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Organizations that must respond quickly to 

environmental pressures look for tools to assist in that 

response. Information technology may be one tool to 

facilitate the response. 

In this study the possible effects of using information 

technology, specifically a decision support system, in the 

feedback segment of one organization's strategic management 

loop were examined. The organization was one region of the 

Board of Probation and Parole in a central state. Personnel 

included administrators, parole officers and clerical 

workers. The information technology was an off-the-shelf 

software product called PlanRight. 

This study is significant for two reasons: a new 

application for information technology was examined and the 

adequacy of a generic computerized tool designed to be 

suitable for various operations was explored. 

This study was a case study. Two months of data were 

taken prior to the implementation of the decision support 



system, and four months of data were taken after the system 

was implemented. Questionnaire data taken before system 

implementation provided descriptive characteristics of the 

organization. Follow-up surveys and interviews at the 

conclusion of the study were used to evaluate employee 

perceptions. 

The study was done in three phases. During phase one 

questionnaires were distributed and returned. During phase 

two, goals, plans and evaluation criteria were formulated 

and plans were implemented. Feedback was obtained and 

evaluated through the use of the decision support system 

enabling reaction to the feedback data. In phase three 

perceptions of administrators and parole officers were 

elicited using follow-up surveys and semi-structured 

interviews. 

Three propositions guided the evaluation of the study's 

outcomes. These propositions dealt with performance toward 

goal achievement, satisfaction with feedback processes and 

quality of plans formulated for the project. 

Performance was moderately successful. Satisfaction 

with processes was high. Speed of obtaining feedback was 

considered high by administrators and paroled officers. 

Quality of processes and outcomes was evaluated to be good. 



Copyright by 

Elizabeth Kemm 

1997 

i n 



TABLE OF CONTENTS 

Page 

LIST OF TABLES vii 

LIST OF ILLUSTRATIONS viii 

Chapter 

1 PROBLEM, PURPOSE AND SIGNIFICANCE 1 

Problem 2 
Unstable Environments 2 
An Alternative 4 

Purpose 4 
Significance 6 

2 PRIOR RESEARCH 7 

Strategic Management 7 
Strategic Planning 8 

The Changing Nature of Strategic 
Planning 9 

The Importance of Strategic Planning . . . 11 
Obstacles to Effective Strategic Planning. 12 

Uncertainty 13 
Misunderstanding of Planning 

or Failure to Plan 13 
Various Constraints 15 
Indefinite Measurements 16 

Vertical Nature of Strategic Planning . . 16 
Implementation 17 

Information Technology 17 
The Strategic Use of Information Technology . . 18 
Decision Support Systems 19 

Summary 23 

3 THEORETICAL FRAMEWORK 27 

Information Technology Domain Theoretical 
Background 27 

Strategic Planning Theoretical Background 30 
An Integrated DSS and Strategic Management Model . .33 
Adaptive Structuration Theory 37 
Research Framework 39 
Variables 41 
Propositions 43 

iv 



Page 

4 METHODOLOGY 48 

Research Design 48 
Case Study 53 
Action Research 55 
The Board of Probation and Parole 57 
Automated Planning Tool: PlanRight 60 
Population 65 
Measurements 67 

Phase One 67 
Phase Two 69 
Phase Three 72 

Instruments 72 
Data Collection 73 

Phase One 73 
Phase Two 74 
Phase Three 76 

Data Analysis 76 

5 DATA ANALYSIS 78 

Questionnaires 78 
Demographics 80 
Mission, Goals, Objectives and Plans 80 
Participation in Goals and Plans 84 
Attitudes Towards Computers and Computing 

Technology 86 
The Information Technology Tool: PlanRight 88 
Follow-up Surveys and Interviews 104 
A Concluding Analysis 107 

6 RESULTS, IMPLICATIONS and CONCLUSIONS 109 
Results 109 

The Organizational Setting 110 
The Information Technology Tool 115 
Propositions and Perceptions 119 

Proposition One 121 
Proposition Two 128 
Proposition Three 130 

Implications 135 
Limitations 139 
Suggestions for Further Research 145 
Summary 148 

APPENDIX A 152 

QUESTIONNAIRE 155 



Page 

APPENDIX B 160 

FOLLOW-UP SURVEY 161 

APPENDIX C 167 

EXECUTIVE INTERVIEW QUESTIONS 168 

APPENDIX D 170 

FREQUENCIES 171 

APPENDIX E 175 

CROSS-TABULATIONS 176 

APPENDIX F 211 

REFERENCES 212 

VI 



Table 1 

Table 2 

Table 3 

Table 4 

Table 5 

Table 6 

Table 7 

Table 8 

Table 9 

Table 10 

Table 11 

Table 12 

Table 13 

Table 14 

LIST OF TABLES 

Page 

Strategic Planning Summary 2 4 - 2 5 

Information Technology Summary 26 

Variable Table 42 

Research Design Comparison 51 

Research Design Summary 54 

BPP Performance Level Parameters 71 

Demographics Summary 81 

Mission, Goals and Objectives Summary . . . 82 

Goal Commitment Summary 85 

Goals and Plans Attitudes Summary 87 

Computing Attitudes Summary 89 

Information Technology Data Summary . . . 105 

Follow-up Survey Summary 120 

Proposition Support Summary 122 

VII 



Figure 1 

Figure 2 

Figure 3 

Figure 4 

Figure 5 

Figure 6 

Figure 7 

Figure 8 

Figure 9 

Figure 10 

Figure 11 

Figure 12 

Figure 13 

Figure 14 

Figure 15 

Figure 16 

Figure 17 

LIST OF ILLUSTRATIONS 

Page 

General Systems Model 31 

Greenley's Strategic Management Model . . . 32 

Taylor and Cosier's Model of Strategic Processes 
34 

Yoo and Digman's Model of DSS for Strategic 
Management 35 

Gopal, Bostrom and Chin -

Research Framework 38 

Research Framework 40 

PlanRight: Hierarchy of Goals 64 

PlanRight: Criteria Screen 90 

Region - Beginning of Study 91 

Region - End of Study 94 

District A 96 

District B 97 

District C 98 

District D 99 

District E 100 

District F 101 

District G 102 

v m 



CHAPTER 1 

PROBLEM, PURPOSE and SIGNIFICANCE 

In this study the use of information technology to 

support an organization's strategic management activities 

was examined. Specific activities investigated were 

strategic plan development, plan implementation and 

evaluation of outcomes. Strategic planning forces an 

organization to evaluate its current position and to 

consider where it wants to be at some future point in time. 

According to Yoo and Digman (1987), today's organizations 

exist in rapidly changing environments of uncertainty in 

many areas. The ability to cope with uncertainty is a 

necessity for survival. Planning, strategic decision making 

and plan implementation do not ensure that an organization 

will cope successfully with uncertainty but they are tools 

for the struggle. 

Information technology, in the form of decision support 

systems, is used successfully in areas where results of 

decision making are hard decisions such as economic order 

quantities and the allocation of human resources. Areas of 

decision making where results are considered soft decisions 

are more difficult and have been less explored. 

The application of information technology to the 

structure, implementation and feedback analysis of an 

1 
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organization's planning processes may expand the range of 

support that information technology can provide to 

organizations. Support for planning activities may help 

organizations to be competitive and effective in managing 

uncertainty. 

Problem 

In spite of evidence that strategic planning is a 

valuable technique that provides benefits to organizations 

(Ansoff et al. 1970; Thune and House 1970; Wood and LaForge 

1979; Ramanujam and Venkatraman 1987; Flores 1990; Baker, 

Addams and Davis 1993), several researchers have suggested 

that many organizations do not have any mechanism for 

planning (Hayes and Abernathy 1980; Bracker and Pearson 

1986; Goodwin and Hodgett 1991). Many organizations that do 

have a strategic planning process are extremely inefficient 

in the manner in which they plan (Baker, Addams and Davis 

1993) . Additionally, organizations may fail to implement 

their plans effectively once the plans are formulated 

(Atherton 1993). Mechanisms to evaluate plan effectiveness, 

when they exist, are rarely productive. 

Unstable Environments 

Some organizations, in the past, had the luxury of 

lengthy time frames in which to analyze environments and to 

respond to environmental changes. By the time environmental 
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changes were observed and appropriate responses were 

determined and implemented, the time span was wide enough to 

give the illusion of stability. In recent years, however, 

significant changes suggest that instability is and will 

continue to be the norm (Luftman, Lewis and Oldach 1993) . 

One cause of change is information technology. 

Increasing use of information technology has, effectively, 

accelerated the time frame in which organizations must 

respond to external pressures in order to improve or 

maintain performance and to remain competitive. Because of 

the reduced decision-making time frame the pressure to make 

decisions quickly is increased. Not only must decisions be 

made in a shorter time frame but the decisions must be the 

right ones. To be successful organizations must do the right 

thing at the right time. The strategic planning activity 

that typically occurs yearly may be inadequate to cope with 

the rapidity of environmental change. Organizations must 

continuously evaluate their current positions, desired 

positions and actions required to effect the change. Because 

of environmental instability and the need to react quickly, 

the scope of long-range strategic plans in organizations may 

be altered. What was once considered a long-range strategic 

plan for a five to ten year time span may have to be 

prepared for a lesser period of time. 



An Alternative 

Improving strategic management processes is one 

alternative for helping organizations prepare to react 

quickly and to make better decisions. A new class of 

computerized tools and techniques that has much potential 

for assisting decision makers is growing in popularity. 

Grouped under the generic umbrella of decision support 

systems (DSS), these tools have a variety of analytical and 

problem-solving possibilities. For example, some of these 

decision support systems are designed to use management 

science tools such as forecasting models and others are 

designed to improve group communications. At least one of 

the newer tools is designed to add structure and discipline 

to the strategic planning process and then to evaluate 

feedback from the plan's implementation. 

Purpose 

The purpose of this study was to examine potential 

effects of using an automated tool (information technology) 

on an organization's activities of strategic planning, plan 

implementation and post-implementation evaluation. In this 

study the implications associated with using an automated 

tool as part of planning activities were investigated. 

Management information systems (MIS) literature is 

abundant with descriptions of the ways in which the 

effective use of computer processing enhances many 
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organizational processes. One organizational process that 

computer technology dramatically affects is strategic 

management. Though the strategic management process does not 

always involve the direct use of information technology, 

information technology has altered the business environment 

so that organizations receive and send more information in a 

shorter time frame than was done in pre-computer eras. 

Because of this abbreviated period, organizations must act 

and react differently than they did before use of computers. 

Many information-systems experts advocate the 

importance of including planning for information technology 

in the organization's strategic planning process (Bowman, 

Davis and Wetherbe 1983; Carter, Nilakanta and Norris 1990). 

The goal of such planning is to be certain that adequate 

information technology is available to support, efficiently 

and effectively, all possible aspects of the organization's 

operations. Other experts stress the importance of planning 

for the strategic use of information technology (Bakos and 

Treacy 1986; King, Grover and Hufnagel 1989; Lederer and 

Sethi 1991; Boynton, Victor and Pine 1993). The goal of this 

planning is the innovative use of information technology to 

alter the organization's strategic position in its industry. 

The use of information technology to support the strategic 

planning process is a more recent concept and one that has 

not been explored in depth. 



Significance 

This study is significant because it explored a new 

aspect of organizational use of information technology. The 

use of information technology to support an organization's 

strategic management activities: plan development, plan 

implementation, post-implementation feedback and evaluation 

of feedback was investigated. Finding new techniques to 

support strategic management activities is important because 

of the increasing interest in strategic management (Parker 

1990; Goodwin and Hodgett 1991; Clark 1992) and the need to 

improve strategic management processes. In this study, 

outcomes that may occur as a result of using information 

technology for strategic management support were explored. 



CHAPTER 2 

PRIOR RESEARCH 

Because of the nature of strategic management many 

factors play an important role in planning activities. Among 

these factors are social interaction, industry 

competitiveness, and external economic conditions. In this 

study strategic planning, evaluation of outcomes resulting 

from plan implementation and application of adjusting 

actions were examined. Specifically, the role that 

information technology may have in supporting these 

activities was explored. Past studies in both strategic 

management activities and decision support using information 

technology are explored here. 

Strategic Management 

Bracker (1980) describes strategic management as both 

the process of defining the goals and actions of strategy 

and the implementation of the actions. Schwenk (1988) 

identifies three fundamental attributes of strategic 

decisions: they are non-routine and poorly structured, they 

may impact an organization considerably because of necessary 

resource commitments or fundamental changes in procedures, 

and they usually are extremely complex requiring substantial 

amounts of input to the decision process. Strategic 

7 
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management processes are done periodically throughout the 

organization's existence. 

Strategic Planning 

The process of determining what an organization must do 

in order to focus its activities toward maintaining or 

improving its position is strategic planning. The importance 

of strategic planning is noted by Flores (1990) when he 

states that strategic planning is the most powerful tool 

that managers have for coping with problems, concerns, 

needs, and opportunities. Flores (1990) further states that 

benefits resulting from strategic planning include: 

establishing direction, focusing actions, reducing costs, 

increasing motivation and fostering creativity. Strategic 

planning also concentrates attention on those actions that 

are seen to have the most impact for the organization's well 

being. 

A survey of strategic planning literature reveals 

various definitions of strategic planning. Moreover, other 

terms such as strategy and long-range planning are often 

used synonymously with strategic planning. These variations 

underscore the relative importance and universality of the 

concept. Jones, Jacobs and Van't Spijker (1992, 220) 

describe an organization's strategy as "the extent of the 

fit between its external environment and its internal 

resources." Harrison (1992, 72) describes strategic 
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decisions as those where alternatives must be selected in 

situations that are "unstructured, complex, and 

significant." An innovative concept relative to strategy is 

defined by Normann and Ramirez (1993, 64). They maintain 

that 

Strategy is the art of creating value. It provides the 
intellectual frameworks, conceptual models, and 
governing ideas that allow a company's managers to 
identify opportunities for bringing value to customers 
and for delivering that value at a profit. In this 
respect, strategy is the way a company defines its 
business and links together the only two resources that 
really matter in today's economy: knowledge and 
relationships or an organization's competencies and 
customers. 

The purpose of strategic planning is to improve the 

performance of the organization. Although this may seem 

intuitive, Whelan and Sisson (1993b), suggest that very few 

companies reap the benefits of steadily improved 

organizational results that are gained through effective 

strategic planning. 

The Changing Nature of Strategic Planning 

Strategic planning has been a major ingredient in 

organizational thinking since it first became popular in the 

1960s. Abundant literature exists to verify the significance 

which was attributed to strategic planning and the high 

expectations with which organizations began to apply its 

concepts. Among these concepts were a focusing, by top 

management or a planning team, on a mission of the 

organization and the identification of goals and objectives 
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that, when attained, would bring the organization closer 

toward the realization of its stated mission. The scope of 

strategic planning was long term, an imprecise measure, 

generally thought of in terms of years. 

Despite some recorded successes strategic planning did 

not work well for all organizations. One of the primary 

weaknesses in the concept was that of long-range planning. 

As practiced by many organizations, long-range planning 

implies an ability to establish a direction that will be 

appropriate in all circumstances. It was discovered that 

such planning is an impossibility, particularly when the 

organization is competing in an unstable environment. 

Another weakness that was attributed to the traditional 

concept of strategic planning is that the goals were defined 

by top management or a group of professional planners but 

the implementation of the plans were left to others. 

Freguently, those who were given the responsibility for 

carrying out the plans were not informed of the plan's 

rationale. Lack of communication or participation often 

caused misinterpretations of the plans or resistance to them 

because of personal agendas that took precedence. 

External environments and internal factors in the 1960s 

were dramatically different than organizations experience 

today. Today's organization has new technologies (Nicholson, 

Rees and Brooks-Rooney 1990) that enable a new way of doing 

business. Additionally, even newer technologies appear 
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continuously. Organizations compete in volatile markets that 

are frequently global in scope and that change rapidly 

(Normann and Ramirez 1993). These various changes in 

environmental conditions have caused changes in the nature 

of strategic planning (Ansoff 1994). 

The Importance of Strategic Planning 

Benjamin et al. (1984) pose that an organization's 

strategy is a factor in the organization's survival and 

success. An organization's strategy planning is a critical 

factor in the organization's prosperity. Yee (1990) states 

that strategy articulation and strategy implementation are 

two of the four key elements to success. 

Baker, Addams and Davis (1993), discovered that 94% of 

the CEO's they surveyed directly credited an improvement in 

profitability to the planning they had done. They determined 

that other areas showing improvement attributed to strategic 

planning are motivation, asset growth, industry leadership, 

allocation of resources, operations management, 

communication and unity, and decision making. Others (Ansoff 

et al. 1970; Ramanujam and Venkatraman 1987; Thune and House 

1970; Wood and LaForge 1979), using various testing criteria 

and parameters, also attest to the positive benefits that 

resulted from planning that were not apparent when compared 

to results of non-planning. Yet others have directly 
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attributed organizational decline to the lack of strategic 

planning (Hayes and Abernathy 1980). 

In an extensive review of strategic planning 

literature, Shrader, Taylor, and Dalton (1984), looked for 

relationships between measures of organizational performance 

and three distinct criteria: formal strategic planning, 

strategic planning content, and the organization's 

environment. Their study suggested that organizations 

employing formal strategic planning processes tend to 

outperform organizations that do not have formal planning 

structures. Shrader et al. (1984) also found that strategic 

planning is strongly linked to high performance in 

organizations where strategy was developed to help guide 

decision making in the competitive and growth arenas. An 

organization's environment is described by organizational 

demographics such as size, industry, location, 

characteristics of personnel and so on. Shrader et al. 

(1984) found that an organization's performance is strongly 

linked to management skills and the accuracy of planning 

activities. 

Obstacles to Effective Strategic Planning 

Effective planning has several deterrents or obstacles. 

Among these are uncertainty, lack of understanding about 

what constitutes effective planning, time constraints, 
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market uncertainty, lack of expertise, budget constraints, 

resistance to change and indefinite measurements. 

Uncertainty 

A major difficulty with formulating strategic plans is 

that they are affected by environmental forces over which 

the organization has no control but which create uncertainty 

about the outcomes of the strategies (Harrison 1992) . 

Strategic planning can not forecast events in the future and 

it has a high cost in terms of personnel time (Flores 1990). 

Uncertainty in the environment causes uncertainty in 

decision making. Decision makers are reluctant to specify 

decisions where mistakes can be costly. 

Ambiguity about terms relative to strategic planning 

inhibits effective strategy. Many authors (Baker, Addams and 

Davis 1993; Karger and Malik 1975; Reid 1990) stress the 

importance of a "formal strategic plan", i.e., a written 

plan at each organizational level but find a lack of 

consistency in interpreting the phrase, formal strategic 

plan. 

Misunderstanding of Planning or Failure to Plan 

Whelan and Sisson (1993a) asked survey respondents 

about the planning processes in their electrical utility 

organizations. By respondents' own definition, 75% of the 

them responded positively concerning their strategic 
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planning activities. But when subjected to a formal 

definition of the strategic planning process, only 38% of 

the plans really qualified. 

Failure to plan is not confined to a narrow class of 

industry types. Businesses as diverse as the networking 

industry (Network World 1993), UK's transportation system 

(Semple 1992), agencies that fund through grants (Cook 

1992), and the airline industry (Donoghue 1993) all lack 

adequate strategic planning processes. 

Failure to plan may also be related to the size of an 

organization. Robinson and Pearce (1984) found that most 

small firms do not plan at all. 

