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The Network Effects of Core Valueson Management Controls

Abstract:

Simons’ (1995b) levers of control have become ofhdhe most prominently utilized management control
system frameworks in the accounting literaturethia paper we focus on core values, which guideraativate
an organization, an area of the framework not erathin the accounting literature. Specifically wamine
the process through which a new core value develdjesalso show how this process is influenced iy aots
upon the other levers of control. We highlight hthis process initially involves few actors, litt®@mplexity
and creates a descriptive definition for the calei®. This descriptive definition prompts more asto become
involved resulting in greater complexity. The prdnfigr these actors to become involved is their gleand
discovery activities aimed at understanding thectiral relevance of the new core value. The proc#ss
developing the core value and the search for palctelevance necessitates the creation and tranafon of
other management controls. These management comralrn change the core value and other actattsnwi
the process. The process of search and discovesdes belief control through embedding elementshef
core value in the management controls that weratedeor transformed. While the core value may bpldced
its effects on other controls remain in place tehewing how and why controls embody both technicad
social elements.

Key Words— management control systems; levers of contork walues; actor-network theory
JEL descriptors— D83, M14, M41



1. Introduction
The aim of this paper is to investigate core vaked how they influence and are influenced by otlvertrols
within the management control systems (MCS) of oizgions. Specifically, we utilize Simons’ (1995b)
Levers of Control (LOC) framework to examine thevelepment of a core value and in doing so provide n
insight into the operation of what is labeled aldbesystems. Previous accounting research (formgte see
Mundy 2010; Widener 2007) has only to a limitedegktexamined this area of the LOC and purely from a
technical perspective. While belief systems anddheesponding core values may be expressed imitedh
terms in mission and vision statements, their psepis clearly related to social control. In thisearch we
contribute to the extant literature through exangnihe development of a core value and in doingrswiding
new insight in relation to how social and techniel@ments of control interact. Thus, in this inigesion,
through taking a process view of how a core vatugeiveloped, we are able to examine a neglectecptre
LOC framework, core values, and how they interaith wther controls. Specifically, we highlight thiais the
need by actors to understand what actions arerestjtd realize these core values in practice thampts the
search and discovery activities that have beernbestio them. Further, we illustrate how during finecess of
developing the core value other management cordrelsreated and transformed. These managemembisont
in turn change the core value and other actorsimwithe process. Further we note that even with the
disappearance of the original core value the hkelibey were translating may remain embedded in the
organization through the management controls ttexewereated or transformed. Thus we highlight hod a
why management and accounting controls have elen@nsocial as well as technical control, as argoged
Chua and Mahama (2007). The combination of soaial #chnical aspects within any given management
control highlights how, through belief control, atgy is enacted in the daily routines of all actaithin an
organization. In order to gather our data and pl®these insights we conducted an in-depth quaétdield
study.

A number of factors have motivated this researche Tirst motivation is that within the LOC
framework, core values are modeled as social clsnitnat it is not clear how they influence technicahtrols.
Chua and Mahama (2007, 54) in particular criticue tOC framework for the separation of beliefs frtma

other types of controls as follows:

“Simons’ 1995[b] categorization of control systedistinguishes corporate creeds

and cultural norms (belief systems) from budgetang variance analysis systems



(diagnostic systems). In this characterization, oaoting is often seen as a
“technical” control tool while cultural codes arftem cited as an example of “social
control”. That is, the latter is seen as exercigiogtrol via social norms and beliefs
while the former is seen as exercising control ‘abjective” knowledge. ANT

[Actor-Network Theory] suggests that this dualitgncbe potentially misleading
because it implies that technical control mechasisto not embody beliefs and
values and therefore do not enact social contrall¢@ 1991; Law 1992). Attempts
to see accounting as only a technical tool may wies¢the manner in which it

operates in perpetuating or transforming particstaial norms.”

Thus they note that in the LOC framework beliefteyss and the core values therein, is often seen as
social type of control whereas the other LOC, amtenspecifically accounting, is seen as a techriqad of
control. However in practice core values are oftiefined in descriptive terms and therefore the tes
remains as to how the corresponding beliefs geteelad within other types of management controle Th
comments of Chua and Mahama (2007), as noted abodethe aim to examine the process of the devedapm
of a core value and how it interacts with the oth®C guide our selection of ANT as the lens throudtich
we analyze the data we collect from our case study.

The second motivation relates to Simons LOC hatiegn increasingly used as a focus for research
within the accounting literature as well as withive broader academic literatbrend yet many ambiguities
surround this framework (Tessier and Otley 2012)sbroad use of the LOC framework, at least irt,pzan
be attributed to its ability to acknowledge the ortance of an organizations belief systems (Coli@d5).
However, this is perhaps the least understoodqidtte framework. As Simon’s (1995b, 34) notes ¢hbslief
systems primarily consist of the core values thatcaitical to the enactment of strategy in theamigation. Yet
Collier (2005) highlights that accounting reseaticht utilizes the LOC typically does not focus annsake
mention of belief systems. Since Collier (2005)eabthis, however, LOC based accounting research has
increasingly begun to focus more holistically andude belief systems (see for example Mundy 20{idener
2007). Mundy (2010, 516) specifically notes “[...pthmportance of using the framework in its entirigtyrder
to gain a comprehensive understanding of the mterbetween managers and MCS in their attemptsite g

direct, and control organizational activities.” Wever both Simons (1995b, 2000) and the more reesegrch



of Mundy (2010) and Widener (2007) focus on bedigftems that are already in place within an orgsiua.
Little is known about the process through whichecealues develop or the role that the other LO piathis
process.

The third motivation comes from the potential intpoce that belief systems play in regards to the
way they can affect the actions of actors withinoaganization. For example, in relation to scandaish as
Enron and WorldCom, evidence (for example see CalmanWei 2006; Rosner 2003) suggests that thefbelie
systems of an organization may result in less thesirable behavior within and beyond the boundasfesn
organization. A further example is that of susthiliy, which is arguably one of the greatest chafies facing
society and organizations (Gray 2010; WackernagdlRees 1996), with the beliefs around this issukthe
core values put in place by organizations beingcetiin influencing the responses seen to thisi€iiBall and
Milne 2005; Milne 1996). It would thus seem thaé tore values of an organization are importaheiping to
construct an equitable and just world. Hence, gairfurther understanding around how and why these ¢
values influence organizational activity has manteptial benefits.

The final motivation is in relation to how strateigyportrayed in the LOC framework as the domain of
senior managers with core values being a key sigmamployees as to what is of strategic importance
However, little is known of how a core value expsremployees’ attention and in doing so identify new

strategic opportunities. With regard to this Nixamd Burns (2005, 264) note that:

“One point that appears to emerge from the empireality [...] is that either the

management control literature has over-emphashksednfluence of diagnostic and
interactive controls relative to informal, sociantrols (the belief and boundary
systems of Simons (1995b) framework), or the sowaitrols are becoming more

important in the 21st century.”

Further Chua (2007) questions where strategy resiiéhin an organization. Specifically if
management controls and MCS are utilized to implenaand develop strategy then it is unclear as to wh
enacts it and what the role of core values isiméhactment. As Tessier and Otley (2012, 182), rast®ngoing

limitation of the LOC is that “[...] employees acensidered to be passive actors (see Gray (1990hus

! Tessier and Otley (2012, p171) note that a seafr@oogle Scholar in 2011 resulted in almost 7%aticins of
the Simons framework.



through examining core values and their developmemtaim to provide some additional insight intosthi
ambiguity.

With these motivations in mind this paper seekarswer a series of questions that aim to clarifgeso
of the ambiguities that surround core values, githesir relative importance within MCS. These inadudiow
are core values within an organization developedW khis process is influenced by and act’s uporemoth
management controls and actors? What role coreesghlay in enacting strategy and does this prowide
understanding of who enacts it? Finally, given twmments of Chua and Mahama (2007), does the
investigation into core values provide new undewditag of the relationship between social and tesdini
controls?

Through providing insight into these questions, miein contribution of this paper is to provide new
understandings of an important area of managenwmnttai, core values, of which currently there isited
knowledge. In doing so this research contributeaddressing the concerns of Ahrens and Chapmarv (3)0

that:

“[...] contemporary discussions of management confeofj. Kaplan and Norton
1996; Simons 1995b) frequently seek to addressegitaconcerns. They do not,
however, tend to elaborate on the specific acisithrough which their exhortations

might be taken up.”

The use of ANT allows us to gain a new understamdirhow core values are formed. The first part of
the process establishes what the core value is.td ltat is, a descriptive understanding. For exampé may
each personally have a core value that statesweatvish to be good people’. However this alone sloet
provide us much meaning around what must be dobe togood person let alone what a good persaieisce
a second part to the process is needed to estafdfiah must be done to achieve the core value. Bhats
Ahrens & Chapman (2007, 21) state “[...] we can seeway in which the precise nature of objectiveq [...
arises from daily activity as much as daily acyivis shaped by those objectives.” Thus in relatiorour
example the second process provides to us meabng what a good person is and what must be doosder
to be one. Through tracing the associations tham fas actors are enrolled into and defect fromritevorks
under construction, ANT provides the means for stigating and understanding the process of deveippi

core value within the case organization and theeslressing our research questions.



