctance to tackle long-term
projects

Busyness with financial
accounting and routines

Table 8.9: Differentiation paradigm:
Management accounting changes — Whiteware Ltd

Content themes

Practices

Artifacts

Improved and simplified
reporting

Visual display

Many whiteboards not being
used

Table 8.10: Differentiation paradigm:
Management accounting changes — Doorways Ltd

T There is only one entry in this table for two reasons.

Firstly, the change to TQM was so recent at

Doorways that there had not been much chance for accounting systems to change. Secondly, the
accountant at Doorways was willing to change, and made some changes that were congruent with the

change to TQM (see Table 8.6).
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