Bracker and Pearson (1986) examined several studies in 

which successful and unsuccessful small businesses were 

examined. They found that a lack of planning or weakness in 

the planning process may be a contributing factor in a 

organizations•s failure. Conversely, planning processes that 

are well-developed, well-implemented, and appropriately 

controlled may contribute to a organization's success. In 

their study and by their definition of structured strategic 

planning (formalized, written long-range plans focusing both 

outside and inside the firm and 3-15 years in range), firms 

that conformed to the structured strategic planning category 

outperformed all firms in other planning categories with 

regard to overall financial performance. 
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In their study of medium-sized businesses, Goodwin and 

Hodgett (1991), found that 46 per cent of respondents do not 

plan at all and, of the companies that stated that they did 

strategic planning, it was doubtful that strategic planning 

had occurred. They suggest that in some organizations 

strategic planning is nothing more that an extension of 

financial planning activities. They found that, as company 

size decreased, evidence of strategic planning also 

decreased. When strategic planning did exist it was 

generally a form of financial budgeting. According to 

Goodwin and Hodgett (1991) this suggests a serious 

misunderstanding as to the nature of strategic planning. 

Various Constraints 

In their study, Baker, Addams and Davis (1993) 

determined five major obstacles that impede planning 

efforts: time constraints, market uncertainty, lack of 

expertise, budget constraints, and resistance to change. 

Reid (1990) states that, to be effective, planning 

activities must be allocated sufficient time and effort. 

Yet, he found only about 30% of organizations allocated 

enough time. Karger and Malik (1975) also found time and 

budget constraints to hinder planning efforts. 
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Indefinite Measurements 

According to Wichman, Nix and Rehnberg (1990), 

organizational goals are achieved through actions that 

managers determine in pursuance of goals. Performance toward 

achievement is measured by key variables called strategic 

factors. An important characteristic of key variables in all 

organizations is that they are critical in defining the 

plan's success or failure and they must be measurable. To be 

effective, however, the measurements must be appropriate: 

measuring the right thing and measuring it correctly. In 

their study, Shrader et al. (1984) discovered that 

measurements were sometimes flawed and/or misinterpreted. 

Vertical Nature of Strategic Planning 

Traditionally, strategic planning has been an activity 

of top management. Alternately, professional planners may be 

employed for the purpose of plotting the organization's 

direction. Plans are developed, dissected and distributed to 

managers and supervisors. This process may leave an 

organization's employees with uncertainty about the vision 

or direction that they are asked to support or about the 

contributions that their individual efforts make toward the 

organization's overall direction. Many authors stress that 

it is important to involve personnel at all organizational 

levels in the strategic planning process and to make all 

employees aware of the organization's strategic plan in 
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order to elicit commitment from the employees (Atherton 

1993; Carroll 1993; Eisenstat 1993; Goodwin and Hodgett 

1991; Harrison 1992; Nichol 1992; Wessel 1993; Whelan and 

Sisson 1993a). 

Implementation 

To be effective, strategy must be implemented. Without 

implementation there can be no follow-up, no measurements of 

success and no links to rewards (Whelan and Sisson 1993b). 

Unless implemented within a reasonable time frame, strategic 

decisions become obsolete (Whelan and Sisson 1993b) and 

undermine the planning process. Whelan and Sisson (1993b) 

suggest that, frequently, the outcome of a planning session 

is a huge document that is rarely read, used or acted upon. 

Information Technology 

Huff and Munro (1985) write that information technology 

is the complete range of technologies involved in 

information processing and handling. These technologies 

include computer hardware, software, telecommunications and 

office information. Their definition of information 

technology even includes systems development methodologies. 

Lin, Vassar and Clark, (1993) propose that information 

technology is a tool that generates advantage by using it 

creatively. Information technology's importance is in the 

imaginative application to support strategies of the 
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Decision Support Systems 

Lederer and Sethi (1991, 104) suggest that "the use of 

Strategic Information Systems Planning can help an 

organization use its computer-based information systems to 

realize its strategies and that failure to do so can cause 

both lost opportunity and wasted information systems (IS) 

resources." Although the intent of the statement refers to 

the use of an information system in a manner to support the 

realization of an organization's strategy, the implication 

exists that an information system may also be used to 

support the development of an organization's strategy. 

Decision support systems (DSS) are a specific category 

of information systems. According to Eom and Lee (1990) 

decision support systems have several features by which they 

are characterized. Decision support systems are intended to 

support decision makers and enhance the quality of decisions 

rather than remove the decision making activities from the 

decision makers. Decision support systems use management 

science and/or operations research models together with 

input data by which to suggest problem solutions. Decision 

support systems are also designed to solve problems that 

vary in the level or degree of structure. 

Sharda, Barr and McDonnell (1988) note that the use of 

decision support systems has increased over the past several 

years and, accordingly, the volume of research using DSSs 

has also increased. Eom and Lee (1990) identified the 
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organization. Wiseman (1985) suggests that innovative use of 

technology, in the nature of a change to a procedure or to a 

product, can result in a complete change in the way an 

organization does an activity. 

The Strategic Use of Information Technology 

The relationship between strategic planning and 

information technology is viewed from different 

perspectives. One perspective is to identify opportunities 

for strategic use of information technology. Information 

technology should not be considered independently from the 

goals of the organization but must be aligned to support the 

purpose and direction of the organization. Many authors 

(Benjamin et al. 1984; Williamson 1993a; Goldberg and 

Sifonis 1993; Lin, Vassar and Clark 1993; Williamson 1993b; 

Tapscott and Caston 1993) emphasize the need to have close 

links between the information function and the enterprise 

strategy of the organization. Other authors, in both 

conceptual discussions and experimental reporting, describe 

techniques and methodologies for strategic information 

systems planning (Carlson 1979; Benjamin and Scott Morton 

1988; Kerner 1979; Lederer and Sethi 1991; Lin, Vassar and 

Clark 1993; Martin 1982; Pappas 1984). 
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diversity of areas to which decision support systems have 

been applied. These topics include urban and community 

planning, hospital and health care, agriculture, human 

resource management, corporate functional management and 

strategic management. 

Several DSS research studies have been in the genre of 

case studies and field studies. In the case and field 

studies a large number of outcomes have reported marked 

improvement when measurements taken after the implementation 

of a DSS were compared to those taken prior to 

implementation. Examples include Horwitt (1984) and Sherif 

and El Sawy (1988). 

Although laboratory experiments have not been as 

numerous as the case and field surveys, a number of 

experiments where performances of DSS users were compared to 

performances of non-DSS users also indicate a strong 

argument for the use of DSSs. Sharda, Barr and McDonnell 

(1988) suggest that laboratory experiments where variables 

are controlled give a different perspective on the 

effectiveness of a DSS. In their laboratory experiment, they 

confirmed the previous findings that the use of a DSS leads 

to more effective decisions. One important finding in their 

study was that use of DSS leads decision makers to have more 

confidence in their decisions. 

DSS modeling is very flexible. DSSs, typically, can 

support a number of variables and very complex eguations 
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such as Monte Carlo simulations. As modeling tools, DSSs 

have a history of usefulness in organizational decision 

making. 

Gupta and Harris (1989) state that a DSS has three 

performance criteria: information management, data 

quantification and model manipulation. Information 

management consists of the techniques by which data are 

stored, retrieved and presented to the user. Data 

quantification is the process by which data are summarized 

and analyzed to derive values of key indicators that are the 

substance of the information. Model manipulation refers to 

the ability to consider variations of the data to answer 

"what if" questions. By these definitions the first two 

criteria have long been characteristics of management 

information systems. The third characteristic is more recent 

but has become prevalent in forms such as spreadsheet 

applications. Sherif and El Sawy (1988) observe that 

strategic planning is a difficult assignment. Quantification 

of data is difficult and construction of appropriate models 

is complex. Support of planning becomes a complicated task. 

Some DSSs are classified in narrower categories with 

each category having its own special characteristics. Among 

these are group decision support systems (GDSS), executive 

information systems (EIS) and expert support systems (ESS). 

GDSSs are built to aid the decision making processes of 

people working together. EISs are usually designed uniquely 
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for a specific person or persons for the purpose of keeping 

that person currently informed about the internal status of 

the organization and external influences on the 

organization. ESSs are designed to support decision making 

in one specific area in the absence of human experts. In 

each of these categories a wide variety of applications is 

in use. 

Tyran et al. (1992) noted that strategic management is 

frequently done by managers working in groups and, 

therefore, observed the rationale for applying GDSSs to 

support the strategic management process. They found that 

electronic meeting systems (EMS) positively enhanced verbal, 

electronic and mixed (verbal-electronic) communications 

during the strategic decision-making process. Leidner and 

Elam (1993-1994) found that the use of an EIS helps managers 

identify problems more quickly and to make decisions more 

rapidly. 

Evans and Riha (1989) suggest that a major difference 

between the class of decision support systems and other 

types of information systems is that decision support 

systems are constructed with an emphasis on effectiveness. 

Effectiveness criteria include availability to the user, 

timeliness of the output and subjective measurements. A 

decision support system may not be efficient in terms of 

throughput or costs but may help generate more effective 
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decisions which, in the long run, become more efficient 

management. 

Summary 

Various observations and research findings relevant to 

strategic planning are summarized in Table 1. The consensus 

among authors is that strategic planning is a profitable and 

advantageous activity. The evidence suggests that, in spite 

of the perceived value of strategic planning, it is not a 

universally applied activity. Many factors contribute to 

organizations' neglecting to avail themselves of this 

beneficial technique. 

Observations and research findings relevant to 

information technology are summarized in Table 2. The 

evidence suggests that the use of information technology has 

positive impacts when applied to strategic management 

activities when comparing outcomes before and after the 

implementation of information technology, specifically 

decision support systems. 
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CHAPTER 3 

THEORETICAL FRAMEWORK 

Information technology and strategic management 

literature both contribute to the framework developed for 

this study. Each is discussed in this chapter. Research 

questions and propositions for this study are then 

discussed. 

Information Technology Domain Theoretical Background 

A classic organizational model is defined with three 

levels of management activity: strategic planning, 

management control and operations (Anthony 1965). Decisions 

at each level are classified as structured, semi-structured 

or unstructured based on the predictability of outcomes. 

Gorry and Scott Morton (1971) constructed a matrix in which 

they suggested potential areas for information technology 

applications across the three management levels and the 

three decision classifications. These areas are based on the 

complexity and predictability of decisions to be made. 

Structured decisions are frequently made in the area of 

organizational operations. Information technology is applied 

successfully to structured decision making because ambiguity 

is minimal, input data values are very precise, decisions 

are routine and it is easy to formulate mathematical 

27 
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processes for computer processing, i.e., the correct answer 

is usually obvious and the level of uncertainty is extremely 

low. Decisions of this type generally do not have a 

significant impact on the overall position of the 

organization with respect to its environment. With minor 

variations these operations are similar in all 

organizations, e.g., accounts receivable. 

By contrast, unstructured decisions, such as those made 

in the strategic planning area are more perplexing. These 

decisions deal with situations in which the correct answers 

are not obvious. Input data values are frequently blurred 

and imprecise, building formulas for computer processing is 

difficult and the level of uncertainty surrounding decision-

making is extremely high. The nature of these decisions may 

vary significantly between organizations. Decisions of this 

type generally have a profound impact on the organization's 

position in its environment. 

The differences between structured decisions, semi-

structured decisions and unstructured decisions are also 

indicated in other models. Among these models are a three-

stage model proposed by Rockart and Scott Morton (1984) and 

a four-stage model suggested by Marchand (1985). Both of 

these models indicate that an organization's use of 

information technology evolves as the organization's level 

of sophistication with information technology increases. The 
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Rockart and Scott Morton (1984) model defines the stages 

through which the information processing function evolves: 

1. clerical applications are the substance of 
information processing 

2. support of management activities in operations 
such as production and marketing becomes the major 
focus 

3. emphasis shifts to support for managerial 
activities such as strategic planning and decision 
making. 

The Marchand (1985) model describes the evolution of 

information technology through the four stages of: 

1. physical control 

2. management of automated technology 

3. information resource management 

4. knowledge management. 

All of these structures, the Gorry and Scott Morton 

(1971) matrix, the Rockart and Scott Morton (1984) model and 

the Marchand (1985) model, suggest that information 

technology functions are mastered on easily automated 

operations before information technology is applied to more 

complex, indefinite decision situations. 

Uncertainty is becoming an increasingly chronic 

situation for many organizations. To be competitive and 

effectual organizations must be able to function effectively 

under increasing uncertainty. Operational research 

techniques and statistical methods are tools that have been 

applied to unstructured decisions in an effort to reduce 

uncertainty. Decision support systems are instruments 
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designed to automate operational research techniques and 

statistical methods. A wide variety of DSSs is available to 

accommodate the variety of decisions that must be made. 

These systems are fast and accurate. They give organizations 

the ability to manage uncertainty to a certain degree. DSSs 

are specific purpose applications, however. In order to 

cover a wide range of decisions, several DSSs must be used. 

Keen and Scott Morton, in Yoo and Digman (1987), 

suggest that a DSS is the application of information 

technology to 

1. provide a vehicle to help managers in semi-
structured decision making 

2. support managerial decisions, not relieve managers 
of the task 

3. emphasize effective decision making rather than 
efficient decision making. 

Strategic Planning Theoretical Background 

An organization is simply defined as an open system 

existing within an environment from which it draws input and 

to which it delivers output. Output is generated following 

a transformation process. Therefore, a simple representation 

of an organization is analogous to a general systems model 

(Figure 1). For the context of this discussion, an 

organization is more precisely defined as an institution by 

which persons, in concert, can achieve goals which may not 

be achieved by individuals acting independently. The general 

systems model is tacit in many discussions and applications 
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Output 

Figure 1 

General Systems Model 

of organizational strategy (Porter 1980; Ginsberg 1984; Boal 

and Bryson 1987). The model implies that the output 

variables will be affected by varying either the input 

variables or the process variables or a combination of both. 

Linkages between the model elements show movement of 

something being passed from one element of the model to 

another. The simplicity of this model makes it applicable to 

many situations and circumstances. 

Greenley's (in Clark 1992) model of the strategic 

management process contains four main phases: analyzing the 

environment, planning direction, planning strategy, and 

implementing strategy. This model is typical and similar to 

other models of the strategic management process (Figure 2) 

although some disagreement occurs over whether the "Planning 

direction" activity precedes the "Analysing the environment" 

activity. What is noteworthy here is that each activity is a 
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discrete event that is accomplished before the next activity 

begins. It is also important because of the concept of 

strategy that includes the implementation of the actions 

chosen during the activity of strategy planning. 

More recently, Taylor and Cosier (1993) present a model 

that is expanded to also represent strategic control and 

strategy evaluation (Figure 3). Strategic control refers to 

ensuring that a planned strategy is being used. Strategy 

evaluation is the monitoring of actual outcomes by 

comparison to desired outcomes. These processes are newer 

concepts of strategic management but they are extremely 

important. Plan development is irrelevant without a means 

for guiding plan implementation and evaluation of 

implementation outcomes. An important concept in this model 

is the idea of strategic processes as unending and cyclical, 

allowing for continual review and adjustments. 

An Integrated DSS and Strategic Management Model 

Yoo and Digman (1987) suggest a model for a DSS that 

will support the entire integrated strategic management 

model. The integrated DSS consists of four subsystems: an 

environmental analysis subsystem, a goal-setting subsystem, 

a decision support subsystem and a strategy operating 

subsystem. This integrated DSS is shown integrated into the 

previous strategic management model (Figure 4). 
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In this model the environmental analysis subsystem 

supports an evaluation of both the external environment and 

the internal resources of the organization. Output from this 

subsystem feeds into the goal-setting system where 

organizational mission and high-level goals and objectives 

are formalized. The third subsystem, the decision support 

subsystem, is new to this model. It has no corresponding 

element in the previous strategic management model. It is a 

transformational link from one subsystem to another. Input 

to this system is from both the environmental analysis and 

the goal-setting subsystems in the form of data entered into 

a database. Data from the database is then transformed into 

information that feeds into the fourth subsystem: the 

strategy operating subsystem. 

Currently, no one DSS product can support the entire 

strategic management process. The integrated DSS is an 

idealized model in which DSS products exist and can be 

linked together in such a manner as to support the entire 

strategic management process. For this study, interest was 

in the fourth subsystem: the strategy operating subsystem 

and in the associated portion of the strategic management 

model. This area of study corresponds to the 

Unstructured/Strategic Planning box of Gorry and Scott 

Morton's matrix, to the 3rd (managerial) stage of Rockart 

and Scott Morton's model and to Marchand's knowledge 

management stage. 
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Adaptive Structuration Theory 

The previous models exhibit a focus on the use of 

technology and the process of strategic management. In the 

evaluation of the organization's internal resources it is 

implied that the skills and competencies of the employees 

are considered. The skills and competencies of the people 

who are doing the strategic planning is also a factor. 

Variances in how people work (the process of planning) and 

the relationships involved can have an impact on the 

outcomes of processes. Recently, some research efforts have 

attempted to determine the effects of the social factors 

involved with using a specific type of DSS, group support 

systems, by using adaptive structuration theory. 

Adaptive structuration theory suggests that groups 

appropriate the structures of technology and adapt them for 

their particular needs. Adaptive structuration theory says 

that how structures are appropriated is observed with three 

dimensions: faithfulness, attitudes and consensus. 

Gopal, Bostrom and Chin (1992-93) developed a research 

framework which is a variation of the general systems model 

(Figure 5). According to Gopal, Bostrom and Chin, 

Faithfulness of Appropriation refers to how well the group 

uses the software in the way it was intended to be used. 

Attitudes refers to opinions concerning the use of the 

software. Consensus on Appropriation refers to how well the 

group agrees on how to adapt the software to its purposes. 
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Research Framework 

For this study the research framework is comprised of 

components of the various models. The strategic management 

model, the DSS model and the adaptive structuration model 

are integrated (Figure 6). 

Although the implementation of a support system in the 

usual context of a group support system was not examined in 

this study, the application of adaptive structuration theory 

to this study is appropriate for explaining potential 

variations in the use of technology. While it is possible 

for a single person to engage in strategic planning, 

generally, the activity is a group process even if broken 

into sessions that are not simultaneous. Idenburg (1993) 

describes four styles of strategy development: rational 

planning, planning as a guided process, logical 

incrementalism and emergent strategy. A group may use any of 

these strategy styles in strategic planning or the group may 

use a combination of these styles. To assist in the 

development of strategy a group may make adaptations to the 

technology that will enhance its own particular style of 

strategy development. Gopal, Bostrom and Chin (1992-93) used 

a variety of tasks and technology tools, indicated as 

independent variables in their framework, to demonstrate the 

application of the adaptive structuration theory. 
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Variables 

Variables which are relevant to this research are shown 

in the Variable Table (Table 3). These variables are 

developed out of the Research Framework (Figure 6). 

The first variable to be considered is performance. 

Meyer (1991) notes that for research in strategy to be 

significant it must be linked to issues of performance. 

Since strategy is related so closely to performance, 

performance is a major issue for study. 

The second research issue is a portion of the strategic 

process itself. In Taylor and Cosier*s model (Figure 3) the 

iterative nature of strategic processes is indicated. An 

organization's ability to evaluate outcomes, make necessary 

adjustments, and implement the adjustments in a short time 

frame could be critical to its survival. Therefore, process 

is the second variable. 

The strategic plan is the third research issue. The 

plan is measured by assessing attitudes and perceptions of 

quality, satisfaction with outcomes and satisfaction with 

the plan process. Information technology is the unique 

variable which is not necessarily associated with strategic 

activities and which may be inferred to affect the other 

variables 
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Construct Variable 

Performance Unemployment 
rate 

Characterized by: 

Unemployment rate 
of parolees from state 
correctional institutions 
measured against the 
unemployment rate for the 
state's remaining 
population 

Process Reaction 
time 

Time to respond from 
evaluation to 
implementation of 
adjustments 

Plan Plan quality 

Plan outcome 

Perceived quality 

Satisfaction with 
plan outcome 

Plan process Satisfaction with 
plan process 

Information 
technology 

Decision 
Support System 

Information Technology 
tool 

Table 3 

Variable Table 
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Propositions 

The purpose of this study was to study the 

relationships that exist when information technology is 

applied to strategic management activities: plan 

development, plan implementation and post-implementation 

evaluation. The research framework suggests that several 

relationships may occur between input, process and output 

factors. 