The remainder of the paper is organized as folldwsection two we provide a brief overview of the
LOC and the developing accounting literature thaizas them. We then in section three provide wereiew
of ANT and explore its usefulness in investigatihg process of developing a core value. As Justasdn
Mouritsen (2011) note there are potentially marffedent understandings of ANT. Therefore in thistgm we
outline the general understanding that we draw wmell as outlining specific concepts from ANHhitlare
brought to bear in our analysis. This is followed dn overview of our case site organization aneéassh
method, in section four. In section five we trabe fprocess of developing a core value at our cidee s

organization and then draw out implications in isgcsix before concluding in section seven.

2. Simon Leversof Control

Simons LOC framework has seen wide use within teanting literature (see for example Bisbe anayDtl
2004; Kober et al. 2007; Mundy 2010; Widener 2007 providing a brief overview we first note thaetLOC
consists of four interdependent systems that pfayhe inherent tensions within organizations tgplement
strategy. The first of these, which this paper prifg, but not exclusively, concentrates on, are belief
systems. Simons (1995b, 34) defines belief systaesny...] the explicit set of organizational defioitis that
senior managers communicate formally and reinfaygstematically to provide basic values, purposel an
direction for the organization”. Mundy (2010, 501)tes that “[...] these definitions are stated indakovalue-
laden terms, because the purpose of a belief syistéminspire organizational search and discoweitiout
prescribing the precise nature of the activitiess”outlined above, belief systems primarily consisthe core
values of the organization. Thus we can view the a@lues that make up the belief systems as égjyahs

"

“perspective™ designed for “obtaining commitmeiat the grand purpose” (Simons 1995b, 159). Thatis a
organizations’ core values provide positive direetior employees to search out opportunities fqgrlémenting
strategy.

The second LOC are boundary systems, which outlieeareas in which the organization plans to
operate or as Simons (1995b, 39) states “[...] datmehe acceptable domain of activity for orgamiwel
participants.” Boundary systems are seen as aimegaintrol in that they are designed to focusrditbe, which
has been expanded through belief systems, onlgtiona that enable the organization to implemeatdésired

strategy. Thus we can understand boundary systemStategy as “position” designed for “staking out

territory” (Simons 1995b, 159).



The third lever are the diagnostic control systémas supply information and feedback to management
on the efficiency and effectiveness of the operatand are “[...] designed to ensure predictable goal
achievement” (Simons 1995b, 59). Diagnostic cdrdystems are designed to assist in the implementaf
intended strategy (Mintzberg 1978). Thus we carewstdnd diagnostic control systems as “stratedplas™
designed for “getting the job done” (Simons 199B49).

The final lever are the interactive control systehwt aid learning and dialogue particularly inaed
to strategic uncertainty and “[...] are formal infation systems managers use to involve themselggsarty
and personally in the decision activities of sulimates” (Simons 1995b, 95). Interactive controltsys are
designed to identify and assist in the implemeotatif emergent strategy (Mintzberg 1978). Thusradtve

control systems can be understood as “strategpattetns in action™ designed for “positioning fimmorrow”
(Simons 1995b, 159). The four LOC are depictedignreé 1 below, which is based on figure 7.3 in Sis0

(1995b, 159):

Insert Figure1l Here

It should be noted that in Simons (1995b, 159)inailgfigure 7.3, and as reflected in figure 1 ahove
the interdependent nature of the four LOC is rééldén the title of the figure being “A Dynamic Ré&bnship”.
This acknowledges the ongoing interplay betweenvéimus types of control and the influence theyehapon
each other. Yet, surprisingly, this understandmgoat fully reflected in the literature itself apdrhaps is the
source of some of the critique the LOC framework heceived (see for example Collier 2005; Tessier a
Otley 2012).

This gap of understanding can be seen even in tir&gswof Simons. Looking at his earlier works
(Simons 1987, 1990, 1991) we can understand teasttength and development of the LOC frameworknste
from being the first studies to provide empiricaldence of a relationship, only previously refertedon a
theoretical level by the likes of Otley (1980) abdrmer (1977), between accounting control systémsiness
strategy and firm performance. Within these worlks sge the first vague reference to core valuestytin
relation to understanding how controls are usedraatively. That is Simons’ (1991, 50) notes thglop
managers focus their attention on strategic uniceiga that could derail their vision for their tmé and use
selected systems interactively to focus the attaenif the entire organization on these uncertaritieurther, he

acknowledges that the control selected to be usaghdstically may change as “[a] new top managay m



bring a new vision to the organization” (Simons 1961). Thus in his early works, Simons’ (1987, @.99991)
interests are primarily with the relationship betweaccounting controls and strategy, with only pass
reference to other types of control, with no untdarding of how they all interact in a dynamic rielaship.

The full versions of the LOC, which include refece to belief and boundary systems, are presented i
Simons (1994, 1995a) before a more in-depth verisid®imons (1995b) and subsequent refinement iro8m
(2000). Specifically, in regards to the focus aéthaper, we see in this book that he continuesfine the LOC

framework the most in-depth explanation of coraigalas follows:

“To ensure that employees engage in the right pfeetivities, managers must first
inspire commitment to a clear set of core valdear.e values are the beliefs that
define basic principles, purpose and directi@ften rooted in the personal values of
the founders, core values provide guidance abosporgsibilities to customers,
employees, local communities, and stakeholders.y Theplicitly define top
management’s views on trade-offs such as short-pemormance versus long-term
responsibilities. Core values provide guidance topleyees where rules and
standard operating procedures alone cannot suffi§enons 2000, 276, emphasis

in original)

It is also of interest that a few years after thok was published Simons became involved in
producing a paper (Simons et al. 2002) that diyeactks CEOs of large organizations to re-examieebtisis of
these very core values. However, throughout theseksvcore values is the one area that receivedetist
amount of attention. For example, throughout hisk&@imons only ever examines core values thaalagady
established and as a result very little is knowauathow and why these are developed. Further, Nty is
known about how core values interact with otherteds beyond, as we mention above, boundary cantrol
being in place to focus the attention of organaal members who have been inspired into search and
discovery activities by these core values. Thua imay our understanding of this dynamic relatiopghistill
underdeveloped. Hence, it is our aim to contritatehe literature through providing insight inteethrea of the
LOC that has had the least attention and in daingrevide new understanding around the dynamicioglship

that exists between all four of the LOC.



These limitations prompted Tessier and Otley (2@@2onduct a conceptual development of the LOC
framework. However, in doing so they only refere®mons (1995b) and it should be noted that sihce t
book he has further developed and clarified the LSg@ecifically in Simons (2000) we see the develepinof
and clarification of many of the ambiguities notedTessier and Otley (20¥2)Further, still in Simons (2005),
even though the levers of control are de-emphasinath belief systems being repackaged into “shared
purpose” ( 169), it is of interest that it dealshwé number of elements missing from Tessier amey@t(2012,
182) revised framework, namely issues around orgdioinal structure and spans of control. Even ik
conceptual development, knowledge of the dynamiatiomship between the various control elements and
specifically understanding of core values is $titlited.

An important point made by Tessier and Otley (20h@®wever, is that the accounting literature that
utilizes the LOC framework also has the same litioites, as mentioned above, as the original worknupbich
they are based. This is not surprising given thatadoption of the LOC as a useful framework witthia
accounting literature only began to occur at tha tf this century and as a result is in its reitinfancy. As
Ahrens and Chapman (2004) note the earlier acawyifiterature that utilized the LOC typically orfigcused
on understanding diagnostic and interactive cositanid the relation between the two. Thus, this tgpe
research focused on topics such as the use of taudgbernethy and Brownell 1999), on non-financial
management accounting change (Vaivio 1999), andromvation management (Bisbe and Otley 2004). This
however was soon criticized (Collier 2005; Mundyl@p as focusing only on half of the LOC can at best
provide a partial understanding of how MCS worlpiactice.

Thus research within the accounting literature degzanded to include a more holistic view of MCS
through not only investigating diagnostic and iatgive control systems but also through the exatioinaf
belief and boundary systems. Examples include BrgjrBonnet & Wright (2004) who note that theraireed
to develop coherence between strategy and alllf@@ subsequent to a management buyout; Tuomela}200
who finds that not only are strategic performaneasurement systems used diagnostically and iniezgcbut
also that these systems have implications for bahe boundary systems; and Widener (2007) who aesn
the existence of mission and vision statementsthadextent to which senior management hold therbeto

important.

2 This is not a critique of Tessier and Otley (20a8)heir paper provides a valuable clarificatibmany terms
and concepts that surround Simons LOC that is tiegpfen, as they note, the many ways in whichéhesms
and concepts have been understood and used withactounting literature. Whether or not the refine
framework they develop has merit is for future emgpl research, a point they make themselves, ahthe
focus of this paper.



From the above discussion we can see that sinulding original works of Simons, the accounting
literature has focused on how things are, thataslfOC in place, rather than on how they intertet,dynamic
relationship. This has resulted, at least in deotn the research methods typically employed ingbeounting
literature being better suited to understanding U in place rather than the dynamics of the iatship
between the LOC and providing insight into coreuesal For example, Widener (2007) conducted a suofrey
122 Chief Financial Officers and in doing so estdd@ld the existence of mission and vision statesnemnd the
extent to which senior management hold them tonfgeortant. This, however, provides little insightoircore
values. Further, Widener (2007, 757), through tbe of a structural equation model, “[...] suggektt there
are multiple inter-dependent and complementarytiogla among the control systems.” However, esthinlcs
the existence of these relations still gives ustéichunderstanding of how these develop and chamgetime
and thereby knowledge around the dynamic relate&iwéen the LOC.

However, it must be noted that the use of thesénaoaist has advanced our extant knowledge of many
areas of the LOC framework. The question that arfsem our discussion above is what theoreticahing is
appropriate in order to be able to research arcgbjecore value, which is less tangible, compaoedaditional
accounting controls. Our starting point is to exaenihe nature of the relationship between belisfesys and
core values. As we outline above Simons (1995, mgdinition of belief systems is “[...] the explici#et of
organizational definitions that senior managers momicate formally and reinforce systematically toyide
basic values, purpose, and direction for the omgdian”. In this sense we can see that the bejigtkess are the
spelling out of senior managers’ intention for trganization. Ultimately whether this transpiresthe other
organizational actors having the same intentioonlky discernible in their actions. That is the libktween
intention and belief systems is that the formericiwhs only discernible in action, is the emboditehbeliefs.
However, senior managers have the problem thaadhens of the other organizational members alveysir
in the future and it is therefore only with hindsighat they can judge whether their intentionsehagen put
into practice, This therefore gives rise to a nfeedenior management to find ways in which they abgn the
future actions of organizational members with tlatiention for the organization. We therefore semm@@ value
as an actor enrolled by managers in order to inflaeaction and thereby in turn intention and belief

This understanding of the link between belief systethe values, purpose, and direction; and core
values; the vehicle used by senior managemenytan influence what happens in the future; idesgiANT
as the most appropriate theoretical framing to yaeabur collected data in relation to our reseaich and

guestions. With the process orientated nature of ANd its often quoted mantra of “follow the act@ratour

10



1987) it has much to offer in relation to examinthg development of a core value. Hence we sddrtita an
ANT perspective a core value is an actor enrollgdsdnior management in order to enroll other aciuis
supporting their interpretation of their programgelation to the organization. Thus in our caseltt is the
very process of a core value becoming that we exann order to unravel this very history (Callor868) in
order to provide insight into and understandinghef core value, how it interacts with other actoduding
other aspects of the LOC, how it assists with th@ctment of strategy and the relationship betweerakand
technical controls. We, therefore, in the nextisecturn to outlining the critical concepts fronightheoretical

framing that we mobilize in our analysis.

3. Theoretical Framing: Actor-Network Theory

Our use of ANT is appropriate as it allows the gration that core values, as with all actors, héneepotential
to materially affect the operations of an organdaratindeed, as we outline above, it is for theyverason of
enrolling organizational actors into their tranglatthat senior management utilize core valuest Thaenior
management enroll core values in order to act ughar organizational actors in a way that produoésre
action that is in line with their intention. Furth@NT allows us to see the conflicts and contreies that may
arise due to the core value in question havingpibtential to prompt change. Finally, ANT allows fas to
understand that this all occurs in a complex andsmeocial context (Chua and Mahama 2007). Howewer,
utilizing ANT we must recognize that it has its ownique “[...] emphases, ambitions, and means ofyarsl
(Mouritsen et al. 2010, 293). ANT allows us to ursti@nd the organization as a network of human amd n
human actors held together through a series ofcadBms that are constantly made and remade assaate
enrolled into and leave the network.

Justesen and Mouritsen’s (2011, 161) suggest thit @nables the researcher to place the research
object, in our case a core value, at the centthefesearch. After all “[...] almost all of our inbéetions with
other people are mediated through objects of ond &r another” (Law 1992, 381-382). Thus, ANT is..]
relationist: showing the relationship between tloéin{s of view held by mobilized and by mobilizingtars
gives judgments as fine a degree of precision asconld wish for” (Latour 1991, 128). As Law (19%80)

notes:

“So it is that actor-network theory analyses anchgiifies. It demystifies the power

of the powerful. It says that, in the last instgntere is no difference in kind, no

11



great divide, between the powerful and the wretcBed then it says that there is no
such thing as the last instance. And since thermikast instance, in practice there
are real differences between the powerful and tinetolved, differences in the

methods and materials that they deploy to gend¢hataselves. Our task is to study
these materials and methods, to understand howr#adiye themselves, and to note

that it could and often should be otherwise.”

Thus ANT provides a way of avoiding the “[...] tradital sociological dichotomies, such as
micro/macro, subject/object, structure/agency awhrical/social” (Justesen and Mouritsen 2011, 1TH)s
therefore allows us in this research the oppongusitunravel the concerns of Chua and Mahama (2a@)nd
how the LOC framework seemingly artificially divisleontrols into social and technical.

If we understand the economy to be a sub-systesociéty then ANT “[...] implies that the economy
is an achievement rather than a starting point preaexisting reality that can be revealed anddcigon”
(Caliskan and Callon 2009, 370). As Mackenzie (20BH) notes this equates to a performative unaedstg
where economic practices, including those of acacketheorizing with regard to economics (Callon 200
take an active role in the very construction of d@®nomy. This in turn implies that “[o]rganizat®do not
have to be placed into a ‘wider social frame’ sitisey themselves give a very practical meaning hatvit
means to be nested into a ‘wider’ set of affaifsdtour 2005, 7)

The underlying assumption of the continual consioacof society, and the sub-system that is the
economy, has profound implications for approacheggarch. Most importantly is the need to folloe #ttors
in order to understand their practices (Latour 3980t in doing so it is important to keep in mitiat “[...]
instead of taking a reasonable position and imgpsimme order beforehand, ANT claims to be ablerd f
order much betteafter having let the actors deploy the full range oftcoversies in which they are immersed”
(Latour 2005, 23, emphasis in original). Law (19980, emphasis in original) makes this point suxitjnby
noting that “[i]f we want to understand the mecltanmf power and organization it is important nostart out
assumingwhatever we wish to explain.” Thus in this reskame select a core value and follow it as it tiave
through time and space, noting how it interacthiwaicts upon, and is changed by the other actatsttbomes
into contact with.

We note that Chua (1995) observes that as ANT f@squsly been used and explained in depth in the

accounting literature (see for example Alcouffeakt2008; Briers and Chua 2001; Cuganesan and 0Q66;2

12



Mouritsen et al. 2001) providing a full descriptianot necessary since this has been done béflongever
given the implications of different versions of ANJeing available (Justesen and Mouritsen 2011)tHer
purposes of this paper we provide an overview efcibincept of translation, a central concept fronTAhat we
utilize in order that we can be clear about thelemggions being made.

Translation is a process an actor or actors si#iita certain purpose in mind. However, the sasa#

achieving their goals is never guaranteed. (Cadl@86b, 1986a). Thus:

“By translation we understand all the negotiatioimérigues, calculations, acts of
persuasion and violence, thanks to which an aatdoree takes, or causes to be
conferred on itself, authority to speak or act ehdlf of another actor or force [...]
Whenever an actor speaks of ‘us’, s/he is tramgadither actors into a single will,

of which s/he becomes spirit and spokespersonlidq@€and Latour 1981, 279)

Therefore to translate is to displace the goals iatetests of others and to speak on their behalf
promoting your own goals and interests as thos¢éhefcollective, thereby, through presenting yotrssl
representing the collective, displacing the vetyeos for whom you would speak (Callon 1986b, 19884d}$
clear to see that a core value would have an irapbrble in this process. Thus an integral pattanislation is
the maneuvering of an actor to become the spoksspdor a collective they have defined. Furthenmegiation
to becoming spokesperson for the given collec@Badlon (1986b, 176) notes that the way in whicloextmake
themselves indispensible is to define the issugugh a way that its resolution can only be reachszligh the
obligatory passage points (OPP) of their progranmeéstigation. Chua and Mahama (2007, 53) sugtpedt
OPP are typically only successfully constructed“styong” or “more influential” actors “[...] who ocqy
convergent nodes through which all information nues$s.” Thus “[t]o translate, then, is to obligeeatity to
consent to detour” (Callon 1986a, 26).