Since the primary reason for engaging in strategic 

management activities is to improve performance, the first 

research issue concerns the organization's measures of 

performance. Typically, performance is considered to be 

related to an organization's ability to improve its 

financial status. Depending on the nature of the 

organization, performance can be measured by various other 

criteria. For this study performance was measured as the 

organization's ability to perform a service: finding and 

maintaining employment for parolees so that the unemployment 

rate for employees was eguivalent to the unemployment rate 

of the state's population in general. 

The concept of evaluation of outcomes, adjustments, and 

implementation of adjustments has already been discussed. 

Reaction time may be linked to technology where evaluation 

may be made quickly allowing rapid response to feedback from 

plan implementation. 
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Post-implementation evaluation is one measure of the 

quality of the strategic plan and the effectiveness of its 

implementation. This, in turn, drives future iterations of 

plan development and plan implementation. Plan quality is 

also perceived by those who implement the plan and/or are 

affected by it. Other issues of interest are satisfaction 

with which the plan outcome is perceived and the 

satisfaction with which the planning process is perceived. 

Perception implies human reactions and responses. Therefore, 

opinions relative to planning processes, plan quality, and 

plan outcomes become important research factors. 

For this study, questions of interest are: 

1 Does a relationship exist between an 
organization's performance and the use of 
information technology in strategic management 
activities? 

2 What is the relationship between the use of 
information technology and strategic management 
process and outcomes? 

3 What is the relationship between the use of 
information technology in the strategic management 
process and perceptions of the strategic 
management process and outcomes? 

With regard to the previous issues and questions the 

following propositions were considered. 

P, The performance of an organization that uses 
information technology to support strategic plan 
development, implementation, and post-
implementation evaluation will show an improvement 
when compared to performance that lacked 
information-technology-based support. 
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To investigate this proposition the relationship 

between an organization's performance measure prior to the 

implementation of information technology into the strategic 

management process and again after technology's 

implementation was examined. The differences in the 

measurements yield a perspective on the relationship between 

the use of information technology and an organization's 

performance. 

P2 Post-implementation evaluation of the strategic 
plan, when supported by information technology, 
will provide status information quicker and will 
enable an organization to react faster with 
necessary changes than was possible without 
evaluation supported by information technology. 

The support of information technology may enable an 

organization to monitor plan implementation and 

effectiveness continuously and obtain analysis of the 

organization's current status with regard to plan 

implementation in a shorter time frame than is possible 

without the support of information technology. Informed in a 

timely manner of the status quo, the organization may be 

able to react faster with necessary adjustments in order to 

improve long-range performance. This points to the cyclical 

nature of strategic planning activities and the need to make 

modifications quickly. 

P3 Plans developed with the support of information 
technology will be of higher quality than plans 
that are developed without the support of 
information technology. 
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Quality, in this context, embodies the characteristics 

of completeness and appropriateness. Completeness suggests 

that plans are unambiguous, clearly stated and sufficient to 

guide implementation activities. Appropriateness suggests 

that plans are reasonable and suitable to the problems for 

which they are produced. The measure of quality and 

completeness, when applied to intangible products, requires 

a subjective judgment from those in a position to evaluate 

the concepts. 

The use of a decision support system in plan 

development does not ensure that overall plans will be 

complete to lowest level detail. The decision support 

system does provide a framework that facilitates viewing 

organizational plans as a series of goals that are not 

independent of each other but are linked together and 

dependent on each other for overall organizational 

improvement. Such a perspective enables the construction of 

plans that are more comprehensive in scope than plans 

developed without the aid of technology tools. 

Plans developed with the support of an information 

technology tool may be evaluated to be more appropriate for 

goal achievement when such plans are compared to plans 

developed without the aid of such tools. Characteristics of 

the information technology tool are such that plans for each 

organizational department or operational area are not 

considered independently but as building blocks toward 
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satisfying goals at a higher level. Considered in an overall 

context, plans may generally fit together better and, 

therefore, be more appropriate in achieving organizational 

goals. 

Ultimately, the quality of the plans an organization 

generates still depends on the people who are making the 

plans. The decision support system, however, may provide the 

framework for guiding plan development and the discipline 

necessary for goal setting that will enable an organization 

to have greater confidence in the plans and goals that are 

established. 



CHAPTER 4 

METHODOLOGY 

In the research framework for this study are 

implications that relationships may exist between the use of 

a decision support system in an organization's strategic 

management activities and improvements that occur either in 

the process of those activities or the outcomes of those 

activities. One way to investigate these relationships is 

with a study in which strategic-management activities both 

before and after the introduction of information technology 

are examined and in which post-implementation results are 

evaluated. To do this a case study at a single unit of a 

major organization was done. The organization was one region 

of a state-wide, state-supported agency: The Board of 

Probation and Parole. 

Research Design 

A case study is a research technique in which the focus 

of the research is to derive an understanding of one or more 

of the many relationships or interactions that exist in 

single organizational sites or units. The intensity and 

depth with which one organization may be studied is one 

reason for conducting case study research. The 
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characteristic depth of study and the extended time frame 

over which case study research is usually applied have the 

potential for yielding data that may unattainable in any 

other type of research. 

Case study research, however, generally lacks a 

standard set of accepted designs, such as those employed in 

experimental research, in which to structure the research. 

This lack of accepted designs does not invalidate the value 

of case study research. Both Eisenhardt (1989) and Yin 

(1989) are strong advocates of case study research and 

define processes for doing effective case study research. 

Yin defines a research design as "an action plan for 

getting from here to there" (Yin 1989, 28). He suggests that 

"here" represents the research questions that are to be 

answered and "there" represents the conclusions that may be 

reached at the end of the study. 

Eisenhardt (1989) emphasizes the importance of case 

study research and presents an outline for building theory 

from case study research: 

1. define research question(s) 
2. select cases (populations) 
3. define instruments for multiple data collection 

methods 
4. overlap data collection and analysis 
5. perform within-case analysis 
6. search for relationships and the "why" behind them 
7. strengthen validity by comparison with existing 

literature 
8. end process when no more gains are evident. 
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Yin (1989) identifies five significant factors that 

must be considered in designing a case study: 

1. definition of the research questions 
2. definition of the study's propositions 
3. identification of the unit or units of analysis 
4. the logic that connects the study's propositions 

to the data collected during the study 
5. definition of the criteria by which the data will 

be interpreted. 

Yin's factors for designing case studies and 

Eisenhardt's steps for case study research have obvious 

similarities. This study adhered to Yin's design factors and 

to many of Eisenhardt's steps in case study research. A 

summary of this research and how it relates to Eisenhardt's 

process is shown in Table 4. 

Research questions and propositions were defined at the 

beginning of this study. With N representing a single unit 

to be investigated, for this study one region of a state 

organization was selected for analysis so that N = 1. 

Eisenhardt (1989) suggests that case study research has 

dynamic characteristics that permit shaping of constructs 

and the refinement of data analyzation as the research 

progresses. In this study, the linking of data with 

propositions evolved as the data was collected and analyzed. 

Criteria for interpreting the data was defined in part by 

the researcher and in part by administrators of the 

participating organization. 
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Case study research is usually characterized by the use 

of several methods of data collection (Eisenhardt 1989). For 

this study various methods of data collection were employed. 

Among these were questionnaires, comparison of regularly 

recurring data and follow-up surveys and interviews. 

First, questionnaires were used to survey employees' 

attitudes towards, knowledge of and participation in the 

organization's strategic management activities. Second, 

intermittent measurements were taken over time both before 

and after the introduction of an information technology tool 

into the organization's planning activities. Measurements 

taken before the implementation of the information 

technology tool were compared to measurements taken after 

the tool was introduced. Data collected with the use of the 

information technology tool were compared with comparable 

measurements external to the organization's processes. These 

measurements were used to examine relationships that may 

exist between the use of information technology and changes 

in the manner in which strategic management activities were 

carried out. Finally, follow-up surveys and interviews were 

used to obtain employees' attitudes and observations at the 

conclusion of the activities in which the information 

technology tool was used. 

One advantage case study research has to offer is the 

privilege of looking at a phenomenon in its natural setting. 

A characteristic of case study is that of an extended time 
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frame used for the research. Because of the time element and 

the natural environment, measurements may be obtained that 

would be difficult or impossible to procure in any other 

type of study. 

For this study, periodic measurements were taken of the 

unemployment rate of parolees from a state's penal system. 

The parolees' unemployment rate was compared to and 

evaluated against the general unemployment rate with the use 

of a decision support system. Based on the comparison 

between parolees' unemployment rates and the general 

unemployment rate, modifications were introduced that were 

designed to affect the parolees' unemployment rate. The 

research design for this study is summarized in Table 5. 

Case Study 

Yin (1989) suggests that the case study may be the best 

research method for studying organizational processes 

because of the complexities of those processes. Because of 

the extended time span associated with a case study and the 

various features of the organization that are observed, a 

case study provides an opportunity for a researcher to 

become acquainted with an organization on more than a 

superficial level. By focusing on one site for a period of 

time, this research yielded a depth both in evaluation of 

the organization's performance and in understanding of the 

organization's strategic management processes. 
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Bonoma, in Benbasat, Goldstein and Mead (1987, 383), 

has affirmed the appropriateness of using a case study where 

"the experiences of the actors are important and the context 

of action is critical." Benbasat, Goldstein and Mead (1987) 

indicate that multiple data collection techniques are 

generally used in a case study. The use of multiple data 

sources may result in a convergence between at least two of 

the data sources so that findings may be confirmed. For this 

study data were collected from multiple sources so the 

organization's strategic management processes could be 

examined from different perspectives. The use of multiple 

sources does not guarantee but does strengthen the 

possibility that subjectivity of user perceptions might be 

minimized and that a comprehensive representation of the 

organization and the factors being studied may be developed. 

Therefore, if convergence of data is found, findings are 

reinforced. 

Action Research 

An alternative to traditional experimental designs is a 

technique known as action research. Action research has its 

origins in governmental studies that date prior to World War 

II. Since that time it has been adopted and used widely in 

educational and social research (Rapoport 1987). Action 

research is more a technique of research than a form of 

experimental research. Rapoport (1987, 17) defines several 
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characteristics of this technique. In these definitions he 

states: 

1. Action-research is an approach that seeks to learn 
from action situations and to gain new knowledge. 
It operates through a cycle of planning, 
intervention, evaluation, feedback, and 
dissemination for as long as something is gained 
from the project. In this it contrasts with 
research, which focuses on specific variables 
measured with instruments to test hypotheses 
geared to specific disciplinary interests. 

2. Action-research involves the collaboration and 
interaction between members of different systems -
one geared to goals of action, the other to goals 
of knowledge. 

3. Action-research upholds an interest in process as 
well as structure - in how a phenomenon works as 
well as whether it works. 

Whyte (1991, 272) describes action research as 

"research in which the researcher seeks to involve some 

members of the organization studied as active participants 

in all stages of the research/action process." Lees (1975) 

delineates action research as differing from other types of 

research in that its intent is not only to provide answers 

to practical concerns in problems that are immediate but 

also to further knowledge about the discipline in general 

through a framework that is acceptable to both practical and 

academic interests. 

This study had characteristics of action research. With 

regard to Rapoport's (1987) definitions: a cycle of planning 

and implementing actions, evaluating results and 

disseminating feedback was engaged in throughout the study. 

During the period of the study the researcher worked closely 
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with administrators of the Board of Probation and Parole. 

The goal of the researcher was the acquisition of knowledge 

independent of a specific organization while administrators 

wanted techniques and tools to improve their organization's 

operations and performance. Members of the Board of 

Probation and Parole were active participants in the study 

from the decision to participate to the concluding analyses. 

The Board of Probation and Parole 

Currently, some states are initiating programs with the 

intention of assessing the outcomes that are produced by 

state-supported entities, i.e., organizations that are 

supported by public funds. In some instances these 

government-supported institutions have existed on 

allocations from legislatures but have not been required to 

prove the value of the services that are provided by the use 

of public funds. Some state legislatures are beginning to 

require these institutions, especially the service oriented 

ones, to justify the funds that they receive. Included in 

these institutions are state boards of probation and parole. 

Consequently, some organizations are looking at new and 

various means by which they can measure the value of the 

services they provide. The organization that participated in 

this study, the Board of Probation and Parole, is one that 

is searching for such techniques so that the Board will be 
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prepared when the state legislature's expected demands for 

justification of funds become a reality. 

Traditionally, measuring the value of services has been 

a more difficult task than valuing products where amounts 

such as production quantities and sales figures provide a 

precise level of measurement. The quantification of the 

value of services, especially when initiating the process, 

is imprecise and subjective. Finding useful techniques or 

products that can facilitate the measurement and assessment 

processes can be an significant factor in managing the 

assessment process. In this study one technique for 

assessment that had not been previously used in the 

organization was introduced. The technique was in the form 

of the decision support system. For this reason, when a 

state administrator, a regional administrator, a district 

administrator and two parole officers met to discuss the 

study, interest was high and remained high throughout the 

study. 

After the initial meeting to discuss the project was 

finished and a decision was made to participate in the 

study, that information was communicated to district 

administrators and parole officers during their next 

regularly scheduled seminar. At that time the purpose of the 

study, the parameters of the study, and the outline of 

procedures were presented to those in attendance. District 

administrators were requested to forward unemployment data 
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to the regional administrator as quickly as possible at the 

end of each month during the study. Although the 

unemployment data were not considered to be voluntary data 

since they could be extracted from each district's records, 

participation in the questionnaires, follow-up surveys and 

interviews was explained to be strictly voluntary and 

anonymity was guaranteed. Because administrators in the 

Board of Probation and Parole were extremely interested in 

the study they strongly encouraged their employees to 

participate. 

Throughout this study, the Board of Probation and 

Parole took an active part by establishing the goals to be 

achieved, by planning the criteria by which to measure 

progress and by designing any corrective actions deemed 

necessary based on the results of the feedback. At each 

point of measurement in the study the actions of the Board 

of Probation and Parole could be changed depending upon the 

results and feedback of the periodic measurements. This 

study represented to them an examination of an immediate 

problem with the prospects of providing solutions. The study 

was cyclical in nature with measurements taken over several 

months. The researcher and the Board worked in collaboration 

over the span of the study. 
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Automated Planning Tool: Planricrht 

The decision support system used for this study is an 

off-the-shelf software tool named PlanRight. An off-the-

shelf product offers some advantages to an organization. The 

primary advantage is that the software is ready to be put 

into use immediately upon installation, a real benefit to an 

organization that needs a solution quickly. The organization 

has only to invest time in learning how to use the product 

effectively, no time is invested in developing and testing 

software. A second advantage is the savings in cost. The 

cost to purchase off-the-shelf software is generally much 

less than the cost of developing proprietary software, 

particularly for complex software products. 

The primary disadvantage in using off-the-shelf 

software is that the software is not customized for the 

organization that uses it and may not be flexible enough to 

satisfy all the organization's needs in each specific 

situation. To be a truly marketable product, off-the-shelf 

software must be flexible enough so that a wide variety of 

organizations can use the product and not feel constrained 

or hampered by its use. One question to consider then, is 

whether a generic software product can actually provide the 

service it purports in spite of its generic character. 

For this study an automated planning tool, PlanRight, 

was chosen in order to examine the effectiveness of an off-

the-shelf product. If such a product can be found to be 
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effective some implications exist. Small businesses that 

cannot afford to retain an information system development 

staff may be able to use the benefits of technological aids 

to strategic management without incurring extensive 

development costs. Large organizations that are able to 

maintain an information system development staff can devote 

those staff resources towards other projects for which no 

existing off-the-shelf products are available. The generic 

nature of the software product may provide sufficient 

flexibility to allow the software to be used for a variety 

of groups or departments within an organization and for 

various objectives. 

PlanRight is designed to enhance an organization's 

strategic planning processes by providing a disciplined, 

structured approach to establishing goals and objectives. 

PlanRight also provides a technique for assisting in 

evaluation during the feedback process when goals and plan 

implementation are reviewed. PlanRight has the flexibility 

to accommodate establishment and evaluation of goals at 

various organizational levels. 

Structurally, PlanRight uses a hierarchy of goals. The 

hierarchy may be minimal with one main goal supported by a 

series of objectives or it may be very complex with many 

layers of goals and objectives interacting together. Each 

goal, except at the lowest level, is supported by sub-goals 

or objectives that are defined as contributing factors 
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towards the successful achievement of the parent goal. 

Specific goals and sub-goals are defined by the 

organization. Sub-goals are assigned weights to reflect 

their relative importance towards the success of the parent 

goal. 

The parent's relative success or failure is calculated 

from the weighted input data from each sub-goal. As each 

goal is defined a set of numeric standards is established by 

which the successful achievement of the goal can be 

measured. The standards define the current performance level 

and a desired performance level at some future point in 

time. The standards include definitions of minimally 

acceptable performance, good performance and outstanding 

performance. Performance measurements are taken at periodic 

intervals and entered into the decision support system. 

Intervals for measurement vary depending on the goals being 

pursued. Intervals may range from daily measurements to 

yearly measurements. 

After the periodic data have been entered into the 

system, PlanRight is designed to reinforce an organization's 

implementation of strategic plans by analysis of feedback 

from plan implementation. PlanRight analyzes each new 

period's data by comparing it to the data from the previous 

period or periods and by comparing the period's data to the 

pre-defined future goal standards. By using mathematical 

algorithms to calculate progress towards a goal from a 
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beginning point in time to a future point in time PlanRight 

is able to reflect progress in both graphical displays and 

numeric values. The success or failure of one sub-goal or 

objective may impact the success or failure of parent goals 

or objectives at higher levels in the hierarchy. 

Figure 7 demonstrates how PlanRight displays its 

hierarchy of goals and the relationships between parent 

goals and sub-goals. For example, an organization may have a 

mission that has been defined. Out of the mission, the 

organization may develop goals that contribute to the 

success or failure of the organization to achieve its 

mission. For each goal that is defined objectives may then 

be identified that contribute to the success or failure of 

the goal. Identification of elements is the responsibility 

of the organization. Numbers in the boxes to the lower left 

of each element represent the percentage that the element is 

contributing to the overall performance of the parent 

element, i.e., the weight with respect to other elements. 

The colors are significant. Red indicates that, when a 

comparison is made between current data and the pre-defined 

criteria, performance or quality level is evaluated as poor. 

Yellow is an indicator of fair performance, green indicates 

good and blue indicates excellent performance or quality. It 

can be noted that a parent goal may indicate performance at 

one level while sub-goals do not all indicate a similar 
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level. Because the parent's performance is calculated on the 

combined weighted performance level of its sub-goals it may 

reflect rather well over all but still have underlying 

problems. The color of the sub-goal would indicate that 

effort is needed in that area to effect improvement in both 

its own performance and the parent's performance. 

Although the software tool is used to support an 

organization's strategic processes, the ability to use the 

software is not a reguirement for each person involved in 

the processes. Because software use was not a general 

requisite for this study, and because operation of the 

software was entrusted to only a few persons, the ability to 

use the software was not considered a factor in this study. 

PlanRight does have a definite structure by which data are 

linked and evaluated. The concepts and structure of the 

software were explained and demonstrated to those persons in 

the Board of Probation and Parole who assumed the 

responsibility for its use. The use of PlanRight did not 

begin until agents of the Board of Probation and Parole were 

comfortable with its concepts and its use. 

Population 

The region of the Board of Probation and Parole that 

participated in this study is comprised of seven contiguous 

districts in one area of the state. Region and district 

boundaries are established by the state. Each of the seven 
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districts is comprised of counties. The number of counties 

in each district varies. The total number of counties in all 

districts in the region is thirty-one. Districts vary from 

primarily metropolitan to basically rural in nature. 