Displacement does not require the actual removédlraplacement of the goals and interests of those
being displaced but rather the perception thattibsoccurred. Thus as Callon (1986a, 32) notéstifies are
strong because each entity gathers others.” Howdngrdoes not equate to any actor being ableatostate
anything. Rather the ability to translate, and e¢bgr perform displacement, is highly dependent oa th
translations that have gone before to the pointrevige translations that are possible to be peddrnow may

be predetermined by those that occurred in the(@adkon 1991)
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Therefore the outcome of a successful translatooedquivalence (Callon 1991; Law 1992) or the
perception that things are the same when they lactosay not be (Law 1999). Or in other words the
transformation whereby “[...] one thing (for exampde, actor) may stand for another (for instancetevonk)”
(Law 1992, 386). However defining the term doestathtus how these associations are made and reimake
act of performing translation (Law 1999). Rather itocess of translation involves the forming cfoesations,
which in turn form networks, of actors from the ceptualization of an issue through to where a algr
solution to the issue is taken for granted (Latt2®7, 1999).

However as Callon (1986a, 26) notes “[t]ranslatmamnot always be taken for granted and the
strategies used depend upon the particular ciramoss in which they develop.” That is during tratish the
network being formed is far from being stable amdpen to challenges (known as ‘trials of strerghtom
other entities (known as ‘counter-actors’) withithewn agendas (known as ‘anti-programs’) (Call®@8ab,
207-8). As Callon (1986b, 224) notes “[...] from tstation to treason there is only a short step [with these
trials of strength determining how the translatiproceeds. After all “[e]lach entity enlisted [...[fito the
translation “[...] can submit to being integratedoi the initial plan, or inversely, refuse the saction by
defining its identity, its goals, projects, orieitas, motivations, or interests in another manr€ellon 1986b,
207)

The translation process is not linear but ratheecursive and iterative process. ANT recognizes the
complexities of reality and the interconnectionattinay and can form between many varied actorghé&ur
ANT recognizes that human and non-human actord) asca core value, are all important and can ang ma
become connected within this process. Thereforsegethat “[...] any division we make between socgtythe
one hand and scientific or technical content orother is necessarily arbitrary.” (Latour 1991, 106

Thus, as this demonstrates, and as Mouritsen é€2040, 301) further note, the construction of
management controls, including core values, and 4Gfart of the translation process. Thereforerdeoto be
able to research these objects we must focus anldigation within the larger group of associatighat form
the network of which they are part. Mouritsen e{2009, 751) suggest that the implications of tgkihis
understanding is that these objects should notidaged as ‘[...] effective management control syst¢mg’
but rather as actors in a network of actors thtiad participate in the translation of their netivd hus within
the context of innovation management a “[...] manag@maccounting calculation does not describe or
represent innovation and sourcing activities in detail, but it adds perspective to them and reldtem to the

firm” (Mouritsen et al. 2009, 752). Like all actpnmanagement controls and MCS do not gain theéngth
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through being inherently good or effective but eatlthrough their abilities to enroll and mobiliz¢hers
(Mouritsen et al. 2009, 751).

To better understand this view of management ctnmod MCS we draw upon Latour’s (1991)
example of the European hotel key. This examplesliwith the definition of MCS as the mechanismsesct
use to enable the achievement of their goals amgktbf the wider network to which they belong amdude a
mixture of both formal and informal processes aratedures (Bisbe and Otley 2004; Kober et al. 2007)

The European hotel key example investigates Europedel manager’s efforts to ensure that their
customers leave their room keys at reception poideaving the hotel. The rationale behind wantingtomers
to leave their keys prior to spending time awayrfrime hotel is that in doing so they can limit feessibilities
of keys being lost. Thus the hotel managers usseer of different measures that they deploy sigieely in
order to enroll customers into their program. Hirte hotel manager asks the receptionist to rdroirstomers
as they check in to leave their keys at receptibemgoing out. This will result in enrolling a sinaércentage
of customers into the hotel manager’s program hlitnet be sufficient in and of itself to enrolllalustomers.
Thus the hotel manager takes the further stepadfiiqd a sign near the exit to remind customergtiorn their
keys. Again this may enroll more customers into lio¢el manager’s program but it is not until theeho
manager adds a large, cumbersome weight to thehleeya majority of customers become enrolled. Hngd,
cumbersome weight acts on the hotel guests by matkiair “[...] pockets bulge and weighs down their
handbags: they go to the front desk on their ovaortto get rid of it” (Latour 1991, 104).

From this example we can see that the verbal reanjrgign, and weight are the mechanisms the hotel
manager uses to achieve his goal of limiting thesjimlity of losing keys. Hence we can see thatviddially
the verbal reminder, sign, and weight are all whatiabel management controls. Further we can rézeghat
the hotel manager requires each one as none aonieetp to assist in achieving their aim. For inséawithout
the verbal reminder and signs the likelihood ig thdarge number of the customers will take thelyskwith
them rather than returning them to reception anpkeeence displeasure at having to carry such e larg
cumbersome object. Hence we see that togetherfthey a system of management controls with the aim o
achieving the goal of the hotel manager.

We also note that the design of these controlsimijilact on the effectiveness of achieving the gaal.

Latour (1991, 105) notes:
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“If a weird client could break the ring connectitig light key to the heavy weight,
the innovator would then have to add a solderegi torprevent such breakage. This
is an anti-anti-program. If a paranoid hotel mamaganted to ensure zero key loss,
he could place a guard at each door to searchu$i@roers — but then he would

probably lose his customers instead.”

So it is for an organization. How they design thdividual controls within their MCS will determine
the outcome of their operations. This links to Atgeand Chapman’s (2007, 24) statement that “[...]kine
guestion for management control theory is not howdnstrain individuals and overcome resistancéhd®ait
needs to bring into focus the possibilities of nggmaent control systems as a resource for actios.a shall
see this also applies to the core values in thaptiesence of one does not automatically resutiéndesired
outcome. Rather, they are there to promote theatesearch and discovery activities through promgptither
actors to experiment as to what must be done ieram achieve the core value and in turn the gohlhe
senior management.

Finally it is important to note the relation of MG&meworks, such as LOC, to our ANT derived
understanding of management controls. As researcherenroll MCS frameworks to assist with our asigly
We utilize these frameworks to label and classityatvwe find in the field in such a way that it pides
meaning for ourselves and our peers. Thus, wenagéféct no different to the scientist that Latand Woolgar

(1986, 36-37) refer to in the following:

“In sum, then, our discussion is informed by thewotion that a body of practices
widely regarded by outsiders as well organized,cllg and coherent, in fact
consists of a disordered array of observations witlich scientists struggle to
produce order. [...] Despite participants’ well-orgl@dr reconstruction and

rationalisation, actual scientific practice entdils confrontation and negotiation of
utter confusion. The solution adopted by scientistdhe imposition of various

frameworks by which the extent of background naise be reduced and against

which an apparently coherent signal can be predénte
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Hence, it is to be expected that various MCS fraores/will have differing strengths and weaknesses
as they struggle to produce order over the comipsxiof data derived from organizations. Perhaps th
popularity and widespread use of Simons LOC relaiéss relative strengths being greater than gskmesses.

It is our aim in developing and contributing to tinederstanding of core values, in what followst tha will

improve the effectiveness of this framework foiufet researchers.

4. Resear ch design and methods

The longitudinal case study that we use in thégaech focuses on an organization, Kiwi, that gaging with a
particular issue, sustainability (Wackernagel am#d9R1996), which has the potential to challengeitsting

core values. In doing so we acknowledge that susdlity is an important but contestable and broadcept
(Ball and Milne 2005; Gray 2010). However it is rair intention in this paper to enter the debatevbét

sustainability is or can be. Rather the focus of plaper is to investigate the process through hvlicore value
evolves. Therefore for the purposes of this paperdoncept and issues surrounding sustainabilibgtever
they may be, merely provides us with the contexwlich to examine the emergence of a new core \ialaa

organization. It is in fact the contestable natofresustainability that allows us the opportunitystiidying the
process of developing a new core value as the sagtithin the case organization struggle to undadstand

respond to such an ambiguous concept.

Our case organization ‘Kiwi’ is the New Zealaménufacturer of a large well known multi-national
organization which competes in the fast moving comesr goods industry. Kiwi employs approximately one
thousand people across sixteen sites located thoatigNew Zealand. Kiwi competes in all product $irveithin
its market segment, being the market leader in dfvthese. It offers a range of internationally rgwiaed
brands along with local brands including one teatidely recognized as a New Zealand icon.

Kiwi operates as if it was a wholly New Zealand edncompany, as demonstrated by its employee
proposition ‘Refreshingly Kiwi’ but legally it ishe New Zealand operations of an Australian listechgany,
‘Koala’. Koala’s head office is in Sydney, Austaland along with operations in New Zealand and raliat
they also operate in Fiji, Papua New Guinea, anlbhesia. Across these five countries, Koala emptes
fifteen thousand people, has over seven hundrags#imal active customers who provide them with acteess
over two hundred and sixty five million consumers.2009 Koala had revenue of just over four andali h

billion Australian dollars and EBIT of close to btghundred million Australian dollars.
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Koala is in turn thirty percent owned by a USA lthsempany, ‘Eagle’, on whom they are reliant for
global marketing and the secret ingredient of thaiist famous product. Eagle has a history of onerfaundred
and thirty years and has over three hundred corapani which Koala is one, manufacturing its prddun
over two hundred countries. Through their thirtygaeat stake in Koala, Eagle has the right to apgpein out
of the eight directors of Koala. This combined wiiblding the secret ingredient and controlling glob
marketing allows Eagle significant influence ovére toperations of Koala. Thus when Eagle signaled
sustainability as an important issue that shouldrgaged with Koala, and Kiwi in turn, were alsonpelled to
begin to understand what this entailed.