Within the unit of study, the one region of the 

organization, employees who participated in this study 

included one state officer, one regional administrator, 

seven district administrators, three persons in supervisory 

capacities in the larger districts, eighty parole officers, 

nineteen persons in clerical positions and 2 persons whose 

positions were not specified. In total, 113 persons 

participated in the various phases of the study. People 

participated in the study by virtue of the district in which 

they work and the job that each performs in his or her 

respective district. All 113 persons participated in Phase 

One of the study by filling out and submitting the 

Questionnaire, included in Appendix A. 

During Phase Two of the study, actions were implemented 

to improve, i.e., reduce, the unemployment rate of parolees 

in the region. Because each district is unique in terms of 

work opportunities, district administrators, supervisory 

personnel and parole officers worked within their own 

districts to define and initiate actions appropriate to 

their districts in order to improve the employment rate. The 

district administrators also worked with parole officers to 

define alternative actions to implement in the event that 
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progress towards goal achievement was less than 

satisfactory. In each district persons in clerical positions 

tallied the reports from the parole officers and accumulated 

the district's unemployment figures to be sent to the 

regional office for evaluation. Direct interaction with the 

decision support system, PlanRight, was not a criteria of 

the study. 

In the last phase of the study: Phase Three, the state 

officer, the regional administrator and twenty-two district 

administrators and parole officers cooperated by 

participating in interviews and/or by filling out and 

submitting the Follow-up Survey, included in Appendix B. 

Measurements 

Measurements were taken during each of the three phases 

of this study. Measurements in the first phase were taken 

with the use of the questionnaire. Measurements in the 

second phase were done with the use of the decision support 

system. Measurements in the third phase were taken with the 

follow-up survey and interviews with administrators and 

probation officers of the Board of Probation and Parole. 

Phase One 

First phase measurements were designed to survey 

several attitudes and opinions of the personnel in the Board 

of Probation and Parole. First phase measurements were taken 
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prior to the implementation of the decision support system. 

In the first phase of the study employees were questioned 

regarding their knowledge of and participation in the 

strategic processes of the organization in order to evaluate 

any relationship between the use of information technology 

and changes in strategic processes. Since employees' 

willingness to accept information technology was a 

potentially significant factor in determining the successful 

use of the decision support system, employees' attitudes 

towards information technology were questioned. 

A main focus of the questionnaire was to extract 

employees' knowledge of the extent of strategic planning 

activities. These activities included the planning itself: 

when planning was done, the extent of employee involvement, 

implementation of plans and follow-up on implementation 

results. Since strategic plans are closely linked to an 

organization's mission, goal and objectives, a portion of 

the questionnaire examined employees' familiarity with these 

elements. The questionnaire was also designed to elicit 

attitudes from employees concerning the value of strategic 

activities. 

Another focus of the questionnaire was to determine 

employees' attitudes towards information technology. A 

negative outlook could, potentially, influence the attitude 

with which this study was approached by each person and, 

therefore, the amount of effort expended towards achieving 
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goals. The use of the decision support system did not 

necessitate any change in employees1 job activities. A 

restructuring and reprioritizing of job activities was a 

possibility, however, because of increased effort towards 

activities with which the decision support system was 

linked. Even though district administrators and parole 

officers did not interact personally with PlanRight, they 

were aware of its use and the changes in job priorities that 

might be attributed to the use of the technology. They were 

also aware that use of the decision support system, as 

described for the study, might disclose unfavorable 

information about the efficiency of specific districts. 

Phase Two 

In keeping with the requirements of the decision 

support system the elements to be measured had to be 

quantified. An administrative decision was made to measure 

performance by evaluating parolees' unemployment rate in the 

region against the state's overall unemployment rate. Even 

though this comparison had not been done prior to this 

study, there was an expectation among administrators that 

the parolees' unemployment rate would be considerably higher 

than the state rate at the onset of the study. With this 

expectation in mind the top administrators selected the 

equivalency of the parolees' unemployment rate and the state 

unemployment rate as the goal towards which to achieve. The 
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next step was to define, for the constructs of the decision 

support system, the boundaries of value ranges that would be 

considered minimally acceptable, satisfactory and 

outstanding levels of performance. 

Again, an administrative decision was made to define an 

outstanding level of performance at the beginning of the 

study to be no more than one standard deviation (STD) above 

the state unemployment rate. Satisfactory performance was 

defined as more than one but no more than two standard 

deviations above the state unemployment rate and minimally 

acceptable performance was more than two but no more than 

two and one-half standard deviations above the state 

unemployment rate. 

For the conclusion of the study administrators set the 

goal for outstanding level of performance to be a level 

where the parolees• unemployment rate would be the 

equivalent of the state rate of unemployment. The goal for 

satisfactory level of performance was set at above the state 

unemployment rate but no higher than one standard deviation 

above the rate. The goal for minimally acceptable level of 

performance was set at above one standard deviation but no 

more that one and one-half standard deviations above the 

state rate. Parameters for the beginning and end of the 

study are shown in Table 6. 
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Levels of 
Performance 

Start of Study Goals 

Outstanding no more that 1 STD above the 
state unemployment rate 

equal to the state unemployment 
rate 

Satisfactory no more than 2 STDs above the 
state unemployment rate 

no more than 1 STD above the 
state unemployment rate 

Minimally 
Acceptable 

no more than 2Vz STDs above the 
state unemployment rate 

no more than V/2 STDs above the 
state unemployment rate 

Table 6 

Board of Probation and Parole Performance Level Parameters 

The state unemployment rate used for comparison was an 

average calculated over the seven month period prior to the 

beginning of the study. All unemployment figures were 

obtained from the state's Department of Labor and Industrial 

Relations, Division of Employment Security. The standard 

deviation was determined by using the unemployment rates for 

each of the counties within the state over the same seven 

month period prior to the beginning of the study and 

calculating the average standard deviation over that period. 

Second phase measurements consisted of output generated 

by the decision support system. Input to the system was 

unemployment data provided at the end of the month by each 

of the district administrators. Input data consisted of the 

percentage of parolees who were unemployed in each district. 

Each new set of input data was used to produce a new 

generation of output data. Output data were plotted over 

time to measure progress towards goal achievement. 
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Phase Three 

Measurements taken in the third phase by use of the 

follow-up survey were used to study employees' reaction to 

the study, specifically to the effectiveness of the use of 

the decision support system. Of particular interest were 

employees' perceptions of the relative success or failure of 

the study. The follow-up survey was augmented by the use of 

interviews intended to elicit the same information but in a 

less structured atmosphere that encouraged more spontaneous 

comments. Interview questions are included in Appendix C. 

Instruments 

Two instruments were used for this study: the 

questionnaire and the follow-up survey. Both instruments 

were developed for this study. Prior to Phase One a pilot 

study was done to assess the suitability of the 

questionnaire. The questionnaire was used solely for the 

purpose of providing descriptions of employees' attitudes 

and perceptions and not for providing support for any of the 

stated propositions. The follow-up survey consisted of both 

closed-ended and open-ended questions. The follow-up survey 

was used to support propositions posed for the study. 

A pilot study with a sample size of 54 was used to test 

the questionnaire used in the study's Phase One. The 

questionnaire was tested in an organization other than the 
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research organization and was evaluated by administrators in 

the Board of Probation and Parole and administrators outside 

of the Board of Probation and Parole who participate in 

strategic management activities in other organizations. As a 

result of the pilot study and evaluation, the questionnaire 

was revised twice before being used in this study. 

Data Collection 

Data were collected in three phases. Collection of data 

in Phase One was done with the use of the questionnaire. 

Phase Two data were the unemployment data to be evaluated by 

PlanRight and Phase Three data were collected from 

interviews and the follow-up survey. 

Data were gathered using techniques that are consistent 

with the sources of evidence that are described by Yin 

(1989). Among the data sources that Yin (1989) identified 

are interviews, both open-ended and/or focused, physical 

artifacts, participant observation and direct observation. 

The questionnaire, the follow-up surveys, the interviews, 

the use of PlanRight and the active participation of the 

researcher correspond with Yin's (1989) data sources. 

Phase One 

Phase One data consisted entirely of responses to the 

questionnaire. Questionnaires for each district were sent to 

each district administrator who then distributed them to 
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parole officers and clerical staff. Each questionnaire was 

accompanied with an envelope in which to seal it when 

responses were completed. When a questionnaire was 

completed, the respondent returned it to a collection point 

in the district office. From there the collected 

questionnaires were mailed to the researcher. 

Respondents were encouraged to participate but were not 

required to do so. Participation was entirely voluntary and 

anonymous. Anonymity ensured that failure to participate did 

not result in any reprimands. 

Phase Two 

For PlanRight to be used effectively goals, strategies, 

measurements for goal achievement and corrective actions had 

to be established. Therefore, prior to data collection in 

Phase Two, a time period was needed for the Board of 

Probation and Parole to develop their goals and the 

strategies for achieving their goals. Moreover, the 

standards for measurement had to be set and corrective 

measures defined. Although administrators acknowledged that 

planning had been done in the past, planning had never been 

pursued to the level of detail that was required for the 

effective use of the decision support system. 

Clients of the Board of Probation and Parole are all 

parolees from various state correctional institutions. Board 

of Probation and Parole personnel prefer to speak of the 
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parolees as clients, a term they believe is less fraught 

with implications. The state administrator and the regional 

administrator, working together, determined that the 

employment rate of parolees in their jurisdiction was their 

most critical measure of success or failure. The 

administrators agreed that efforts towards finding and 

keeping employment for their clients should be the primary 

activity to be evaluated with PlanRight. Prior to this 

study, unemployment had not been measured in this context 

because means with which to measure it quickly were not 

readily available. As a result no district administrator was 

aware of how well his/her district was able to keep parolees 

employed. Unemployment rate is one measure of how well 

employees were doing their jobs but it had never been 

evaluated because of the lack of methods and tools. 

The primary goal that was established was to bring the 

unemployment rates of parolees down to the level of the 

overall state unemployment rate. Historical data were 

collected for two months in order to have a base for 

PlanRight*s comparison and for beginning the decision 

support system's analysis. Actual data were then collected 

monthly for four months. From each district, data containing 

the actual number of clients and the number of clients 

currently unemployed were sent to a central office where 

PlanRight was installed. The data were entered into 

PlanRight and the results of PlanRight's analysis for that 
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period were available immediately. Results that were within 

the range of standards previously set required no action. 

For those falling outside the range of acceptable values, 

the corrective actions previously defined by district 

administrators were implemented in an attempt to improve the 

situation. 

Phase Three 

At the conclusion of Phase Two, the follow-up surveys 

were distributed to district administrators and interviews 

were held with the state administrator, the regional 

administrator and select district administrators. 

The purpose of the follow-up surveys and the interviews was 

to elicit responses concerning the perceived effectiveness 

of the use of the information technology tool and the degree 

of satisfaction with the its use. 

Data Analysis 

Analysis of the Phase One data began as soon as the 

questionnaires were returned. Questionnaire responses were 

evaluated using statistical tests. Responses from the 

questionnaires were used to develop interview questions and 

the follow-up survey for Phase Three and to establish a 

general conception of employees' overall knowledge of 

strategic management activities. 
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A cursory analysis of Phase Two data was done at the 

end of each month when that month's data were entered into 

the decision support system. Trends could not be identified, 

however, until the later months of the study. 

Phase Three data, the interview and follow-up survey 

data were used collectively with the Phase One data and 

Phase Two data to develop an understanding of the outcomes 

of the study. These outcomes included the evaluation of the 

study's propositions with the use of the accumulated data. 



CHAPTER 5 

DATA ANALYSIS 

Results of the various analytical processes are 

reported in this chapter. First, outcomes from the 

questionnaire are discussed. Next, conclusions from the use 

of the decision support system, PlanRight are presented. 

Third, results from the follow-up surveys and the interviews 

are reviewed. 

Questionnaires 

Although removing all possible bias in a written 

instrument is extremely difficult, the pilot study and 

subsequent revisions resolved a portion of that problem in 

the questionnaire. Researcher bias and problems such as 

unclear questions were minimized as much as possible. To 

address researcher bias the suitability of the questionnaire 

was tested using a common and practical method: the 

questionnaire was distributed to groups of persons unrelated 

to the study and their responses were evaluated. In 

addition, the questions were reviewed by managers of various 

organizations to elicit their opinions of the suitability of 

the questions. 

In order to understand aspects of organizational 

processes of the Board of Probation and Parole the 

78 
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questionnaires were used to survey the opinions and 

knowledge of employees in the region under study. The 

information collected from the questionnaires provided a 

description of the strategic management processes as 

perceived by the employees. Questionnaires for Phase One 

were prepared for all employees at each of the seven 

district offices, the regional office and for the state 

administrator. A total of 119 questionnaires were 

distributed and 113 were returned. Of the 113 which were 

returned, 90 were complete with no omitted answers. Because 

the questionnaire responses were used only for providing 

opinion data and not for supporting the propositions, 

evaluation of responses was done using the number of 

responses to each item rather than using only the 90 

complete questionnaires. Although participation in the study 

was voluntary, administrators supported the study completely 

and strongly encouraged employees to participate. The high 

return rate reflected the support by both the state and 

regional administrators and the district administrators. 

Frequencies were used to extract totals from the 

questionnaire responses. A complete frequency table is 

included in Appendix D. Cross-tabulations were used to group 

responses by position within the Board of Probation and 

Parole. Cross-tabulation results are shown in Appendix E. 
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Demographics 

The first four questions in the questionnaire were 

intended to identify demographic characteristics of 

respondents. Collection of demographic characteristics 

allowed comparison with other questions in the study to be 

made in order to discover whether demographic 

characteristics were influential in the outcomes of the 

study. The demographics included factors such as position 

with the Board of Probation and Parole, gender, approximate 

age and length of time employed with the Board of Probation 

and Parole. Among the 113 employees surveyed, more than 50 

percent of them had been with the Board of Probation and 

Parole more than five years and more than 70 percent for 

more than three years. Among respondents, forty-seven were 

men and sixty-six were women. When compared by position, 

however, other than clerical staff positions men and women 

were almost equally divided. Table 7 contains a summary of 

demographic data. 

Mission, Goals, Objectives and Plans 

In order to look at responses regarding respondents 

awareness and knowledge of the organization's mission, 

goals, objectives and plans these questions and responses 

were grouped together in a summary table. Summary results 

relative to mission, goals, objectives and plans are shown 

in Table 8. 
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In responding to the questionnaire 78 percent of 

respondents said they were very much or completely aware of 

a stated mission for the Board of Probation and Parole. 

Included in this group were all administrative and 

supervisory personnel and a majority of probation officers 

and clerical staff. 

When asked if they were aware of any stated 

organizational goals and/or objectives that were in place to 

support the organization's mission, 43 percent of employees 

responded affirmatively acknowledging an awareness of goals 

and/or objectives but only 24 percent said that they 

understood the goals and would be able to define them. 

Out of twelve administrative and supervisory personnel, 

only five, 4 percent of the total, claimed to be aware of 

stated organizational goals and/or objectives. This suggests 

that the remaining 39 percent who claimed to have knowledge 

concerning goals and/or objectives were probation officers 

and clerical staff. Twenty-nine percent of respondents 

claimed positive knowledge and understanding of plans that 

had been developed and were directed towards goal 

achievement. 

Because this organization is a service organization, 

financial performance is not analogous with financial gain. 

With financial performance being defined as getting the most 

value for the dollars that are being spent, 14 percent of 

respondents strongly believed that successful implementation 
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of plans would be beneficial to the organization 

financially. Twenty-six percent believed that successful 

implementation of plans would result in maximizing 

productivity relative to effort being spent. 

Participation in Goals and Plans 

A question regarding participation in development of 

goals and/or objectives did not specify any particular level 

of development: state, region or district, This enabled 

respondents to make assumptions regarding the level. Eight 

persons, only three of whom were administrative or 

supervisory personnel responded to this question by saying 

that they participated extensively in setting goals and/or 

objectives. 

Thirty-four percent of those surveyed were positive in 

believing that their job activities were directed towards 

goal achievement. Nearly 15 percent of respondents believed 

that their job activities have little to no relationship 

with goal achievement. A summary of responses regarding 

commitment to goals is shown in Table 9. 

Fourteen percent of respondents claimed knowledge of 

reviews to evaluate job accomplishments against stated goals 

and/or objectives but when asked how often these reviews 

occurred an inconsistency in respondents' knowledge or 

understanding was revealed. Answers ranged extensively from 
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weekly to monthly, bi-monthly, yearly and randomly. 

Ninety-three percent of employees said that it is very 

important to have goals and objectives stated and 87 percent 

said that it is very important to have specific plans 

formulated in order to pursue goals and objectives. Eighty-

four percent of employees said that it is important to 

review job accomplishments periodically to determine how 

accomplishments align with organizational goals and 

objectives. Eighty-seven percent of respondents said that it 

is necessary to examine plans periodically to see if they 

are being implemented and achieving the desired results. 

Sixty-nine percent of employees believed that their work 

accomplishments are superior when there are specific 

standards against which to measure their accomplishments. 

Table 10 contains a summary of employees' attitudes about 

existing goals and plans. 

Attitudes Towards Computers and Computing Technology 

Only 34 percent of employees claimed to use computing 

technology significantly in performance of job activities 

and, as might be expected, nearly half of these persons were 

clerical staff. Approximate 36 percent of employees 

considered themselves to be absolutely computer literate and 

another 23 percent consider themselves to be moderately 

computer literate. Yet 72 percent of those surveyed showed a 

willingness to accept new technology by saying that they 
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would welcome information technology, particularly a product 

or products that had the potential of enhancing their job 

activities. Responses regarding attitudes towards computing 

technology are summarized in Table 11. 

The Information Technology Tool: PlanRicrht 

Once the starting and ending unemployment criteria for 

the study had been defined and calculated the values were 

entered into the decision support system. At the same time 

the starting and ending dates were entered. The criteria and 

dates, as they were entered into PlanRight, are shown in 

Figure 8. 

Unemployment figures for two months were collected from 

each of the seven districts and entered into the decision 

support system to use as base data for beginning the 

project. These figures were taken of the state of 

unemployment before any discussion of the project had been 

done with the district administrators or parole officers, 

i.e., before any measures were taken to pursue the 

established goals. 

The decision support system's evaluation of the base 

unemployment data is shown in Figure 9. The color bordering 

each district's name is an indicator of the level of 

performance at the study's beginning with blue indicating 

outstanding performance, green representing good 

performance, yellow indicating fair performance and red 



89 

qM 

, JS* 
s § a a) 

Oh 

b o 

;> s 

Im 
*d >> 
o c> 
iS S3 

£?,a 

£ • 3 

C9 
4-* 
3 a 
Z as 

a 

•B 
S 
S3 

a 

CO 

a 

en 

<N 
<N 

S3 

o ^3 
"S o 

I .2 5 
.£ U 
.2 s 
O &JQ 
« « 
X) '+-* 
O g 

U 

.5 p 

•g § 
<u o 

cs ^ £} ex 

<N 

cr\ 
<n 

<N 

<N 

^t 
<N 

« feo a 

£P £ 

C3 XI 

<N 

T? 