Data collection and analysis

The majority of the data was collected between 2088 and November 2009 and covered the actiwifiglse
case organization from 2004. The data, as sumndhrizeTable 1 below, was collected via interviews,
observations, and document analysis. Through tha dallection process we were seeking to be alde “t
articulate organizational members’ theories-in-ficgcand their motivations as well as the ways hiclv they

relate to observed activities in the field” (Ahreared Chapman 2006, 825).

Insert Tablel Here

In 2008 the data collection involved attending ¢hcerporate presentations. Two of these presentatio
were given by senior managers of the case orgamizathe third was given by a project manager effthance
department through whom research access was regbtighese presentations provided us with the dppiby
to gain an understanding of the suitability of trganization for this research. Further it providedwith an
initial understanding of the case organization ptim more formerly entering the field. The preséotes
covered a wide range of information including theckground to the case organization, details of e&hos
strategy, how competitive advantage was achievddhaaintained, and the specific sustainability eslassues
they faced. Our background understanding of the caganization was further deepened through aewie
publically available data from the internet, anmeagdorts, and sustainability reports.

Subsequently, in 2009 we formerly entered the figdd collect data through interviews and
observations. In total we conducted twenty three@ arhalf hours of interviews with all the relevaadtors
within the Kiwi network and key actors from asseethnetworks in order to trace the translationhaf tore

value being focused on. Following Ahrens and Chapsn2006, 833) warning “not to take for grantealbidlity
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in management accounting systems, their uses, ayahiaational roles” we also performed close toetegn
hours of observations. These observations allovgeth@ opportunity to deepen our understanding e&@ng

first hand key activities in practice. During thime we also viewed and analyzed numerous extgriaait

internally available artifacts. This included infation from websites, the organizations intranetnagement
reports, traditional management controls (suchualgéts) and more issue specific management corfsoth

as the organizations carbon footprint report ambsetting calculative spreadsheets).

During data collection we began the process ofyamalwith the aim of ‘“iteratively seeking to
generate a plausible fit between problem, theomg, data” (Ahrens and Chapman 2006, 836). Analytivgg
data in this way allowed us to exit the field oolyce we were confident that we had fulfilled owse@rch aim.
In 2010 we conducted a follow up interview with aotor from Eagle. This actor’'s role within Eagle of
Sustainability Initiative Lead for the South Pacifequired him to interact with key actors withimdda and
Kiwi as they confronted their sustainability relhtissues. As a result this actor has in depth kedgé of the
translation process at Kiwi that we have researchidds interview provided us with the ideal oppaity to
gain further confidence for the validity (Ahrensda€hapman 2006) of our findings as presented in the

following two sections.

5. Trandation of a Core Value at Kiwi

The data from the case organization, Kiwi, tradesforming of associations and the translation gse®f the
development of a core value focusing on sustaiitpbilhe first part of the translation involves festors and
establishes the definition for the core value. 8ghently the translation is reliant on this defaritto create the
space for it to continue, involves many actors andbles the core value to act in its role of pramgpsearch
and discovery.

The focus on sustainability issues at Kiwi begareanly 2004 with actions being taken by many
different actors in order to try and influence Kisvapproach. Most influential were the actions takg Eagle
and Koala. A video produced by Eagle that theyutated internally within their extended and assmda
networks is an example that typifies the typesatioas taken. In this video images of Ghandi, A@an Suu
Kyi and Ang Lee are presented alongside historit iaonic images of Eagle in an effort to urge thasthin
the extended networks to take action with regaodbe issue of sustainability. This is further enéa through
the statements that “If we consume what we do tadaywill need the resources equivalent of 4 planaitsl

“by redesigning the way we work and live so thatainability is part of everything we do”; imagefsnoasses
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of waste; recycling efforts; renewable energy sesir@and making promises to “grow our business,ount
carbon”, “always reuse the waste we generate”,"givet back every drop of water we take”. Thus thitfact
is clearly constructed with the purpose of influegcEagle’s associated networks, including Koald &iwi,
and thereby prompting them into taking action ispext to sustainability issues.

Koala also took steps to start influencing the aacti of Kiwi. Foremost of these were the
implementation within Operations of four sustaitigbfocused KPIs known as the environmental perfance
metrics (EPM). These were namely water usage, gnesgge, waste minimization, and recycling levedala
developed a spreadsheet to collect data for thadeemuired Kiwi to collect the data and report tasults to
Koala. However for many years these EPMs were dithib data collection within the Operations departtn
and the emphasis placed on them by Koala was mostlievant and therefore ignored in Kiwi. This was
because in Australia water shortage is one of tieatgst ecological problems faced. For this redcoma
placed most emphasis on the EPM that measured wsége and channeled their efforts into improvimg t
EPM. However in New Zealand water is in relativplgntiful supply resulting in the emphasis placgKoala
on the water usage EPM being mostly meaninglesKifoi®. Thus at Kiwi these EPMs were, at best, being
used diagnostically.

However as a result of the combined efforts of Eagld Koala, as exemplified above, Kiwi began to
act. Initially this involved the New Zealand Leastdp Team (NZLT) discussing what the appropriaspoase
should be. Within a short period of time the NZLadhdecided the appropriate course of action shbeltb
develop a core value around sustainability. In sthos core value was that sustainability was apartant issue
that society faced and one in which Kiwi wantedbéoseen as an ‘emerging leader’.

Thus the start of the translation developed a d@se understanding of the core value that was
designed to be part of Kiwis belief system. Therefat this stage the core value is an actor enkrdile the
NZLT in order to influence action and thereby imrtuntention and beliefs. However the core valumalwas
not effective in and of itself for Kiwi to compremg what must be done in order to achieve whattedt That
is, the core value, like all core values, was oetli in broad terms and therefore did not definetwmast be
done in order for Kiwi to be seen as an emergirrgide in sustainability issues. It did, however,ateethe
required space within which the translation coutehtmue. That is, it prompted actors to search tapdand

discover what Kiwi might have to do to be seen asmerging leader in sustainability issues. Thisildo

% In making this statement we note that this is mmon perception among New Zealanders ((Ministrytiier
Environment 2009a)), including those within Kiwgther than a reflection of the real quality andpbypf
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require, among other things, the imposing of idergtias to who was to be doing the judging of tinergence,
the definition of sustainability issues, and irsthontext what an emerging leader is.

The translation continued with the Managing Dired@D) of Kiwi signaling to the actors within
Kiwi that this was an important area of uncertaiityis important to note that at this stage so Imyet had to
be determined. As a result the core value was lsilhg communicated informally rather than as pérthe
inscriptions that made up the formal belief systémthis way the NZLT was allowing for a greateigdee of
freedom for actors within Kiwi to construct thedeintities in relation to the new core value thad hebeen
inserted into the formal belief systems of missaowl vision statements.

This initial identification by the MD resulted in hat Callon (2009, 543) labels as “multiform
problematization” or “a network of problems [....] ade content and extension evolve in relation to the
translations that are attempted between probleikdt is, due to sustainability being a contestadobel
ambiguous concept (Ball and Milne 2005; Milne 1986hstructing an identity for it proved problematiat
was required as part of understanding what it ido@oan emerging leader in sustainability issues iand
identifying those that would see Kiwi as such.

Therefore this multiform problematization requinediltiple actions that enrolled multiple human and
non-human actors in order to experiment as to Whatcore value meant within the context of Kiwerte, we
see that through management enrolling the coreeydihe resulting search and discovery actions evmpied
by the need of actors to construct identities latien to it. That is experimentation is promptetl aindertaken
by the need of actors to understand what must Ine aathin their context to implement the core valoe
practice.

The initial action taken was the 2004 hiring of tberporate Affairs Manager to promote the external
image of Kiwi with a particular emphasis on susiitity related issues. A large part of this rewamvaround
the producing of a sustainability report. It wagided that this should be a stand-alone reporindisfrom the
reporting of financial results as Kiwi only repattthese in the combined group annual report. Tisé dff these

was produced by Kiwi for the 2006-7 financial yeard was printed directly on cardboard packabifithis

water within New Zealand. Evidence suggests thaerg@lly this is not actually the case in New Zewl

((Ministry for the Environment 2009c, 2009b; Verbwat al. 2010))

* That is, the report was printed directly onto ¢herugated cardboard that normally would have beade into
boxes used for the transportation of Kiwi's produtd their customers. The corrugated cardboardasas it

had been taken directly off the production linehwibgos of the corresponding product visible atceta
throughout the report. Thus each report was uniqubat it depended on which part of the box aaierpage
was printed onto as to what image (e.g. produat,lbgrcodes, “please recycle” logos, etc) is vislilow the
printing that was superimposed onto it. However,wege informed by the Corporate Affairs Managet tha
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report outlined current achievements and futurdsgimathe four areas; as determined by Eagle; aketplace,
workplace, community, and environment. However malicated information system was set up in order to
produce this report. Rather the information wasgeally gathered by the Corporate Affairs Manageough
talking to the respective actors in the areas@frést. This included asking the Integrated Manager8ystems
Manager for the data from the tracking of the feusstainability focused EPMs.