<N 

<N 

w~> 

E 2 i 

O.T3 

h .5) HJ 

CD 
rH 

<d 
B 

Sw 
8 "S .s 



9 0 

© 
w 
CD 

LfJ 

X 
CD 
n 
X 

• a 
o 

• c 

$ 
3 

8 
& = 
® g 

. £ o 
" o r 

£ £ 

CO « 
• c • £ 
« u 

"C x 

o 5 

£ 
c _ 
B ® 
» .2 

S * 
O CO 

«B 
• c 

£ * 
u 1 

E 3E 
2 CD 
E c 

i 1 
IE y j 

4-> 
ft 

Q 

j = 
CL 
ft 
h_ 

(S3 
cr> 
CD 

m 
m 

un 
cr» 
x 
CD 
m 
X 
go 

.2 8 
fc« g 

£ I 
e £ 

'•E * 
5 £ 
oo 

.2 « 
h. •£• 
« V « 

i g £ -C 

0 u £ 

g> o 
= ® e 
= « i 

« J5 I 
1 ? | 
o oo 2 

JZ 
c 
© 

2 
o> 
s 

nam 
r 
ft # * 

09 

c 
ft 

c r 
u 
4-* 

"35 
G 
Cl| 
E o 

u 

V W 
£ C 
o g 

is 
09 m 
% a 

2 3 
© XJ 

« - 5 
U V 

5 £ 
5> « 

5 > 
rc a _ 

> e 5 

f l i 

I £ 5 

5 S. 
L 

+i • • g — 
I I 

I 5 

3 ? 

id 
U 

e 
fi 

H 
TO 
ft Q 

e 
ft 

oc *«4-i 
w 
c 
ft 

ft + * 

ft 
Q 

u 
u 
c 
ft 
E 
h. 
o 

OJ 
CL 

o 
i . 

5 
tt 
45 

Q 

8 
e 
09 
E >_ 

"§ £ 

u Q 

LU 

ft + - • 

GO 

OJ 
u 
c 
ft 

u 

o 

oo 

o 
M 

•H 
pci 

a 
a) 
(D 
U 
o 
CO 

«s 
•H 
u 
a> •p 
•H 
M 
O 

•P 

£ 
a 
rd 
H 
CI. 



91 

1l] 

<E 

0 
# r t l 

• + * 

•H 
A 

1
4
 

W 

M 
W 

4* 

0 
• r t 

& 
42 

N 

W 
•rt 

A 
H | 

W N 

C\ 

CD 
U & 
•HI 
fa 

& 
ffl 

i 
C 
0 • 

• r t cs 
8 m H : ffi r 

• & s 
W 

IH 

O 

£ 
•H 
a 
a 
•rl 

<D 
CQ 

a 
o 
•rl 
tn 
$ 



92 

describing poor performance. This evaluation is based on the 

initial criteria entered for each district and represents 

only that specific point in time. It can be seen that 

District C began the study with an already outstanding 

performance while districts A, E, F and G began with fair 

performance levels and districts B and D began with poor 

performance levels. The performance level of the region is 

dependent upon the performance levels of the seven districts 

that make up the region. Although two districts' performance 

level is outside the boundaries of the minimally acceptable 

range, the overall performance of the region is fair because 

of the better performance of the other districts. The color 

indicators are intended to identify quickly, for the user of 

the decision support system, those elements that are having 

difficulties so that more intense efforts may be directed 

towards them where lesser attention may be needed for those 

elements that are performing at higher levels. For example, 

based on this illustration at this point in time, the Board 

of Probation and Parole should focus attention on districts 

B and D. 

In this display, the small boxes to the left and under 

each district's name represent the percentage that each 

district contributes to the overall success or failure of 

the parent module, the region of the Board of Probation and 

Parole. Depending on the user's choice, various other values 

may be represented here. The percentage, or weighting 
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factor, is variable and may be assigned for each individual 

element. Unless specifically assigned PlanRight treats all 

elements as contributing equally to the parent element. As 

can be seen in Figure 9, all districts were weighted equally 

in the contribution that each made to the success or failure 

of the region. The decision to weight all districts equally 

was made by the administrators who set the goal parameters. 

Figure 10 represents PlanRight's evaluation of the 

unemployment data at the end of the study. The color 

significance is the same as at the beginning of the study 

but the performance criteria being evaluated is not the same 

as that criteria with which the study began so measurements 

are not for before and after equivalencies. For example, it 

can be seen that the overall performance of the region is 

evaluated to be in the fair range, as it was at the 

beginning of the study, even though the performance levels 

of the districts have changed. In this concluding analysis 

one district, F, shows an improvement, three districts, B, D 

and G, have maintained the status quo and three districts, 

A, C, and E, register poorer performance when compared to 

performance levels at the beginning of the study. 

Criteria specified at the beginning of the study had 

been chosen as a point-in-time measurement with which to 

compare the status quo of each district with regard to 

unemployment rates in each respective district. Criteria 
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specified for the ending of the study was not the same as 

the beginning criteria. End-of-study goals were difficult to 

achieve. Because of the more difficult end-of-study goals, a 

district's performance data at the end of the study could be 

evaluated as poor even though the overall trend during the 

study could indicate an improvement was being made. 

The analyses presented in Figures 9 and 10 do not give 

a comprehensive picture of the performance throughout the 

districts over the span of the study. Each of these figures 

represents the performance level at a specific point in time 

and do not depict any trends over time. These charts do 

provide a user with a quick diagnosis of where problems are 

occurring at that moment. To get a thorough understanding of 

overall performance additional information is needed. 

Figures 11 through 17 represent the progress of each 

district over the 6 month time frame. The top chart in each 

figure represents the base data that were entered for that 

district and the evaluation of the base data against the 

beginning criteria. Corrective actions were implemented 

after the end of the second month's base data were entered 

and analyzed. Adjusting actions to be implemented in 

districts where lower performance levels were discovered had 

been previously defined by administrators. Because of 

varying factors in each district's environment, district 

administrators were given primary responsibility for 
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defining adjusting actions for implementation in each of 

their districts. 

For each of the remaining months of the study data were 

collected immediately at the end of the month in each 

district office and sent to the regional office for entry 

into the decision support system. Evaluation by PlanRight 

was instantaneous as soon as the data were entered. The time 

lag for getting the data from the district offices to the 

regional office was minimal because the Board of Probation 

and Parole had set a priority on this project. Evaluations 

were available within a few days. Adjustments in techniques 

could be initiated quickly for those districts whose 

performance level was below the satisfactory level. 

The lower chart in Figures 11 through 17 shows the 

complete data, pre-study data and data that were collected 

during the study, for each district individually. In all 

charts, black bars represent the actual data that were 

entered. Performance was measured by evaluating the actual 

data. The blue bars represent an index that is calculated by 

PlanRight. A black line indicates a trend line for the 

performance data. Trend is calculated by PlanRight using the 

least-squares method and is derived from actual performance 

data. The criteria for outstanding, satisfactory and minimal 

performance are plotted in three parallel lines colored dark 

blue, green and yellow respectively. Data from the 
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information technology tool, the decision support system, 

data is summarized in Table 12. 

The decision support system evaluation is not made on 

only one criteria but is observed both at a point in time 

and over a span of time. Decisions to implement adjustments 

in activities are not made on only a point-in-time 

inspection but also on an overall perspective of progress. 

Follow-up Surveys and Interviews 

After the portion of the study using the decision 

support system was completed and results evaluated, follow-

up interviews were done with the state administrator, the 

regional administrator and several district administrators. 

In addition, Follow-up surveys containing a combination of 

closed-ended and open-ended guestions were distributed at a 

regularly scheduled regional meeting attended by both 

administrators and probation officers. Although the meeting 

was not convened for the specific purpose of discussing the 

study, the results and impressions were discussed. 

Data collection using the follow-up surveys yielded N = 

21. Twenty-eight follow-up surveys were distributed and 

twenty-four were returned. Of the twenty-four surveys 

returned only twenty-one were fully completed and, 

therefore, used for evaluation purposes. The purpose of the 

follow-up survey and the interviews was to obtain 

observations concerning the perceived value of the 
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information technology tool for the organizational unit 

being studied. 

Questions in the follow-up survey were both open-ended 

and close-ended. The close-ended questions required only a 

"Yes" or "No" answer, however, for several of these 

questions and for additional questions respondents were 

encouraged to expand on their opinions with open comments. 

Open-ended comments were examined for any similarities that 

would indicate commonalities of attitudes or impressions. 

The interviews began with a list of specific questions 

for exploration. In most cases, however, the persons being 

interviewed did not limit the discussion to these questions 

but expanded beyond the focus of the questions. Interviews 

were a combination of face-to-face and telephone 

discussions. 

Respondents were divided when asked about concerns over 

influences of the study on their work. None of the persons 

interviewed had direct interaction with the decision support 

system so use of the technology tool was not a factor. 

Respondents' main concerns were related to the possibility 

of an increased work load and any unknown impacts that they 

might have difficulty in handling. Changes in work 

activities that were perceived were often a self-imposed 

focusing of more attention to the activities being studied. 

Changes in activities observed at the regional and/or 

district level were related to planning: sharing of specific 
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goals and plans and interest in effectiveness of plan 

application. 

Although aware of the use of the decision support 

system, respondents claimed that it did not influence 

decisions that were made in the course of their work. The 

one respondent who believed that the information technology 

was not introduced into the organization in an appropriate 

manner had not been present at the initial meeting when the 

Board of Probation and Parole's participation was announced 

to regional administrators and parole officers and when the 

study parameters had been explained. 

Respondents were divided over whether any changes were 

necessary to improve the Board's performance. The majority 

of those responding "Yes" to the need for change were 

administrators. A majority of respondents did believe that 

the use of the decision support system built structure into 

their work activities in such a way that a solid goal was 

identified towards which to work. 

A majority of respondents were positive about the 

effects of the use of information technology. Several 

believed that the Board of Probation and Parole would 

realize benefits in the form of improved performance and 

suggested other areas in which the decision support system 

could be used advantageously. 
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A Concluding Analysis 

Although the questionnaires had no means by which to 

identify a district with which the respondent was connected, 

a prior knowledge of the number of persons associated with 

each district and the manner in which the questionnaires 

were distributed and returned permitted a reasonable 

assumption about the source, by district, of the 

questionnaires. After the data from the information 

technology tool had been collected and analyzed, responses 

from the questionnaires were processed by frequencies and 

cross-tabulations by district. The purpose of this 

processing was to determine if a difference existed in 

attitudes and perceptions between employees in districts 

that performed well relative to decision support system 

analysis and districts that did not perform as well. 



CHAPTER 6 

RESULTS, IMPLICATIONS AND CONCLUSIONS 

The results of the research, the implications derived 

from the results and the conclusions to the research are 

presented in this chapter. Aspects of organizational 

practices and employee attitudes germane to this study, the 

use of the information technology tool and the resulting 

outcomes are examined in the first section. Also in this 

section results are reviewed with regard to the propositions 

that guided this research. In the second section limitations 

are discussed. In the third section suggestions are made for 

future research and, in the final section, the research is 

summarized. 

Results 

In this study multiple techniques were used to look at 

areas in an organization in which a new use of information 

technology had the potential for making impacts. One 

technique was the implementation of an information 

technology tool in a portion of the organization's strategy 

planning and implementation activities. Another technique 

was the measurement of employees' attitudes and perceptions 

by the use of questionnaires, follow-up surveys and 

109 
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interviews. Employees' responses to the questionnaires 

provided insights into employees' knowledge of and 

participation in strategic management activities of the 

organization prior to the introduction and implementation of 

the information technology tool, PlanRight. The follow-up 

surveys and interviews yielded details related to employees' 

attitudes after PlanRight had been used to assist in the 

definition of goals and the measurement of performance. 

The Organizational Setting 

What emerged from the responses to the questionnaire 

and from conversations with administrators early in the 

study is a description of an organization typical of many 

others that have been described in the strategic management 

literature: 

1. goal setting and planning activities usually 
occurred at yearly intervals 

2. goals, objectives and plans were seldom, if ever, 
communicated below the administrative levels at 
which they were developed 

3. no mechanism was in place to verify that plans 
have been implemented 

4. no mechanism was in place to validate the 
effectiveness of plans in the event that they had 
been implemented 

5. output from the goal setting and planning 
activities became a document that gathered dust 
until it was replaced with a successor document. 

The state administrator indicated that planning 

sessions had primarily been held at the state level in which 
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goals were defined and plans, at least of a general nature, 

were constructed. This is typical of the scenario described 

by Whelan and Sisson (1993b) where planning is done at a 

high level in the organization but neither plans nor 

procedures for implementing plans are communicated 

vertically through the organization. 

Over 93 percent of employees in the region were aware 

of the stated mission of the organization. The Board of 

Probation and Parole's mission statement has been printed in 

large type. A framed copy hangs in a conspicuous place in 

each state, region and district office of the Board of 

Probation and Parole. The high percentage of persons 

claiming knowledge about the stated mission may be a 

function of having the mission framed and hanging in offices 

rather than any direct or intentional communication to 

inform or to connect the mission with goals or plans that 

may have been established. Considering the availability of 

the mission statement, it is surprising that the number of 

respondents claiming awareness of a mission statement was 

not 100 percent. 

In spite of the awareness of the mission and in spite 

of planning and goal setting activities at the state level, 

only 44 percent of the 113 respondents claimed thorough 

knowledge of any goals, plans or objectives. Out of twelve 

administrative and supervisory personnel, only five, 5 

percent of the total, claimed to be aware of stated 
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organizational goals and/or objectives. This suggests that 

the remaining thirty-nine percent who claimed to have 

knowledge concerning goals and/or objectives were probation 

officers and clerical staff. 

An even smaller number of employees, only 3 0 percent, 

believed the goals and/or objectives were stated clearly and 

unambiguously and only 24 percent believed that they 

understood and could define goals and/or objectives. 

Participation in planning activities was positively affirmed 

by 7 percent of respondents. 

Approximately 34 percent of respondents believed that 

their work activities were significantly related to goals 

and objectives. This is not inconsistent with the number of 

people who claimed awareness of goals. Because of the high 

percentage of persons who did not profess knowledge or 

understanding of plans, goals or objectives, it should not 

be surprising that so many employees do not believe that 

their job activities are positively linked to any focus or 

direction for the organization. What is surprising is that 

so many administrators and supervisors at the regional and 

district level, seven out of twelve, are included in this 

group. The numbers indicate a lack of communication and a 

disconnection from higher levels of administration and a 

sense that job activities are randomly attached to goal 

attainment. 
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Less than 15 percent of respondents to the 

questionnaire were aware of any reviews that were done to 

examine work activities with regard to planned goals and 

objectives. The frequency with which the reviews occurred 

was even less known. Responses ranged from weekly reviews to 

none at all with most persons (72 percent) indicating 

monthly, yearly or at random. The high percentage here is 

not consistent with the percentage of employees who claimed 

knowledge of any reviews and may indicate a tendency to 

guess about this figure rather than an actual knowledge. 

The state administrator confirmed that outcomes of 

planning sessions frequently were reports that were placed 

on shelves where they gathered dust until the next planning 

session. Little information from the planning sessions was 

communicated to persons who did not participate in the 

planning sessions. 

A majority of respondents surveyed, 56 percent, have 

been with the Board of Probation and Parole over five years. 

Another 20 percent have been employees between three and 

five years. This time frame is long enough to become 

acquainted with the organization's environment, culture and 

goals. In other words, for most employees, if any person was 

unaware of organizational mission, goals, objectives, plans 

and reviews it was not because of being a newcomer to the 

organization. 
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Employees do not want to work without expectations. 

They want to have criteria and standards with which to 

measure their own job performances. Data from the 

questionnaires indicated that a majority of employees, 

approximately 82 percent, believed in the importance of 

having stated goals and objectives and over 87 percent 

believed in the importance of having strategies designed for 

attaining goals and objectives. Approximately 70 percent of 

employees also believed that they do a better job of what 

they are hired to do if they have specific objectives 

towards which to work. 

In the Board of Probation and Parole a gap exists 

between the goals and strategies that administrators at the 

state level are defining and what employees at the regional 

levels are understanding about the organizational direction. 

The size of the gap is one important factor in determining 

how well the organization is performing relative to 

administrative expectations. Other important factors in 

achieving successful performance are the quality and 

completeness of the objectives, plans and strategies that 

are devised to direct the organization. 

Since the state legislature in the state in which the 

Board of Probation and Parole functions was to the point of 

requiring state-supported organizations to justify their 

expenditures, administrators were anticipating pressure from 

the state legislature soon. Since specific stipulations had 
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not yet been received from the state legislature, 

administrators in the Board of Probation and Parole had 

assumed that accountability was to be linked with measures 

of performance. Since planning and goal achievement 

activities in the Board of Probation and Parole had 

previously been done in a rather cavalier manner, no 

satisfactory mechanisms existed for monitoring the 

effectiveness of plans nor how well the plans were 

implemented. 

All of these factors depict an organization in which a 

tradition of adherence to and pursuance of goals is limited. 

But this also is an organization in which employees want 

clearer, more explicit goals and directions towards which to 

work and in which administrators are looking for solutions 

by which to measure the organization's performance. 

The Information Technology Tool 

When this study was first introduced to district 

administrators and probation officers the decision support 

system was described and explained. Examples of the types of 

data that would be produced were presented. Expectations of 

participation in the project were explained by the state and 

regional administrators. Opportunities were given to answer 

any questions that employees might have. 

At the conclusion of the study employees were asked for 

their perceptions of how well the project had been 
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introduced: whether the introduction of the decision support 

system was appropriately done and whether the integration of 

activities directly attributable to the use of the decision 

support system was accomplished smoothly. The only negative 

response came from one probation officer who had not been 

able to attend the meeting where the project was introduced. 

Although the ability to interact with the decision 

support system was not an issue in this study, the knowledge 

that information technology was being used was omnipresent. 

According to responses to the questionnaire, not all 

employees of the Board of Probation and Parole considered 

themselves to be proficient in the use of a computer. 

Approximately 37 percent of respondents claimed to be 

computer literate by the definition described in the 

questionnaire. Yet nearly 72 percent of respondents 

indicated a strong willingness to adopt new information 

technology if the expectation existed that job performance 

could be improved in terms of efficiency or effectiveness. 

Another 19 percent expressed a moderate willingness to adopt 

the new technology. At the conclusion of the study employees 

were asked to voice any concerns that they had experienced 

before, during or after the study that could be linked to 

the use of information technology or the decision support 

system. In responses to the follow-up surveys and in 

interviews, no respondent expressed any concern with the use 
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of the decision support system or with information 

technology. 

The availability of an off-the-shelf information 

technology tool, as was used in this study, is a potentially 

significant factor in an organization's ability to use the 

technology. In the absence of an adequate off-the-shelf 

product, would an organization have adequate resources in 

the form of skilled employees, or be willing to hire 

persons, who could develop software that would achieve the 

same results? A great many organizations would not, 

especially smaller organizations that do not maintain a 

large or diversified information systems staff. The software 

then becomes an important ingredient in terms of 

availability. For organizations lacking the skilled 

personnel and/or funds for independent software development, 

the availability of such an information technology product 

may allow them to enjoy advantages similar to those 

accessible in larger or more affluent organizations. The 

Board of Probation and Parole did not have to spend 

resources to develop and test the software. The software 

tool, PlanRight, proved to be adequate for this project. 

Another key factor relative to the software use is 

discipline - would the activities performed in this study 

have been applied as consistently as they were without the 

discipline that effective use of the software imposes? 

Although the decisions concerning factors and criteria were 
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made independently from PlanRight, the decision support 

system added structure to the study because there could be 

no ambiguity about what was to be measured and when 

measurement was to occur. Knowing that performance is being 

measured, how it is being measure and when it is being 

measured is much more incentive to perform well than knowing 

that performance is being ignored. 

In a follow-up interview, one top administrator 

commented, "this technology has given us in a few months 

what might have taken us years to discover." Other revealing 

comments were made at the regional meeting where a follow-up 

to the study was discussed. More than one person in 

attendance voiced, both in interview and in the follow-up 

surveys, "I wish this study could have gone on for at least 

a year." 

An administrative decision had been made at the 

beginning to only look at composite district unemployment 

rates. This was perceived by the state and regional 

administrators to be the most useful. Later, district 

administrators expressed a desire for data at the narrower 

level. One district administrator commented, "This is great, 

I would have liked to have had a break-down by county within 

my district?" 