The network being assembled during the multiforamstation was further strengthened through the
addition of a spokesperson — the Chief Financidic@®f (CFO). The CFO signaled this as an area heedato
take leadership in. The CFO was seen to be powarfplotential (Latour 1986) due to being a ‘leadér
leaders’ and having key non-human actors, whicludted the calculative architecture of the accognsiystem,
in his network. The CFO mobilized his network istapporting the actions taken towards the developmgn
the required understanding and thereby furtheiltiy the identity of the core value.

One of the first actions put into motion by the ngvokesperson was the forming of a cross-functional
team — the ‘Imagineering Team’ - to focus efforifie Imagineering Team was specifically charged with
engaging with initial efforts to develop the actorequired to implement the core value. In otherdsche
Imagineering Team had as its remit to develop kedgé around sustainability, what it meant to be an
emerging leader in this context, and who the awdievas to judge Kiwi as such.

An outside consulting firm, ‘Consult’, was engagedassist the Imagineering Team in their efforts.
Consult had previously been engaged to assistpréharation of the sustainability report and hadhipabeen
chosen due to their founder being a previous waotleague of the Corporate Affairs Manager. Consiskd
this new consulting opportunity to increase theiportance to Kiwi. They did this through tryingitopose the
identity of those that would judge whether Kiwi wascoming an emerging leader. That is, they tried
maneuvering to become an obligatory passage poiRP] to a market demographic increasingly perceased
important by Kiwi. This demographic was labeledlifestyles of Health and Sustainability (LOHAS) who
were seen as conscientious consumers whose pusclvase driven by a set of beliefs focused on hgditing
and sustainability ideals. Consult provided ‘fadBaxter and Chua 2003) that ‘proved’ that LOHASsvem
increasingly expanding group which potentially ebbk a key demographic for Kiwi as commented uppn b

the CFO:

particular product line that this corrugated camtdopackaging related to had been discontinuedtzaréfore
had it not been used for this report then it wchdde been discarded.
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“There is, sort of, conscientious consumer groupHlAS] span all of those income
groups and sits at around between thirty or fortycpnt. So whether they gain
momentum and really do mainstream [...] then that mibbably be the biggest

guestion.”

Regardless of Consult's efforts to influence, thmeagineering Team sessions acted upon those
involved. Once members returned to their respectieas they started taking actions in relatiomés¢ areas in
order to experiment so as to develop knowledgerataustainability, what it meant to be an emerdasgler
relative to their areas context, and who the augiemas to judge Kiwi. An example of this is prowddey the

Procurement / Logistics Manager:

“Yeah, [...] we've run a session with [...] we're insassion with our suppliers last
year. We've invited them openly as part of a forrmpadcess called ‘The Supply

Challenge’ to come to us with ideas about how we eke our business more

sustainable.”

Along with a drive to enroll associated networkioitheir efforts the Procurement / Logistics Manmage
was also responsible for enrolling other sustalitglielated management controls within his arearefost
amongst these was a sustainability focused proameguidelines, which acted upon procurement datssto
make sustainability issues a consideration. Thdeémpntation of the new procurement guidelines caisden

in the following example given by the Procuremebbdgistics Manager:

“We have a huge fleet of [...] Reps vehicles and thdre are still a lot in the fleet
at the moment [...] Vitaras which | think use [...] 23litres of petrol per one
hundred kilometres. Now | personally drive a XR8abhis a V8 and my car’s more
fuel economic than a [...] than the Reps vehiclesogothe road, they're four wheel
drives [...] so we did a lot of work on finding a vele that would be [...] alot [...]

more [...] fuel efficient so we've basically halvedrduel costs [...] on the vehicles
we've now put in. We've put the VW Golf 1.9 litraerbo diesel [...] So that, you

know, the parity piece between petrol and diesel,kwow diesel is a lot cheaper
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than petrol, great [...] but now we've gone from [.1B.2 litres per hundred
kilometres to something like 5.6. So we've actualen nearly a sixty percent
decrease in our [...] fuel cost on the vehicles weduein [....] so the purchase price
of the Golf was higher but the total cost of owhgrsof the Golf is a lot cheaper
because the service intervals are longer [...] al¢hsort of things. And VW is, sort
of, seen as a leader with their blue motion teatgylas well. So from a market
placement it was a good branding opportunity foasisvell to, | suppose, use [...]
you know, what was seen to be best leader in thikehand aligning ourselves to

them.”

Other measures taken as a result of the new pnoeunteguidelines included swapping to an electricity
supplier who utilizes only renewable energy sourtight weighting of packaging projects, and expigrnew
uses for recycled packaging. Thus we see the neaupgment guidelines being enrolled as part ofsteach
and discovery activities in order to find the anaequired to implement the new core value.

At this stage the increased actions being takehdrforming of associations, in the translationcess
to address the multiform problematization, hadrestlted in a taken for granted understanding ®fw core
value. This prompted the MD to act at the beginniig2008 through reviewing the four EPMs used as a
diagnostic control by the operations departmenintthis he selected one, waste minimization, adétated
that this should be the one that all productionlifees focus on. Thus the MD signaled that for therations
department the waste minimization EPM should bectirei interactive control.

The EPM measured the percentage of waste productddei production process that was being
recycled. In order to gain commitment to this EP&nly used interactively and actions being takeimfzrove
the performance in relation to this EPM, the MDftgldl the targeted performance from ninety percemtinety
nine percent. In essence the MD altered the ideafithe EPM in order for it to more effectivelytagon the
various production networks. Two production plardeg of which was Christchurch, had previously been
comfortably exceeding the ninety percent target Thristchurch Production Planning Manager’s reacto

the change in the target is explained in the faithauw

“l thought these guys need their heads read, nocaneget ninety-nine, it can’t be

achieved. And that was it, so | had a word [...ehtsmy manager a couple of

24



emails that | was pretty hacked off because iti$ phibut it's not my main job, I've
got [...] all my other responsibilities and to haweesbrt of somehow endeavour to
lift those levels, | mean you normally go up ing&a don’t you, anyone’s normal

guota would, but | must say, now I'd probably shattthey had [...] foresight.”

Thus the shifting of the target was initially meeith anger by many within Kiwi, including the
Christchurch Production Planning Manager, as theliebed they had done everything they could witkirth
available resources to be above the target befstefted. However the shifting of the target ha immediate
and positive outcomes. The first of these was ttiatEPM began to be used interactively with alklswof the
operations department monitoring and discussingo#rérmance against the target. This included petdn
facilities that had poor performance seeking addicen the recognized leaders in this area includimeg
Christchurch Production Planning Manager. Secoridiiprced the recognized leaders to start to saan f
opportunities to improve their performance agathst new target. In the case of the Christchurchdition
Planning Manager this resulted in the fortuitowsi fof an external organization that specializeteiycling dry
waste through an article about them in the localapaper (The Press 2008). With the assistanceisf th
organization they were able to improve their perfance to consistently meet the new target of nimétg
percent recycling.

Also in 2008 the spokesperson for the network basgembled, the CFO, instigated a project to enroll
a new management control. That is, the CFO putplaoe a project to calculate Kiwi's carbon footpriThe
CFO selected one of his direct reports, the Prdjamager Finance, to head up the project. In hedsvthe

carbon foot printing project came about as follows:

“Effectively we just looked at what was happenimgl 4...] the potential of the ETS
[The New Zealand Government’'s Carbon Emissions ilga8cheme] coming in as
well [...] and what was happening within the group avhere things were at [...]
the group was starting to look at carbon footpfinf for the Australian business
[...] but we were also wanting to look at it at theme time as opposed to [...] to

wait”
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It was decided that 2007 would provide the base f@athe project as it was the latest completer yea
for which data was available. The challenge ofemiihg the data given the complexity of the busnesas
significantly underestimated resulting in the pobjever running the initial time frame. It also lexthe Project
Manager Finance commenting that personnel withcaounting background were probably best suitedHer
job of compiling and calculating carbon footprinthis was due to having a good holistic understamaif the
organization combined with experience of using agsheets to collate and manipulate data.

Some actors within Kiwi, such as the Project Mandgeance, held an expectation that the enrolment
of the carbon footprint would allow for the diffities being experienced with the multiform problédizeation to
be overcome. That is, an expectation existed thavild provide the necessary understanding obfuesbility,
it would enable Kiwi to become an emerging leaded it would put an identity to those that wouldge Kiwi
as such. It would achieve this through bringingu®to the many sustainability initiatives occurrimgross the
organization and enabling them to act togethedtiress the multiform problematization. That is, etle base
year was calculated the carbon footprint would t@&keominent role within the network and througingeused
interactively it would act to draw together exigfiimitiatives and provide direction to drive futundtiative.

The initial calculation of the base year providedpsising results. Prior to this calculation Kiwiags
expecting their heaviest carbon (or carbon equitplareas, given they were manufacturers, to be fitoeir
production processes and the vehicles they usthéar sales reps and delivery drivers. Hence disons prior
to this calculation had solely been around stratedo reduce emissions from these sources. Howaeer
calculation of the base year carbon footprint exieainthe scope of these discussions in a surpngayg This
was due to these two areas being dwarfed by tla ¢otissions from the refrigeration equipment tkavi
maintained at their customers that alone tripled ttarbon footprint. Further this calculation ooy expanded
the scope of discussion as to emission reducticategfies but also altered the very format of theb@a
footprint report for the base year. That is, thporé was expanded to show the results in total @ed the
results without the emissions from the refrigematsmuipment. It was felt that if the total emiss@ione were
shown then the refrigeration equipment emissionsldvdominate the reader’s attention to such a detrat
the remainder of the results would not achievebilisj. Had the remainder of the results not begsible then
they would not have the opportunity to act uponrteer.

The initiatives that would have come out of theboax foot printing project were interrupted duette t
Project Manager Finance going on long term leavaith2009. This typifies the types of trials ofestgth faced

during the time covered by this research that Kiis trying to address the multiform problematizatand
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thereby develop an understanding of the new coreev®espite senior management support the inigatthat
have been implemented had been reliant on theteffdrindividual actors located at various partghef Kiwi
network. As sustainability is a contested and annig concept (Ball and Milne 2005; Milne 1996) thea
shows that each of these actors understood idifferent way. Hence the identity of sustainabilieguired as
part of the multiform problematization remained lgeonatic. Thus their actions, of which we have ioetl
above, did not lead to a coherent strategy as éiffgrts were disjointed and they had limited reses at their
disposal. This left the efforts of the actors mauttirly susceptible to trials of strength suchtes tf the Project
Manager Finance going on long term leave. Otherdayprs, such as the Corporate Affairs Managerthad
former Integrated Management Systems Manager, @sk long term leave during this time and other
important actors, such as the Project Manager @pasa were reassigned roles within Kiwi or the ajes
Koala / Eagle network resulting in loss of momentarsustainability focused initiatives.

The situation that Kiwi found itself in at the eafil2009 was one where the translation around fopdin
an understanding for the core value which requadiessing the multiform problematization was stijoing.
A number of relatively major trials of strength, miened above, had resulted in the weakening asididiing
of the network being assembled. Foremost of thésis bf strength was the departure at the begnoiri2009
from the network of the spokesperson, the CFO.AIgh he had stopped being the official spokespeifmon
this network for a year prior to leaving he wadl sten as the leader that gave legitimacy to #tevork. His
replacement as the spokesperson of this netwaek3t Corporate Affairs, also left the Kiwi netwonlthin a
week of the CFO further weakening and disjointing assembled network.

Probably the greatest trial of strength that tleisuork faced was the 2008/09 economic recessiois. Th
resulted in even fewer resources being availabe. Aiggest impact of the recession, however, wasitput
the Kiwi network’s focus firmly back on economicofit. Gray and Milne (2002, 68) suggest that “[edty it
is both obvious and well established in researei #my organization facing a conflict between itaificial
performance (most obviously performance affectingre price and dividend) and its social or envirental
performance is bound to give preference to thenfira in all but the most extreme cases.” Thuss@momic
profit is firmly embedded in Kiwi's formal beliefystems it naturally took precedence over sustalityalihich
only featured in the informal belief systems. Thaemtial of the economic recession to act as a pole
counter-actor came into focus with New Zealand'stimg of the 2011 Rugby World Cup. The decision was

taken in 2010 to reassign all available resoursash as the Project Manager Finance, into maximitire
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financial benefits gained by Kiwi during this evemhus it was signaled that the new core valuéat for the
short term, was no longer a focus for the orgaiumat

It is important to note that, while experimentatited failed to provide an understanding of theoasti
required to put in place the core value, tracest odmained even after it ceased to exist. Thahé&e was
continued use of other management controls thaidedities imposed as a result of the search dsubdery
activities created by the core value. An illustratexample of this is the sustainability focusedcprement
guidelines. Prior to the introduction of the newe@alue this technical control had been basedtamdard
profit orientated procurement guidelines. The idtrction of the new core value, a social contrauhed in the
profit orientated procurement guidelines being d¢farmed in order to reflect the new beliefs around
sustainability. Hence we see that even after the e@lue, the social control, ceased to exist witthie
organization that technical controls, such as tistagnability focused procurement guidelines, haleenents of
these social control embedded within them. Hencsaeehow and why controls are best thought ofnawith
the comments of Chua and Mahama (2007), as belrigna of technical and social elements. We now iarn

the next section to outlining the implications tieg draw from this data.

6. Implications

In the previous section we provide an overvievihaf translation processes at Kiwi of developingew rcore
value. Further we show how this process acts upmhia turn is acted upon by the other LOC. The data
suggests that the translation process began asuld of the efforts of the associated networks ofila and
Eagle who signaled it as an area of strategic itapoe and uncertainty that had the potential fifuachecked,

to affect the organization’s performance. This lesuin a translation at Kiwi in order to try andtablish the
new core value. This initially involved the NZLT \ddoping a description for the core value. This
understanding was that Kiwi wanted to be seen anaarging leader in relation to sustainability. &hsn the
enrolment of the core value the translation comtthiand focused on the multiform problematizatioa th
description created. This prompted search and dsgaactivities to develop an understanding of wdietons
were required to realize the new core value. Théifoum problematization was that identities needede
developed for the interrelated problems of whatasoability is, what it meant to be an emergingdierain
relation to sustainability, and what was the idgrif those who would judge Kiwi as a sustainaypiléader. It
can be seen that the translation now involved nuliffigrent actors within Kiwi trying many differenhings in

order to identify and impose the identities requite find solutions for the multiform problematiat. This is
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an example of what Ahrens and Chapman (2006, 82&jribe as “[...] actors in the field are — depending
the specific motivations that grow out of their fiarar practices — also developing, testing, didicay, or
refining suitable theories that help them undeibtte logic of the social systems within which thegrk.”
Thus we see that it is the need to provide an whaieding of what actions are required in practig prompts
actors to undertake the search and discovery tesithat have been ascribed to core values. Sh#te search
and discovery activities are aimed at exploringgteetical relevancy of the new core value.

Focusing on the process through which a new cdueva developed provides another implication. In
tracing the associations that form to make up thestation we were able to discern the managenwnitals
enrolled into the process. Most importantly, addieight to the findings of Mouritsen et al (200@g are able
to understand how these management controls rétthar merely controlling the implementation of irded
strategy are able to act to assist with definirgahbtions required to implement the new core valygractice.
This is in line with the comment of Chua and Mahafp@07, 78) that “[a]Jccounting then was not only a
medium for the construction of corporate identity bn outcome of the identities constructed.” Ineotwords,
the management controls within the process not asjst in implementing the new core value but hisp it
to develop and as a result cause it to change.|¥denate that in doing so some of these manageowetitols
change identities, such as the waste minimizatietrimmoving from being used diagnostically to ratively.
Finally during this process some of these managexmmntrols also impose new and unexpected idestare
other management controls, such as the carbonrfobtalculation changing the format of the carliootprint
report.

Further the example of the carbon footprint at Klso provides evidence of how management
controls can act upon other actors within thisgtation, just as the example of Latour’'s (1991)gheiattached
to the European hotel key. We can illustrate thith seference to the concerns of Ball and MilneQ&2Pwho
argue that the biggest deficit of current MCS is dck of ecological literacy in organizations. Ve describe
above the carbon footprint provided Kiwi with sugimg understandings of the refrigeration equipnefféct
on their total emissions. In terms of the Projeetrisiger Finance who was given the job of produdiegcarbon

footprint and related report we see that:

“I mean beyond, yeah, whatever | thought originalith this and [...] in the initial
stages | possibly approached it a bit more likaesountant in terms of, you know,

it's a report, it's got numbers coming in one emd,ayou know, graphs and reports
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coming out the other end. [...] That was very naiwe, very narrow, narrow way of
thinking about it [...] there is so much more to idal faced an incredibly [...]

complex process to pull together [...] just even tmlerstand actually the type of
emissions that need to come in here and the diffeparts of the business that

actually create those [...] it's been a very compieocess.”