Because the study was focused on only one aspect of the 

responsibilities of probation officers and district 

administrators, plans developed for the study did not 
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encompass the entire range of Board of Probation and Parole 

activities. In an interview, one enthusiastic respondent 

said, "I'm looking at this in a way that I have not done 

before. What's more, I'm thinking of other areas to which 

this same technique can be applied." This respondent 

indicated that he now understood how measurements are 

applied to activities whose characteristics are non-numeric 

and how beneficial the measurements are, particularly when 

measurements are analyzed very quickly. He was eager to 

apply the same techniques, i.e., the decision support system 

evaluation, to other job activities. 

Propositions and Perceptions 

In order to get a clearer understanding of the results 

of using the decision support system in the strategic 

processes outcomes were reviewed with respect to the 

propositions and variables previously stated. The 

propositions could not be proved or disproved as in the 

context of an experiment but they provided a foundation for 

examination of the results. The variables served as issues 

by which to examine outcomes. 

A summary of the data collected from the follow-up 

surveys and the interview data is shown in Table 13. It can 

be seen that item number 4 and item number 6 do not reflect 

the stated n = 21. Each of these items reflects the quantity 

of "Yes" responses to the previous question. This data is 
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used, along with the decision support system data, to 

examine the level of support for the propositions. The three 

propositions are summarized by level of support in Table 14. 

Proposition One 

Proposition one states: 

P1 The performance of an organization that uses 
information technology to support strategic plan 
development, implementation, and post-
implementation evaluation will show an improvement 
over performance that lacked information-
techno1ogy-based support. 

This proposition does not suggest that information 

technology alone would improve performance in achieving 

long-range goals. What is implicit is the idea that 

information technology allows an organization to alter 

procedures used for goal setting, planning, implementation 

of plans, and evaluation of feedback in such a way that 

performance may also be altered. 

Proposition One is supported on the evidence of the 

data collected from the information technology tool. Of the 

seven districts in the region being studied, three districts 

showed consistent performance improvement with a downward 

trend in unemployment rates even though the stated criteria 

was not fully achieved. One district, whose beginning data 

trend was sharply elevated, still showed an upward trend at 

the end of the study. The ending trend line, however, was a 

more moderate incline than the beginning line which 
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indicates a small level of improvement. Two districts 

maintained their initial performance standard. Only one 

district showed a degradation in improvement. 

In the perception of those participating in the study, 

improved performance levels were a reality. Of the seven 

districts in the study, District C began the study with 

performance within the outstanding range and maintained the 

same performance level throughout the study. District F 

began the study performing at a satisfactory level and ended 

the study with outstanding performance. Districts A, B, and 

F all showed a trend towards lowering their unemployment 

rates even though specific performance measures were not 

met. District E began the study with a very steep upwards 

trend. Although the trend was still upwards at the end of 

the study, the trend was at a much reduced incline 

indicating an improvement in performance at a very small 

level. Even though District G showed a continuing trend 

upwards for the first two periods of the study, the 

remaining periods showed a downwards trend such that the 

overall performance remained steady. District D showed a 

degradation of performance. Administrators, for all 

districts, explained the trends to their own satisfaction 

because of qualifying circumstances that had not been 

considered before establishing performance criteria. 

Although overall performance in all districts was not 

consistent and desired improvements in performance were not 
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achieved, administrators were not discouraged. Because this 

was a first attempt to quantify goals and performance 

criteria they believed that, with some refinements, more 

realistic values could be set. For example, for this study 

all districts were given the same percentage goals. This 

could explain why District C, which was performing at an 

outstanding level at the beginning of the study, was only 

shown to have fair performance at the end of the study. 

District C did not need the same level of improvement as did 

the other districts. In addition, each district was weighted 

equally towards the overall success of the region. One 

district, however, was described as a "troubled" area, an 

area in which a high percentage of parolees were repeat 

offenders who had committed more serious offenses. Finding 

employment for these people was much more difficult than 

finding employment for other parolees. In retrospect, 

administrators agreed that the criteria by which to measure 

this district should not be the same by which other 

districts are measured. Furthermore, they said that not all 

counties offered equivalent job opportunities. The 

metropolitan areas typically had more job openings than the 

strictly rural areas. One administrator pointed out that job 

opportunities also tended to fluctuate seasonally in some 

districts, a factor that a longer study might have been able 

to balance out over time. 
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A comparison of questionnaire data from a district that 

exhibited a high performance level and questionnaire data 

from a district that exhibited a low performance level 

yielded no discernible attitudinal differences that might 

account for differences in performance. Districts which 

performed well might have been expected to rank higher on 

job commitment than those districts which did not perform as 

well but no such contrasts were apparent. In the follow-up 

surveys, however, half of the respondents, both district 

administrators and probation officers, maintained that they 

did not believe any changes were necessary to improve 

overall performance of the Board of Probation and Parole. 

This certainly could influence the amount of effort that was 

expended towards making any changes. Because responses to 

the follow-up survey were fewer in number than responses to 

the questionnaire and because anonymity had been promised to 

respondents, no attempt was made to link follow-up survey 

responses with specific districts. Therefore, it is not 

known whether personnel who expressed negative opinions 

concerning the need for any changes were employed in those 

districts which did not show any improvement in performance 

but actually showed a degradation of performance. Top 

administrators were aware that changes were necessitated in 

order to meet the changing demands of those state officials 

who allocate funds. Top administrators said that they had 

communicated that situation to district administrators and 
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probation officers but the urgency of the situation may not 

have been communicated well. 

Some difficulty occurred in defining the appropriate 

adjusting actions to implement in those districts that were 

having problems. Moreover, because some actions defined had 

not been tried before, no initial measure of the relative 

success of these actions was available. Some actions were, 

to a great extent, dependent on the cooperation of citizens 

within the communities. This cooperation is not always 

predictable so is difficult to rely upon for successful, 

positive actions. From responses to the follow-up survey the 

discovery was made that a few small localized areas within 

some districts did not have any active employment programs. 

In these areas, both an initial program and adjusting 

actions had to have been defined. 

At the conclusion of the study, district administrators 

observed that for the particular factor that was chosen for 

evaluation, the unemployment rates, a measurement each month 

was too frequent. In practice, the time it takes time to 

find a position in which a person can be placed where he or 

she has a good chance of success cannot always be done 

quickly enough to warrant such frequent checks. 

In general, the administrators recognized that starting 

goals and criteria are a place to begin but they may need to 

be adjusted to more realistic levels. Planning appropriate 

goals, criteria and corrective measures on the first attempt 
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at a new paradigm for planning, implementation and feedback 

evaluation is an unrealistic goal in itself. 

The time frame of the study was also a factor that 

impacted performance. To accomplish the desired goals, a 

rapid descent from current levels of unemployment to desired 

levels of unemployment had to be achieved over a narrow time 

frame. Had the length of time designated to achieve the same 

goals been longer or goals been adjusted for a shorter time 

frame, performance may have represented more positive 

results. 

The Board of Probation and Parole historically had not 

included employees at all levels of the organization in the 

planning and goal setting processes. For this study, the 

goals and criteria by which success was measured had been 

established in decisions made primarily by the state 

administrator with some input from the regional 

administrator. Atherton (1993), Carroll (1993), Eisenstat 

(1993) and others (Table 1) have indicated the importance of 

vertical communication in organizations. If district 

administrators had been given an opportunity to provide 

input to those decisions perhaps more realistic goals would 

have been set for those districts which had significant 

problems to overcome and successful performance would have 

been more of a possibility. 
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Proposition Two 

Proposition two states: 

P2 Post-implementation evaluation of the strategic 
plan, when supported by information technology, 
will provide status information quicker and will 
enable an organization to react faster with 
necessary changes than was possible without 
evaluation supported by information technology. 

Proposition Two is supported based on the responses 

from the employees of the Board of Probation and Parole. 

Evidence indicates a strong support for this proposition. 

The reactions of administrators of the Board of Probation 

and Parole were positive concerning the speed with which 

they could be made aware of what was happening in the 

organization with regards to goal achievement. 

As was stated in the discussion of proposition one, no 

previous standards existed by which to measure speed of 

reaction. Because plans developed in the past had not 

usually been implemented in an organized, directed manner, 

evaluation of progress was rarely done so, therefore, 

reaction time was irrelevant. The obvious observation would 

recognize that, since evaluation had not been done and a 

reaction time concept had been non-existent, reaction time 

at any level would be faster than before. 

The use of information technology allows assessment of 

input data very quickly. This is a distinct advantage of the 

information technology method over manual methods of 

evaluation. For example, Figure 9 and Figure 10 each show 
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snapshots of performance levels at a point in time. Taken 

together they represent the beginning-of-study and end-of-

study performance levels. To rely on only these two charts, 

however, gives a misconception of what was really happening. 

The charts show that District A began the study at a fair 

performance level but ended the study at a poor performance 

level. Based only on those two point-in-time evaluations it 

would appear that the performance level in District A was 

regressing. By comparing trend lines in the charts depicting 

progress over time it can be seen that the trend during the 

period under study was actually tending towards goal 

achievement. Similar observations may be made about District 

B and District C. Observations such as these cannot be made 

quickly without the use of information technology. 

In all probability, the periodic evaluations realized 

in this study could not have been achieved in the same time 

frame without the use of information technology. The manual 

procedures for calculating, comparing and analyzing the 

input data are more time consuming than the processing done 

by the information technology tool. Also the potential for 

errors to occur during processing done manually is greater 

because of the quantity of calculations and comparisons that 

are required. Presentation of output data in the decision 

support system is instantaneous and in a visual form that 

can be quickly interpreted by users, e.g., charts and 

graphs. To manually transform results of manual calculations 
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into a similar format would require much more time, days or 

weeks. Any advantage gained by the ability to react quickly 

diminishes with each time segment that passes from analysis 

of input data to implementation of modifying actions. Post-

implementation evaluations with feedback were seen to be 

valuable by all respondents in the follow-up questionnaires, 

follow-up surveys and interviews. 

Frequently, administrators commented on the 

instantaneous evaluation of data by the decision support 

system. The slowest component of the entire process was 

getting the data from the district offices to the regional 

office. Once the model had been entered into PlanRight, as 

data were entered into the decision support system, 

evaluation was immediate. 

Proposition Three 

Proposition three states: 

P3 Plans that are developed with the support of 
information technology will be of higher quality 
than plans that are developed without the support 
of information technology. 

Proposition Three is supported based on the responses 

from the employees of the Board of Probation and Parole. 

Evidence indicates moderately strong support for this 

proposition. 

The quality of plans cannot be assessed if the plans 

are never implemented. Quality, therefore, becomes a 
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characteristic whose boundaries reside in the perceptions of 

those who are familiar with the concept of the plans. Plans 

have little value, no matter what the quality, if they are 

stated in terms so esoterically that they cannot be 

communicated effectively or understood universally 

throughout the organization. 

The one most important contribution executive leaders 

can make in order to empower others to manage is to define 

the essential activities that are linked to an 

organization's strategic vision and which the organization 

must perform well (Keen 1993). Defining essential activities 

through goal setting and plan establishment does not ensure 

that plans are of a caliber so that effective implementation 

would assure an organization of success. Even if plans could 

be classified as high quality plans, the act of developing 

them does not assure an organization of success. High 

quality plans not implemented are of little use to an 

organization. These plans must be conveyed to those who have 

the ultimate responsibility for implementation of the plans. 

Plans can only be classified as high quality if they are 

implemented and evaluated for effectiveness. 

The definition of high quality plans may be construed 

to mean plans that have been implemented, evaluated and have 

contributed to the success of the organization. An 

implication of this definition is that plans are sufficient 

to address defined problem or opportunity areas, i.e., 
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complete to the extent that ambiguity is minimal or non-

existent. Another implication in this definition is that 

plans are appropriate for addressing the defined problem or 

opportunity areas. Once again, since no previous plan 

implementation data were available for comparison, higher 

quality can not be assessed in that manner. In the context 

of this study, because plans were dynamic, being altered 

where necessary to fit the situation, quality became a 

dynamic characteristic. Quality was also a function of 

administrators' perceptions and was linked to perceptions of 

performance. 

Because the plans developed for this study were 

implemented, administrators were able to assess the plans 

and the goals that had been established. They were able to 

see imperfections and potential problems. But they were also 

able to make adjustments to those actions specified as those 

necessary to be done well in order to achieve goals. To the 

administrators of the Board of Probation and Parole, this 

was seen to be a major factor in their ability to improve 

their own organization's performance. 

Administrators recognized the limitations with the 

plans that were made for achieving goals established for 

this study. They were not extremely critical of the quality 

of the plans that were made. This could be attributed to a 

reluctance to publicly find fault with one's own work. For 

one top administrator, quality lay in the exercise itself 
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which he described as "a completely new way to approach 

their problems that offered more potential for satisfactory 

outcomes than anything they had tried yet." 

Of the district administrators and probation officers 

responding to the follow-up, 76 percent believed that the 

planning done prior to the study provided them with solid 

goals towards which to work. Nearly 90 percent of 

respondents to the follow-up survey maintained that the 

results of this study would help them in performance of job 

responsibilities. 

In general, the only negative comments about quality of 

plans were the indirect comments of the state and regional 

administrators regarding the establishment of a common 

criteria for all districts. In retrospect, criteria designed 

for each district may have been a better choice. 

Defining essential activities through goal setting and 

plan establishment does not ensure that plans are complete 

such that successful implementation would assure an 

organization of success. Completeness may be defined to 

infer that, for a particular component, goals have been 

clarified, means to accomplish the goals have been described 

and actions to remedy performance gone astray have been 

defined. 

The decision support system, PlanRight, proved to be a 

catalyst in bringing together, in concept, those who 

formulate organizational goals and strategies and those who 
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implement the strategies. Goal setting and strategy planning 

were done at a top administrative level and communicated to 

persons throughout the organization. Vertical communication 

in the organization was improved when compared to pre-study 

conditions. Employees in the district levels understood the 

goals toward which they were working and the means by which 

they were to be achieved. District personnel were involved 

in the establishment of actions to be implemented in 

conditions of lower performance levels. 

Follow-up surveys and interviews confirmed that a 

majority of employees believed that implementation of plans 

developed for this study had provided them with a solid goal 

towards which to work. At the end of the study, over 60 

percent of employees said that they had identified other 

areas of their job activities that could benefit by plans 

and evaluations such as had been done in this study. 

The completeness and appropriateness of plans, goals, and 

actions is a consensus of those in the organization whose 

responsibilities include determining, implementing and 

assessing the plans, goals and actions. The consensus is a 

collective, subjective opinion. When viewed in the context 

of this study, administrators generally believed that 

planning and goal setting efforts were thorough and gave 

them specific actions with which to work. 
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Implications 

The findings of this study are important because they 

indicate a potential benefit to organizations through a 

relatively new use of information technology: the support of 

strategic management activities, specifically the feedback 

and evaluation portion of the strategic management cycle. 

If, as Luftman, Lewis and Oldach (1993) suggest, significant 

changes and instability will continue to increase and to be 

the normal operating environment for most organizations, the 

ability to cope with uncertainty will become essential to 

organizations' survival. A tool that can support and enhance 

strategic management activities, therefore, becomes a 

valuable tool in an organization's quest to perform 

efficiently. 

The achievement of unemployment goals that were defined 

for this study was moderately successful. This degree of 

success was realized in spite of circumstances that hindered 

complete goal realization: a too-narrow time frame in which 

to accomplish the desired change in performance levels, no 

distinction between the districts in terms of employment 

opportunities, and no consideration for the differences in 

parolees that populate the various districts. 

The Board of Probation and Parole was pleased with the 

outcomes of this study. This perception, as stated before, 

may have been prejudiced because of environmental pressures 
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the board is experiencing. This situation does not obfuscate 

the fact that other significant factors were apparent. 

In order to gain the benefits that were potentially 

possible through the use of a decision support system, 

administrators had to focus attention on important goals in 

a manner which had not been done before. A new attitude 

toward goal setting and goal achievement had to be adopted. 

Although long-range goal setting had been an activity 

of the Board of Probation and Parole, defining the goals in 

terms such as what was necessary to achieve the goals had 

not been done. Agreement on goals did not specify how the 

goals were to be achieved. An important step in specifying 

how goals were to be achieved was the quantification of 

goals. For the Board of Probation and Parole, the management 

process of goal establishment was not necessarily made 

easier, but some of the vagaries were reduced. 

Administrators found that they could determine a specific 

target toward which to aim and a standard by which to 

measure. 

By quantifying goals, the Board of Probation and Parole 

was able to take periodic measurements of work progress and 

compare them with the goals. The decision support system 

gave them the ability to do that rapidly and provide them 

with an evaluation of comparisons. 

These factors are independent of any specific success 

or failure perceived by the Board of Probation and Parole in 
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terms of goal achievement in this study. They are also 

independent of organizational size, location, structure and 

type. Therefore, these factors could be universally valuable 

to a variety of organizations. 

The use of the decision support system did not absolve 

administrators of goal setting and planning 

responsibilities. In fact, clarity and clear definition in 

great detail were necessary. Although changes to the 

decision support system can be made readily, it may not 

always be easy to redefine and implement corrective actions. 

Up-front decision work needs to be well thought and 

thorough. 

The use of a specific tool or technique is never a 

guarantee of success or survival. Too many variances exist 

between the functionalities of systems and also between the 

skills and perseverance of those who use them. Strategic 

management activities generally make use of some tools and 

techniques in the struggle for survival. The moderate 

success of the goal achievement activities and the response 

from participants in this study suggest that information 

technology tools may offer benefits to organizations 

searching for additional techniques with which to improve 

their strategic management activities and to cope with the 

rapidly changing environments in which they exist (Yoo and 

Digman 1987). 



138 

Two concepts emerged from this study that suggest a 

potential value exists for an organization in the use of 

information technology to support various strategic 

management activities. One concept is the speed with which 

information technology allowed the organization to respond 

to deviations from goal achievement. As was noted earlier, 

the use of information technology has been a major cause of 

organizations' reduced time frames for reacting to changes 

in environmental pressures and goal achievement. The tool 

used is this study suggests that information technology can 

also assist by reducing the time required to evaluate 

current status with regard to goal achievement. 

The second concept is that of a generic off-the-shelf 

information technology tool which provides to any 

organization, regardless of size or information systems 

budget, the power to evaluate performance and progress. 

Considered apart from the speed with which data were 

analyzed, the ability to perform these analytical processes 

on data gives an organization the power to monitor processes 

in a way that requires little or no prior skills in working 

with information technology products and requires little or 

no prior skills in developing algorithms that can produce 

such evaluations. The information technology tool gives 

organizations of any size these capabilities. 
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Limitations 

Case studies generally have the characteristics of 

being singular and non-replicable. These characteristics 

imply that the outcomes of case study research cannot be 

generalized to other situations except other identical 

studies and therefore have little external validity. This 

inability to be generalized has typically been viewed as a 

weakness of case study research. Eisenhardt (1989) notes 

other characteristics of case study research may also be 

considered weaknesses: the enormous amount of data that may 

be available and which must be analyzed, building theory may 

result in theories that are either very narrow in focus or 

very complex. 

For this study a single region of one organization was 

investigated and a single information technology product was 

used. This particular combination of organization and 

information technology would be difficult to replicate. 

The primary interest of this study focused on 

information technology in the form of a decision support 

system. Decision support systems, by nature, vary widely in 

the types and range of decisions that can be supported. In 

order to apply the outcomes from this study to another 

situation an information technology tool that has 

capabilities similar to the one used in this study must be 

employed. 
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The combined characteristics and environment of the 

organization that participated in this study (e.g., size, 

location, industry, internal political climate, employee 

skills and competencies, economic climate, external 

political climate) may be relatively unique. The unique 

combination of characteristics of this organization may 

prevent a total generalizing of outcomes to other situations 

that lack the same combination of characteristics. 

People do behave and perform differently when they are 

aware of being scrutinized than they behave under normal 

conditions. Prior to the beginning of the study, one of the 

administrators of the Board of Probation and Parole 

suggested that the district administrators and the probation 

officers probably would devote extra time to this project 

because they knew the project was being observed and that, 

ultimately, their activities would return to a previous 

pattern of work. 