Thus through the process of calculating the carfoatprint the ecological outlook of the Project
Manager Finance changed. Further this implicatoomiline with the research of Kober et al (200Mrough
focusing on the two way influence between strataggy MCS, Kober et al (2007) have shown that MCS
constantly evolve and in doing so alter the vergtegy they are there to help implement. Here we lshiown
how, during the process of developing core valedser management controls develop, and as a resailt
transformed by the new core value, or act uponcliathge the core value.

Following on from this is an important implicatiom emerge from the data. The translation proved to
be constantly susceptible to trials of strength andi-programs, so much so that it, at least teamigr
disappeared from Kiwi. However, even with the evahtlisappearance of the core value traces ofritineed.
Specifically, other management controls that haehbeansformed by the core value remained even thith
disappearance of the core value itself. This was s the example of the procurement guidelineschvhad
become altered to include requirements around isafiidity issues as a result of the new core value.

Further, if we understand the procurement guidslias a boundary control then this also has
implications for the LOC framework as a whole. Sfieally Chua and Mahama (2007) critique the LOC fo
their distinction between social and technical oaet That is Simons (1995b) put core values fodvas a
positive social control and boundary controls agatiee technical controls. From this example we saa that
this division is a simplified representation of@mplex reality. Our data, including this specifiaeple, shows
that each and every management control utilizedimvéin organization is laden with a form of bebehtrol as
a reflection of the underlying core values of uppgnagement. Further, this specific example outlinew
rather than being purely positive and negative ratsit belief and boundary systems are closely edland
designed to move actors in the same direction.

With reference to Simons (1995b, 159), as represkint figure 1 above, there is a recognition within
the LOC description that this is a “dynamic relaship”, thus acknowledging that this is a simpéfion of a

complex and messy reality. As researchers tharaitlOC we must also acknowledge, similar to Lataod
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Woolgar’'s (1986, 36-37) scientists, the limitatioofsusing any such framework. Hence the LOC frant&wo
provides a useful and insightful way of dividingnéwls into a classification based on their soomtechnical
nature. However, in practice we should be awaré tdehnical controls contain elements of socialtiemrin
them.

Finally, before we conclude in the next section, va¢e that the focus on senior management, as put
forward in the LOC framework, is consistent withe thotion that it is they who usually are in a fositto set
the objectives and goals for the organization. aritsome researchers (for example Abernethy ana C896;
Ferreira and Otley 2009) note that the objectived goals senior management select are not nedgsthari
ones that will benefit the organization as a whdimwever Chua (2007, 491) questions whether ‘[...]
operational managers simply ‘implement’ some highgict or do they actively devise new strategieshay
adapt, translate and make up strategies ‘on thengfan the face of shifting contingencies and yrexted
obstacles?” Our case study data supports the nthianoperational managers are actively involvedhia
translation processes of developing core valuesilsotsuggests that they only permeate the orgamizid the
level of these managers. For employees beyonddhé it is irrelevant for them to have anythingybed a
very general level of understanding. Rather theiioas are driven towards implementing the goald an
objectives of managers within the organization digitothe use of the other three levers of contrehd¢ when
we observed, for instance, sales reps we saw libgtwere aware of some of the initiatives beingtatith
regard to sustainability such as the replacemetttedf vehicles with the more fuel efficient VW GdHowever
the sales reps actions were being driven by thedemy systems, diagnostic control systems, andaiatiee
control systems that related directly to their yladutines. It was clear that all of these conttwdsl the aim of
increasing sales and market share. Thus, they vedatively unaware and did not seem to care abloait t
existence or development of the core value focusimgustainability. This lack of understanding nowledge
of the core values did not inhibit them from purguiwhat they were required to do by Kiwi. Rathee th
management controls in place effectively acted ufimm to motivate them to strive to increase saled
market share and, as we outline above, were aledddd with elements of the core values through lwhaief
control was enacted. Thus our data supports CHaa®7, 491) statement that “[...] strategy may nosbme
activity reserved for ‘men in high places’ but dest instead in daily routines and activities thahslate the

abstract ideals of senior managers.”

7. Conclusion

31



The aim of this paper was to examine core values $Simons LOC. Specifically we aimed to provide an
understanding of how core values develop and the abother management controls within this procéss
order to investigate this we collected data frooase study site, Kiwi, an organization attemptminiplement

a new core value. Through this investigation wevpg® further understanding of the LOC framework.
Specifically, we provide an understanding of howecwalues create search and discovery activitibss iB
motivated by the needs of actors to find practieldvance of the core value within their contexte3e search
and discovery activities in turn develop the comdue and other management controls are created and
transformed. This process also embeds in the argton the beliefs of the core values translate thie
management controls that were created or transfbridence we provide evidence that management dentro
carry elements of social as well as technical @nithe combination of social and technical aspedtisin any
given management control highlights how, througlebeontrol, strategy is enacted in the daily ines of all
actors within an organization.

These findings provide new meanings for the exXt4@6 literature. Specifically they have relevance to
Mundy’s (2010, 501) statement that “[...] these diéfins are stated in broad, value-laden terms, umcahe
purpose of a belief system is to inspire organiweti search and discovery without prescribing thecige
nature of the activities.” While prior research wisahat core values have the purpose of inspiraityities of
search and discovery, it does not provide detailsijht into how this process occurs. In this paperhave
shown that initially the translation provides a ag#ive understanding that then provides the sgacehe
translation to continue. That is, provides the ir&jon for the actors who then undertake actisitid search
and discovery in an effort to impose an identity thee core value in relation to their own contéiénce we
show that one of the ways in which core valuesiiesgearch and discovery is through compelling ractio take
action to understand what must be done in orderctoeve what the core value describes. Furtheethes
values do not prescribe the precise nature of thigitles as developing an understanding of thedwvities is
the very objective of the process of search ancbdery.

We note that in the case study the translationstilsongoing when we exited the field with the eor
value, at least in the short term, disappearingnftbe organizations. However we believe that dugh&
importance of the issue of sustainability and paily available evidence that this core value is tmat will
return to the agendas’ of the NZLT at Kiwi sometiinethe future. However, due to the complexity bé t
multiform problematization the translation may &theon for the foreseeable future and may in faoten

achieve a black boxed understanding for Kiwi. Wdielve this to be due to this core value focusing on
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sustainability, which is a complex and ambiguouscept (Ball and Milne 2005). As is the case for Miz@n
and Flagstad (2005, 211) “[tlhe black box is nolydtieaky” as Callon and Latour tell us, in thisseait was
never truly closed even if those who wanted andlegat most designed it.” Future research couldrena a
less ambiguous situation where researchers are likatg to observe the translation for the coreuealin
guestion resulting in a black boxed understandit@uvever, finding a less contentious situation fravides a
suitable context for this type of research may préw be problematic. That is through using the exmnof
sustainability we were able to observe a trangiati@mt may not have been so drawn out in otherestsit In
many other contexts the spatial and temporal el&sneray have been such that they would have made the
translations indiscernible. In this situation tlesearcher may only be able to verify the existericenew core
value through its formal inscription in the orgaatibn mission, vision, or credo. Should it be pblesto find
such a context then, beyond providing conformatibour findings, this may also give more insighbinvhen,
how and why a core value becomes inscribed intoftinmal belief systems such as mission and vision
statements.

Due to focusing on core values we have specifiagilysen to utilize Simons LOC. However in using
Simons LOC we are aware that they are not withatitism. One of the criticisms Ferreira and Ot(@p09,
266) note is that “[...] in some organizations, sashsubsidiaries, belief and boundary systems mdargely
beyond the domain of control of the subsidiary.” ths case study follows the translation procesthanNew
Zealand operations of a large Australian listed gany our results may potentially suffer from thisakness.
However, as we mention above, we establish that#se study organization largely operates asyifeite a
wholly New Zealand owned company. Thus while thesrevinfluenced by both Koala and Eagle as to what
their core values should be they had the freedometeelop their own based on their unique New Zeahlan
context.

This research is distinct from previous researet khoks at the formalization of controls from i
cycle perspective (see for example Davila 2005;n@Erad and Taipaleenmaki 2005). The case study
organization is a relatively mature one that ditl umudergo changes in life-cycle during the studyugthe use
and development of a core value and changes iwitier LOC were being driven by strategic uncertaint
rather than changes in the current state of teechtle.

In this paper we contribute to the holistic undemging, from a process oriented view, of MCS
whereby the case organization was seen as an leargiag network of actors including management rodsit

Hence here we have added to works such as Kolar(2007) in seeing senior managers experimenti a
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developing the controls they need in order to laglgdress the strategic uncertainty they face. Mogoitantly
we have demonstrated, in line with Hansen (20141 tbsearch that combines both performative aneheste

understandings has much to offer in providing nesights.
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Figurel The Levers of Control: Copied from Figure 7.3 D&namic Relationship” (Simons 1995, 159)
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Corporate presentation attended 3
Interview hours 23.5 hours

Number of interviews 23

Observation hours 19 hours

Number of observations 18

Documents: 51 64
General artifacts 4 3
Media 13 55
Notes 46

TABLE 1

Summary of Data
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