Resistance to change may also have influenced outcomes 

of this study. Although no apparent manifestation of 

resistance to change was visible, the possibility always 

exists that resistance will occur when a new technology or a 

new order of doing things is introduced. One theory suggests 

that people resist all change. Another implies that people 

resist change when a new balance of power or authority is 

perceived (Markus 1983). Resistance may have been an 
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underlying factor in this study. No mechanism was in place 

with which to assess resistance. 

A possibility exists that responses to questionnaires, 

follow-up surveys and interviews were not entirely accurate. 

This does not imply that misrepresentation was done 

deliberately but that, in an effort to be helpful or to 

appear knowledgeable, persons responding to questionnaires, 

follow-up surveys and interviews may have exaggerated or 

understated facts. 

Top administrators were well aware of impending 

regulations that will be imposed by the state legislature 

regarding measurement of outcomes. Their immediate needs 

could have predisposed a favorable opinion to this study. 

The combination of the study's brief time frame and 

demanding goal criteria may have had an adverse effect on 

goal achievement. A longer time frame and/or less demanding 

criteria may have altered performance results in a positive 

direction. 

Researcher subjectivity may have influenced outcomes. 

In the determination of which questions to ask and in the 

analysis of responses, the researcher's perspective may have 

been influential and prejudicial. Interpretation of data may 

also have been influenced by the researcher's preconceptions 

and/or limitations. 

Finally, outcome data from questionnaires, follow-up 

surveys and interviews and decision support system was 
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discussed and analyzed by the researcher working in 

conjunction with the administrators. The possibility exists 

that administrators of the Board of Probation and Parole 

were influenced in their evaluation of outcome data by their 

need to have solutions to a significant problem. 

The uniqueness of case studies is a quality that 

frequently prevents the outcomes of case studies from being 

generalized to other populations and situations. These 

limitations do not detract from the value of case studies, 

however. Lee (1989) says that Management Information Systems 

(MIS) theory is generalizable from a body of evidence 

accumulated from case studies done in a variety of empirical 

circumstances. This study does contribute in a large sense 

to the body of case study research in Management Information 

Systems theory. 

Although this study may not be completely generalizable 

across other populations and organizations other aspects of 

generalization may be considered. Outcomes may be 

generalized, ecologically, where functional processes and/or 

settings are similar (Liebert and Liebert 1995, 111). 

Considered ecologically, outcomes from this study are 

significant in several areas. 

Organizations which are comparable in size to the Board 

of Probation and Parole may experience the same difficulties 

in planning, establishing goals and communicating these 

goals and plans throughout the organization. To be 
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effective, plans and goals must be well-defined and must be 

communicated to those who share the responsibility for 

implementing the plans. In this study, the structure of the 

information technology tool required the discipline of well-

defined plans and goals and the communication of those plans 

and goals to administrators responsible for putting the 

plans into action. Other organizations lacking such 

discipline may also find that the structure of such an 

information technology tool promotes the needed control. 

The reduction in the amount of time needed to react to 

perceptions of change was not dependent upon the type of 

organization nor on the skills of the employees in the 

organization. The time frame for reaction was dependent upon 

the commitment of employees to gather the data, enter the 

data into the decision support system, interpret the 

decision support system analysis and set in motion the 

needed changes. This finding of the study may be considered 

to be generalizable to other situations and circumstances 

where such commitment can be elicited or required. 

Improvements in performance also may not be 

generalizable since performance is dependent on the skills 

of the people involved, both in establishing complete, 

appropriate goals and in implementing the plans designed to 

achieve the goals. The lessons learned in this study about 

specification of performance criteria may, however, be 

considered appropriate for other organizations that would 
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implement a similar strategy. First, all units being 

evaluated are not faced with the same problems and, 

therefore, should not be assigned the same goal criteria. 

Second, all units may not contribute equally to the overall 

success of a goal and, therefore, should be considered 

independently. Third, goals for each unit may be evaluated 

more appropriately by the people working within the 

designated unit. They may be aware of extenuating 

circumstances unknown to those who formulate plans at 

another level. Vertical communication in an organization, 

both down and up, is invaluable in developing appropriate 

goals and plans. Criteria for measurement of success must be 

continuously evaluated for suitability. 

The information technology tool, PlanRight, proved to 

be adequate for this study. Off-the-shelf, available 

software that is satisfactory provides any organization, 

regardless of size and information systems budget, a 

technique for monitoring its effectiveness. 

The evaluation performed by the information technology 

tool and the control it provided to the organization were 

not dependent upon the type of organization nor on the 

skills of the people employed in the organization. 

Evaluation of data was dependent entirely upon the criteria 

stipulated for the specific goals defined for this study. 

The decision support system analysis did provide the Board 

of Probation and Parole with the ability to recognize 
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deviations from desired outcomes which gave the Board 

control over its reactions in a reasonable time frame, thus 

preventing the problem from worsening without any awareness 

that problems existed. Because the ability to use the 

decision support system to evaluate performance against 

predetermined criteria over time is not constrained by any 

of the characteristics of the organization, the ability to 

recognize deviations from desired performance levels and the 

ability to react quickly when deviations are noticed may be 

considered to be generalizable to other situations and 

circumstances. 

Suggestions for Further Research 

This study has looked at suggested propositions for use 

in describing any observed outcomes from the study. It has 

also raised a great many more questions. Some of these 

questions present opportunities for additional research into 

the use of decision support tools in organizations' 

strategic management activities. 

This study took place in an organization that, by 

administrators' own analysis, had engaged in long-range 

planning activities but had not followed through on any 

implementation of procedures by which to carry out the plans 

previously developed. An obvious question, in general, is 

whether organizations at various stages of sophistication in 
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their long-range planning activities would also perceive the 

results that the Board of Probation and Parole experienced. 

The Board of Probation and Parole, by administrators' 

own explanation, was beginning to feel pressure from the 

state governing bodies to assess the value of its activities 

and to justify the monies being allocated for its use. This 

is a circumstance that has not been customary in government 

supported service agencies. Of interest, then, would be the 

question of whether not-for-profit agencies and for-profit 

organizations could realize similar outcomes when using a 

decision support system in long-range planning activities. 

This study covered a six month period beginning with 

two months historical data followed by four months 

observation data. Subjects were aware, however, of the focus 

of the study before the observations began and knew which of 

their activities would affect the outcomes of the study. 

Four or five months is not an extremely long time to 

maintain an interest and energy level in a study such as 

this. The possibility existed, however, that interest would 

wane as the study progressed. It would be of interest to 

observe over a longer period of time in order to monitor 

changes in attitudes and actions. Top administrators had 

observed before the study began that activities supporting 

the study might be pursued with great diligence for the 

period of the study but that in actual practice the focusing 

of a great amount of time and effort could not be 
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maintained. This would be partly due to other activities 

that would need attention and partly due to an attrition of 

interest. A longer time frame for a study such as this might 

be able to discern any such fluctuations in effort. 

One person had expressed a wish that the study could 

have extended at least a year. A year's time frame would 

have also provided an opportunity to look for trends and 

patterns that were beginning to emerge. 

This study followed the first 5 steps of Eisenhardt's 

(1989) process of building theory from case study research. 

Additional research which uses steps 6 and 7 would extend 

the validity of this research. 

In step 6 Eisenhardt (1989) suggests that additional 

similar research would provide data for comparison and 

confirmation or lack of confirmation for developing theory. 

Replications of this research would add further data with 

which to build hypotheses and to improve the constructs used 

in this research. 

Additional research could compare research outcomes 

with both conflicting literature and literature which 

reflects an agreement. In step 7 Eisenhardt (1989) suggests 

that such a comparison would add to the theoretical 

significance of the research. 
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Summary 

This study was a case study at a single site, the Board 

of Probation and Parole, using multiple data collection 

techniques. The focus of the study was to examine 

relationships that may exist between the use of information 

technology in an organization's strategic management loop 

and the performance realized from implementation of the 

organization's plans. Information technology consisted of an 

off-the-shelf decision support system, PlanRight. Other 

areas of interest were perceptions of quality and the time 

frame in which feedback was provided to the organization's 

employees. 

Three propositions guided the study. These propositions 

were related to the organization's performance, the quality 

of plans developed for the study and the speed with which 

feedback was provided. 

Two months historical data was collected to serve as a 

basis for comparison with the subsequent four months of data 

that was collected. Data collection techniques included a 

questionnaire prior to implementation of the decision 

support system, the data generated by the decision support 

system and follow-up surveys and interviews. Questionnaire 

data was used to understand the environment in which the 

decision support system was installed. Information 

technology data was used to measure the organization's 

performance in a reduction of parolees' unemployment rates. 
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Follow-up surveys and interviews were used to obtain 

perceptions of quality of plans developed for the study and 

the speed with which feedback on performance measures was 

provided. 

Although the desired levels of performance were not 

totally achieved, the proposition which suggested that the 

information technology tool may effect an improvement in 

performance was supported by the decision support system 

data. Responses from administrators and parole officers 

indicated a strong support for the proposition which stated 

that feedback could be provided very quickly. Follow-up 

responses and interviews also indicated support for the 

third proposition which proposed that the use of the 

information technology tool would aid in the generation of 

plans that were of high quality; e.g., appropriate to the 

situation and stated clearly. 

An important finding of this study was the adequacy of 

an off-the-shelf software tool, the decision support system, 

in providing support for the portion of the strategic 

management loop that was being studied. This demonstrates 

that any organization, regardless of size or number of 

information systems personnel, has access to tools with 

which to monitor performance and to do so in a timely 

manner. The decision support system provided evaluation 

feedback instantaneously when performance data was entered, 

allowing the organization to react quickly to deviations 
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from desired performance and to note trouble areas before 

they become serious problems. These findings are independent 

of the organization and environment in this study so are 

potentially important to other organizations. 

Another of the significant findings of this study, 

which can be considered applicable to other large 

organizations lacking an organized strategic management 

process, is that the structure of the decision support 

system required a certain level of discipline in the 

formulation of plans, the specification of measurement 

criteria and the evaluation of performance data. 

Finally, when plans are actually implemented and not 

just an exercise for top-level management, the development 

of effective plans is an on-going process, adjusting to 

differences in the environment for each unit that 

contributes to the overall success of the organization. 

Moreover, effective plans are best done with the cooperation 

of both administrators and those who implement the plans. 

The decision support system was seen to have revealed a 

new way of thinking about goal setting and feedback 

evaluation for administrators. It provided quick and 

accurate evaluation of feedback, allowing the organization 

to react quickly with corrective measures if needed. It also 

added structure and discipline to the goal setting and 

feedback evaluation process. Overall, the role of the 

decision support system was indicated to have positive 
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effects in those areas of the strategic management cycle to 

which the system was applied. 
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Date: xx/xx/95 

To: Employee of the Missouri Board of Probation and Parole 

From: Elizabeth Kemm 
Missouri Southern State College 

Subject: Participation in research project 

The attached questionnaire is part of a research project in which the Missouri 
Board of Probation and Parole is participating with the University of North Texas. You 
have been selected to participate because of your position with the Missouri Board of 
Probation and Parole. I would appreciate your cooperation in completing the 
questionnaire and returning it to me. A pre-addressed envelope is provided for your use 
in returning your response. 

Your response will be kept strictly confidential. The Missouri Board of Probation 
and Parole will receive only a summary of the results. The attached research 
participation agreement form explains the study and the conditions of your participation 
more completely. Please read this form. If you would like a summary of the results or 
you would be willing to participate in an in-depth interview in this study, please indicate 
this at the bottom of the form and send it to the address below separately from the 
questionnaire. Otherwise, separate the form from the questionnaire and keep it for your 
own records. 

The questionnaire will take approximately 30 minutes to complete. Your forthright 
responses to each question will help to identify the role of information technology in 
supporting strategic management processes. Please answer all of the questions and return 
the questionnaire promptly. 

The return envelope is enclosed for your convenience. Please seal the completed 
questionnaire in this envelope and return it to your district administrator. If you have any 
questions, please feel free to contact me. 

Thank you for your assistance and cooperation in this study. 

Elizabeth Kemm Phone: (417) 623-8980 (home) 
CIS Department (417) 625-9351 (office) 
Missouri Southern State College 
3950 Newman Road 
Joplin, MO 64801 
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Research Participation Agreement Form 

I, agree to participate in a study of information 
technology in strategic management processes. This study is being conducted by the University of 
North Texas (UNT), Denton, Texas. The purpose of this study is to investigate possible effects of 
the use of software that is designed specifically for use in evaluating an organization's progress 
toward goal achievement. Hopefully, the results of the study will provide the Missouri Board of 
Probation and Parole with information that will enable it to use resources more effectively and 
more efficiently. 

As a participant, I understand that my involvement in this research project is voluntary 
and that I may withdraw at any time. Withdrawal or refusal to participate will result in no 
penalties or loss of benefits to which I am otherwise entitled. I understand that there is no 
personal risk or discomfort directly involved with this research. 

I understand that I will spend about 30 minutes on each of two questionnaires, one at the 
beginning of the study and one at the conclusion of the study. To assist in the analysis of the 
responses, I agree to disclose the following information: position with the Missouri Board of 
Probation and Parole, gender, age, and length of time employed by the Missouri Board of 
Probation and Parole. I may also (as indicated below) choose to participate in an in-depth 
interview. 

I understand that my individual responses will be confidential and will not be disclosed to 
anyone other than the principal researcher. I understand that only summarized information will be 
released to the Missouri Board of Probation and Parole. Under this condition, I agree that any 
information obtained from this research may used in any way thought best for publication or 
education. 

If I have any questions or problems that arise in connection with my participation in this 
study, I should contact: 

Elizabeth Kemm, principle researcher, at (417) 625-9351 (office) or (417) 623-8980 
(home) 
or Dr. Michael Vanecek, project director, at (817) 565-3119 (office) in the 

BCIS Department, University of North Texas, Denton, Texas 

Signature of Participant Date 

I would like a summary of the results to be sent to me at the following address: 

I am interested in participating in an in-depth interview on the same topics covered in the 

questionnaire. I may be contacted at the following number or at the address listed above. 
Phone number: 

This project has been reviewed by University of North Texas Committee 
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STRATEGY PLANNING AND FEEDBACK QUESTIONNAIRE 

For this group of questions, place a mark in front of the response that is appropriate. 
Please do not leave any question unanswered. 

1. What is the nature of your position with the Missouri Board of Probation and Parole? 

Administrative Supervisory Probation Officer Clerical Other 

2. How long have you been associated with the Missouri Board of Probation and Parole? 

Less than 1 year 1 - 2 years 3 - 5 years More than 5 years 

3. Are you male or female? 

Male Female 

4. To which age group do you belong? 

16-25 26-35 36 -45 46 -55 56 + 

In the following questions "the organization" refers to the Missouri Board of Probation and Parole, 
Draw a circle around the number that represents your best answer to the following questions. 
Please answer each question as honestly and as accurately as you can. 
Please do not leave any question unanswered. 

5. An organization's mission is the ultimate primary purpose of the organization. 
Are you aware of a stated mission for the organization? 

I 2 3 3 5 5 — 
not at very moderately very completely don't 

all little much know 

6. A goal is a specific end that an individual or an organization is trying to achieve. 
An objective is more specific and concrete than a goal. It is used to measure progress toward goal achievement. 
Example: in a manufacturing environment a goal may be to reduce costs. 
Example: in the same manufacturing environment an objective related to the goal to reduce costs may be to reduce the 

amount of defective products by 6%. 

Are you aware of any stated organizational goals and/or objectives? 

~ T 1 5 * 5 Z— 
not at very moderately very completely don't 

all little much know 

7. Are organizational goals and/or objectives stated clearly and unambiguously? 

2 3 % 3 Z— 
not at very moderately very completely don't 

all little much know 
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8. Are you aware of any plans the organization has developed in order to direct progress toward goal achievement? 

" 1 
not at 

all 

*~Z 
don't 
know 

very 
little 

moderately very 
much 

completely 

Regarding the organization's goals and/or objectives referenced in question 6, were you a participant in their establishment? 

T~ 
moderately 

1 
not at 

all 
very 

little 
very 
much 

completely 
6 

don't 
know 

10. Regarding the organization's goals and/or objectives referenced in question 6, do you understand them and could you define 
them? 

~ T — 
not at 

all 

5 
moderately 

—z— 
don't 
know 

very 
little 

very 
much 

completely 

11. Regarding the organization's goals and/or objectives referenced in question 6, do you believe that your job activities are 
directed toward achieving those goals and/or objectives? 

not at 
all 

3 
moderately veiy 

little 
very 
much 

completely 
6 

don't 
know 

12. Regarding the organization's plans referenced in question 8, are you familiar with them and do you understand them? 

- 1 
not at 

all 

—T~ 
very 

little 
very 
much 

—z— 
don't 
know 

moderately completely 

13. Regarding the organization's plans referenced in question 8, are they appropriate for the organization (in this context 
appropriate means neither too ambitious nor too limited)? 

— 

not at 
all 

very 
little 

moderately very 
much 

completely 
6 

don't 
know 

14. In the organization's plans, are items prioritized? 

" 1 — 
not at 

all 

- 3 
completely 

—z— 
don't 
know 

very 
little 

moderately very 
much 

15. With financial performance defined as maximizing value received (in goods or services) for monies spent, do you believe 
that successful implementation of these plans will improve the organization's financial performance? 

~ 1 
not at 

all 

5 
completely 

— 

don't 
know 

very 
little 

moderately very 
much 

16. With operational performance defined as maximizing productivity relative to effort expended, do you believe that successful 
implementation of these plans will improve the organization's operational performance? 

~ T — 
not at 

all 

— r ~ 
very 

little 

- 3 
completely don't 

know 
moderately very 

much 



157 

17. Do you believe that your district is actively pursuing achievement of stated organizational goals? 

not at 
all 

very 
little 

moderately very 
much 

completely 
6 

don't 
know 

18. Are you, personally, committed to the goals and plans specified for the organization? 

not at 
all 

very 
little 

3 
moderately 

4 
veiy 
much 

completely 
—z— 
don't 
know 

19. Do you believe that the work you do is significantly related to the stated goals? 

I 
not at 

all 

T ~ ~ 
very 

little 

- 5 
completely moderately 

4 
very 
much 

~ z — 

don't 
know 

20. Are you aware of any reviews that have been done to consider the appropriateness of plans formulated in order to achieve 
organizational goals? 

" 1 
not at 

all 

r~ 
moderately very 

little 
very 
much 

completely 
— 

don't 
know 

21. Regarding the reviews referenced in question 20, to your own knowledge how frequently do they occur? 

weekly 
2 5 -

monthly bi-monthly 
5 r 

yearly at random not at all 

22, Do you believe it is important to have goals and objectives stated? 

~ 1 
not at 

all 

2 
very 

little 
moderately very 

much 
completely 

z — 

don't 
know 

23. Do you believe it is important to have specific plans formulated in order to achieve goals and objectives? 

not at 
all 

very 
little 

moderately very 
much 

completely 
6 

don't 
know 

24. Do you believe it is necessary to examine job accomplishments periodically to determine if they are consistent with 
organizational goals and objectives? 

~ 1 
not at 

all 
very 

little 
moderately very 

much 
completely 

~ 1 > — 
don't 
know 

25. Do you believe it is necessary to examine plans periodically to determine if they are being implemented and getting the 
desired results? 

I 
not at 

all 
very 

little 
moderately very 

much 
completely 

— 

don't 
know 
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26. Do you believe your job accomplishment is superior when you have specific standards with which to measure what you are 
doing? 

- 1 2 3 3 5 Z 
not at very moderately very completely don't 

all little much know 

27. Are you aware of any reviews that have been done to determine the completeness of plans that were formulated in order to 
achieve organizational goals? 

2 3 3 5 Z 
not at very moderately very completely don't 

all little much know 

28. Regarding the reviews referenced in question 27, to your own knowledge how frequently do they occur? 

~ T 2 3 3 5 Z 
weekly monthly bi-monthly yearly at random not at all 

29. Are you aware of any reviews that have been done to determine how job accomplishments/performance compares to stated 
organizational goals and objectives? 

" 1 2 3 3 5 Z 
not at very moderately very completely don't 

all little much know 

30. Regarding the reviews referenced in question 29, to your own knowledge how frequently do they occur? 

2 3 3 5 Z — 
weekly monthly bi-monthly yearly at random not at all 

31. Since your employment with the Missouri Board of Probation and Parole, are you aware of any change in your job activities 
that occurred as a direct result of reviews that were done to compare job accomplishments with organizational goals and/or 
objectives? 

2 3 3 5 1 — 
not at very moderately very completely don't 

all little much know 

32. Regarding the changes referenced in question 31, do you consider them to be significant? 

~ 1 2 3 ? 5 Z 
not at very moderately very completely don't 

all little much know 

33. Do you have personal goats pertaining to your job performance that are not related to the organization's or district's goals? 

2 3 3 3 Z 
not at very moderately very completely don't 

all little much know 

34. In the performance of your job activities, do you, personally, use computing technology? 

2 3 3 5 Z 
not at very moderately very completely don't 

all little much know 
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35. If computer literacy is defined as the ability to enter data into the computer in the appropriate format, choose the correct 
processing procedure to produce the information you need and to solve routine computer processing problems when they 
occur, do you consider yourself computer literate? 

~ I 3 3 3 3 Z — 
not at very moderately very completely don't 

all little much know 

36. If you were offered an opportunity to use a new software tool with the expectation that it might assist you in performing 
your job activities more effectively and or more efficiently, would you be interested in using it? 

1 3 3 5 Z — 
not at very moderately very completely don't 

all little much know 

Thank you for your help in this study. 
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STRATEGY PLANNING AND FEEDBACK 

FOLLOW-UP SURVEY 

Please answer each question as honestly and as accurately as you can. 
Please do not leave any question unanswered. 

1. Did you respond to the first questionnaire in this study? 

Yes No 

A principal element in this study was the use of a computerized decision support system to measure 
progress toward improved job performance. Although you did not directly interact with the decision 
support system (PlanRight), you may have felt an effect because of its use. 

2. Were you (or are you) concerned about what effects this study would mean to you in terms 
of your work? 

Yes No 

If your answer is Yes, will you please explain briefly. 

Have any changes occurred in your job activities and/or responsibilities that may be a direct 
or indirect result of this study and/or the use of the decision support system? 

Yes No 

If your answer to question 3 is Yes, briefly describe the changes. 
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If your answer to question 3 is Yes, do you believe that the changes are beneficial? 

Yes No N/A 

Briefly explain your answer. 

Are you aware of any changes in regional or district activities that may have occurred as a 
direct or indirect result of this study and/or the use of the decision support system? 

Yes No 

If your answer is Yes, please briefly describe the changes. 

6. If your answer to question 5 is Yes, do you believe that the changes are beneficial? 

Yes No N/A 

Briefly explain your answer. 
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During the course of this study do you think that any of the decisions you have made were 
influenced by the knowledge that the study was being done? 

Yes No 

If your answer is Yes, were these decisions the same type of decisions you generally make or 
were they different in character? 

Same Different 

8. Do you feel that the decision support system was introduced to the Missouri Board of 
Probation and Parole in an appropriate way? 

Yes No 

If your answer is No, will you please explain briefly. 

9. Prior to the beginning of this study, did you feel that any changes in activities were necessary 
in order to improve the overall performance of the BPP? 

Yes No 

If your answer is Yes, briefly explain. 
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10. Did this study provide you with a solid goal toward which to work? 

Yes No 

11. Do you believe that the results of this study provide information that will help you in the 
performance of your job responsibilities? 

Yes No 

If your answer is Yes, briefly explain. 

12. Do you believe that the results of this study provide information that will help the BPP in the 
performance of responsibilities at the district and/or the regional levels? 

Yes No 

If your answer is Yes, briefly explain. 

13. Do you believe that a periodic measurement and feedback would help to identify developing 
problems before they become serious problems? 

Yes No 
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14. Although this study specifically looked at unemployment as a measure of successful 
performance, do you think that similar measures could be applied to other areas relative to 
activities of the BPP? 

Yes No 

If your answer is Yes, would you give an example? 

15. Do you believe that the results of this study will have positive implications for the BPP? 

Yes No 

Please briefly explain. 

16. Were the goals established for this study appropriate? Why or why not? 
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17. Was the feedback you received timely and helpful? Why or why not? 

18. Are there other comments you would like to share in regard to this study? 

Thank you very much for your participation and cooperation in this study. 
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INTERVIEW QUESTIONS 

These questions are related to the research questions 
suggested for this study. Research questions are indicated by 
the single numbers aligned to the left. Interview questions 
are those indented and listed underneath the research 
questions. 

1. Is there a relationship between an organization's 
performance and the use of information technology in 
strategic management activities? 

la. Have you made an effort to measure your 
organization's performance in the past and, if so, 
how? 

lb. Were these measurements related to your strategic 
planning efforts and, if so, how? 

lc. Were the measurements established for use with the 
decision support system an improvement over your 
previous measurement criteria and, if so, how? 

Id. Has the use of the decision support system altered 
your concept of performance measurement for your 
organi z at i on? 

2. What effects does the use of information technology have 
on the strategic management process and outcomes? 

2a. In general, how has your strategic planning been 
done in the past, i.e., frequency, persons 
involved, methods, etc.? 

2b. Was there a specific strategy for implementation of 
plans? 

2c. Was there a specific technique for evaluation of 
outcomes? 

2d. What difficulties and/or dissatisfactions were you 
having with your system of planning, implementation 
and evaluation? 

2e. What interested you in what the decision support 
system has to offer? 

2f. How did your planning processes change when you 
implemented the decision support system? 

2g. Are the changes beneficial and, if so, in what 
ways? 
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3. What effects does the use of information technology in 
the strategic management process have on perceptions of 
the strategic management process and outcomes? 

3a. In the past, did your strategic planning efforts 
encompass all topics that were/are critical to the 
organization's successful performance? 

3b. Previously, if errors or omissions in the 
organization's plans were noted between scheduled 
planning sessions how were they handled? 

3c. Do you think the use of the decision support system 
has made or will make any difference in your 
ability to get a comprehensive perspective on the 
organization's needs? If so, to what do you 
attribute this difference? 

3d. In the past, did your strategic planning efforts 
outline plans that adequately addressed each topic 
critical to the organization's successful 
performance? 

3e. Do you think the use of the decision support system 
has made or will make any difference in the caliber 
of plans being generated? If so, to what do you 
attribute this difference? 
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1 § s 
Vh .2 ^ 
1 1 1 

00 

0 a 
O* S3 

CO 

to 

vo 
<N 

5 

ra 

<N 

O 

G 

®3 
y &p 
C f-H 
o o 
*H C** 
& <& g o 'S g <» e i2 a) ^ 
o-t3 o 
•2 "G 2 
S w-
•2 2 2 
a S,is 
•S %"£ 
3 ^ 3 
a > ^ l 
S 6 | 
w o WQxf O C3 <-* 
,fH I | 
s> S ^ 
o g <u 
• g - s Pi 

ON 

VD 
(Nl 

(SI 

ON 
CO 
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176 

How long have you been associated with the Board of 
Probation and Parole? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Less 
than 1 
year 

5 3 1 9 

1-2 
years 

14 5 19 

3-5 
years 

18 4 22 

More 
than 5 
years 

3 9 43 7 1 63 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



177 

Are you male or female? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Male 3 4 39 1 47 

Female 5 41 18 2 66 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



178 

To which age group do you belong? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

16-25 6 1 7 

26-35 3 33 7 43 

36-45 1 31 8 1 41 

46-55 3 4 6 2 1 16 

56+ 1 4 1 6 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 



179 

1. Are you aware of a stated mission for the organization? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other ROW 
Total 

Not at 
all 

1 1 

Very 
little 

1 2 1 4 

Moder-
ately 

12 7 19 

Very 
much 

1 3 40 6 1 51 

Com-
pletely 

2 6 25 4 37 

Don't 
know 

1 1 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



180 

2. Are you aware of any stated organizational goals and/or 
objectives? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

1 3 1 5 

Very 
little 

1 14 15 

Moder-
ately 

1 5 29 7 42 

Very 
much 

1 33 9 1 44 

Com-
pletely 

1 3 1 5 

Don't 
know 

2 2 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



181 

3. Are organizational goals and/or objectives stated clearly 
and unambiguously? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other ROW 
Total 

Not at 
all 

4 4 

Very 
little 

1 1 14 4 20 

Moder-
ately 

1 4 38 7 50 

Very 
much 

1 1 23 7 1 33 

Com-
pletely 

3 1 1 5 

Don't 
know 

1 1 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



182 

4. Are you aware of any plans the organization has developed 
in order to direct progress towards goal achievement? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

4 2 6 

Very 
little 

18 3 21 

Moder-
ately 

2 4 36 10 52 

Very 
much 

3 20 2 1 26 

Com-
pletely 

1 2 2 1 6 

Don't 
know 

1 1 2 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



183 

5. Regarding the organization's goals and/or objectives 
referenced in question 2, were you a participant in their 
establishment? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

34 11 1 46 

Very 
little 

1 3 29 4 37 

Moder-
ately 

1 4 14 2 1 22 

Very 
much 

2 1 2 5 

Com-
pletely 

1 2 3 

Don't 
know 

0 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



184 

6. Regarding the organization's goals and/or objectives 
referenced in question 2, do you understand them and 
could you define them? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

9 3 1 13 

Very 
little 

1 3 23 6 33 

Moder-
ately 

1 3 30 6 40 

Very 
much 

1 2 16 3 1 23 

Com-
pletely 

1 2 1 4 

Don't 
know 

0 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



185 

7. Regarding the organization's goals and/or objectives 
referenced in question 2, do you believe that your job 
activities are directed towards achieving those goals 
and/or objectives? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

3 1 4 

Very 
little 

12 5 17 

Moder-
ately 

3 5 33 8 1 50 

Very 
much 

3 25 5 33 

Com-
pletely 

1 3 4 

Don't 
know 

4 1 5 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



186 

8. Regarding the organization's plans referenced in question 
4, are you familiar with them and do you understand them? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other ROW 
Total 

Not at 
all 

6 2 1 9 

Very 
little 

2 22 5 29 

Moder-
ately 

2 4 26 9 41 

Very 
much 

1 3 22 2 1 29 

Com-
pletely 

2 1 3 

Don't 
know 

1 1 

Column 
Total 

3 9 79 19 2 113 

Number of missing observations: 1 



187 

Regarding the organization's plans referenced in question 
4, are they appropriate for the organization (in this 
context appropriate means neither too ambitious nor too 
limited? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other ROW 
Total 

Not at 
all 

1 11 12 

Very 
little 

1 11 12 

Moder-
ately 

1 5 31 7 44 

Very 
much 

1 1 16 7 1 26 

Com-
pletely 

1 3 4 

Don't 
know 

1 8 5 1 15 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



188 

10. In the organization's plans, are items prioritized? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

1 10 11 

Very 
little 

2 1 20 1 24 

Moder-
ately 

4 26 9 39 

Very 
much 

1 8 2 1 12 

Com-
pletely 

1 1 

Don't 
know 

3 15 7 1 26 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



189 

11. With financial performance defined as maximizing value 
received (in goods or services) for monies spent, do you 
believe that successful implementation of these plans 
will improve the organization's financial performance? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

2 16 18 

Very 
little 

1 3 16 5 25 

Moder-
ately 

1 18 5 24 

Very 
much 

1 3 7 1 1 13 

Com-
pletely 

3 3 

Don't 
know 

1 20 8 1 30 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



190 

12. With operational performance defined as maximizing 
productivity relative to effort expended, do you believe 
that successful implementation of these plans will 
improve the organization's operational performance? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

2 9 1 12 

Very 
little 

2 22 1 25 

Moder-
ately 

1 22 7 30 

Very 
much 

2 3 11 6 1 23 

Com-
pletely 

6 6 

Don't 
know 

2 10 4 1 17 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



191 

13. Do you believe that your district is actively pursuing 
achievement of stated organizational goals? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

4 4 

Very 
little 

6 6 

Moder-
ately 

2 34 9 45 

Very 
much 

1 5 28 6 40 

Com-
pletely 

1 2 5 2 1 11 

Don't 
know 

2 2 1 5 

Column 
Total 

2 9 79 19 2 111 

Number of missing observations: 2 



192 

14. Are you, personally, committed to the goals and plans 
specified for the organization? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

3 3 

Very 
little 

1 8 1 10 

Moder-
ately 

2 37 9 48 

Very 
much 

1 3 24 4 32 

Com-
pletely 

2 3 6 2 1 14 

Don't 
know 

1 3 1 5 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



193 

15. Do you believe that the work you do is significantly 
related to the stated goals? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other ROW 
Total 

Not at 
all 

3 1 4 

Very 
little 

1 10 4 15 

Moder-
ately 

1 5 37 6 1 50 

Very 
much 

2 2 23 4 31 

Com-
pletely 

1 4 2 7 

Don't 
know 

2 2 1 5 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



194 

16. Are you aware of any reviews that have been done to 
consider the appropriateness of plans formulated in order 
to achieve organizational goals? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

2 19 3 24 

Very 
little 

3 3 25 7 38 

Moder-
ately 

20 4 1 25 

Very 
much 

4 4 1 9 

Com-
pletely 

2 2 

Don't 
know 

9 4 1 14 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



195 

17. Regarding the review referenced in question 16, to your 
own knowledge how frequently do they occur? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Weekly 1 1 

Monthly 16 4 20 

Bi-
monthly 

5 5 

Yearly 1 3 6 3 13 

At 
random 

2 3 26 8 1 40 

Not at 
all 

1 20 3 1 25 

Column 
Total 

3 8 73 18 2 104 

Number of missing observations: 9 



196 

18. Do you believe it is important to have goals and 
objectives stated? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

0 

Very 
little 

1 1 

Moder-
ately 

5 3 8 

Very 
much 

2 41 10 2 55 

Com-
pletely 

3 7 32 6 48 

Don't 
know 

0 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



197 

19. Do you believe it is important to have specific plans 
formulated in order to achieve goals and objectives? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other ROW 
Total 

Not at 
all 

0 

Very 
little 

1 1 

Moder-
ately 

12 1 13 

Very 
much 

1 3 41 14 1 60 

Com-
pletely 

2 6 25 4 1 38 

Don't 
know 

0 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



198 

20. Do you believe it is necessary to examine job 
accomplishments periodically to determine if they are 
consistent with organizational goals and objectives? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

1 1 

Very 
little 

1 1 

Moder-
ately 

1 13 2 16 

Very 
much 

2 3 40 12 1 58 

Com-
pletely 

1 5 25 4 1 36 

Don't 
know 

0 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



199 

21. Do you believe it is necessary to examine plans 
periodically to determine if they are being implemented 
and getting the desired results? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

0 

Very 
little 

1 1 

Moder-
ately 

11 2 13 

Very 
much 

1 3 44 12 1 61 

Com-
pletely 

2 6 22 5 1 36 

Don't 
know 

1 1 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



200 

22. Do you believe your job accomplishment is superior when 
you have specific standards with which to measure what 
you are doing? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

2 2 

Very 
little 

5 1 6 

Moder-
ately 

24 1 25 

Very 
much 

2 2 34 14 2 54 

Com-
pletely 

1 7 13 3 24 

Don't 
know 

1 1 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



201 

2 3. Are you aware of any reviews that have been done to 
determine the completeness of plans that were formulated 
in order to achieve organizational goals? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

2 15 2 19 

Very 
little 

1 2 15 2 20 

Moder-
ately 

1 2 19 3 1 26 

Very 
much 

1 1 5 1 8 

Com-
pletely 

1 2 2 5 

Don't 
know 

1 23 9 1 34 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



202 

24. Regarding the reviews referenced in question 23, to your 
own knowledge how frequently do they occur? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other ROW 
Total 

Weekly 0 

Monthly 9 2 11 

Bi-
monthly 

1 2 1 4 

Yearly 2 11 1 14 

At 
random 

2 5 23 10 1 41 

Not at 
all 

1 24 3 1 29 

Column 
Total 

3 8 69 17 2 99 

Number of missing observations: 14 



203 

25. Are you aware of any reviews that have been done to 
determine how job accomplishments/performance compares to 
stated organizational goals and objectives? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

1 9 10 

Very 
little 

3 1 17 4 25 

Moder-
ately 

4 18 3 1 26 

Very 
much 

1 9 1 11 

Com-
pletely 

1 4 5 

Don't 
know 

1 22 11 1 35 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 



204 

26. Regarding the reviews referenced in question 25, to your 
own knowledge how frequently do they occur? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Weekly 1 1 

Monthly 2 14 16 

Bi-
monthly 

1 1 1 3 

Yearly 1 19 2 1 23 

At 
random 

3 4 18 9 34 

Not at 
all 

1 16 4 1 22 

Column 
Total 

3 9 69 16 2 99 

Number of missing observations: 14 



205 

27. Since your employment with the Board of Probation and 
Parole, are you aware of any change in your job 
activities that occurred as a direct result of reviews 
that were done to compare job accomplishments with 
organizational goals and/or objectives? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

1 1 10 3 15 

Very 
little 

2 2 16 4 24 

Moder-
ately 

4 15 3 22 

Very 
much 

1 14 4 1 20 

Com-
pletely 

1 7 1 9 

Don't 
know 

17 4 1 22 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 
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28. Regarding the changes referenced in question 27, do you 
consider them to be significant? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other ROW 
Total 

Not at 
all 

1 1 10 1 13 

Very 
little 

1 1 10 5 17 

Moder-
ately 

1 1 21 3 26 

Very 
much 

4 9 2 1 16 

Com-
pletely 

1 7 2 10 

Don't 
know 

1 20 6 1 28 

Column 
Total 

3 9 77 19 2 110 

Number of missing observations: 3 
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29. Do you have personal goals pertaining to your job 
performance that are not related to the organization's or 
district's goals? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

4 4 

Very 
little 

1 10 2 13 

Moder-
ately 

1 24 3 28 

Very 
much 

1 5 30 11 2 49 

Com-
pletely 

1 2 9 3 15 

Don't 
know 

1 2 3 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: l 
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30. In the performance of your job activities, do you, 
personally, use computing technology? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

2 18 2 22 

Very 
little 

2 28 1 31 

Moder-
ately 

2 14 1 17 

Very 
much 

1 2 9 11 2 25 

Com-
pletely 

3 6 4 13 

Don't 
know 

4 4 

Column 
Total 

3 9 79 19 2 112 

Number of missing observations: 1 
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31. If computer literacy is defined as the ability to enter 
data into the computer in the appropriate format, choose 
the correct processing procedure to produce the 
information you need and to solve routine computer 
processing problems when they occur, do you consider 
yourself computer literate? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

2 21 1 24 

Very 
little 

1 2 18 21 

Moder-
ately 

1 21 3 1 26 

Very 
much 

1 2 13 12 1 29 

Com-
pletely 

3 6 3 12 

Don' t 
know 

1 1 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 



210 

32. If you were offered an opportunity to use a new software 
tool with the expectation that it might assist you in 
performing your job activities more effectively and/or 
more efficiently, would you be interested in using it? 

by 

What is your position with the Board of Probation and 
Parole? 

Admini-
strative 

Super-
visory 

Proba-
tion 
Officer 

Cleri-
cal 

Other Row 
Total 

Not at 
all 

4 4 

Very 
little 

1 4 4 

Moder-
ately 

1 2 16 2 21 

Very 
much 

2 2 21 6 1 32 

Com-
pletely 

4 33 11 1 49 

Don't 
know 

2 2 

Column 
Total 

3 9 80 19 2 113 

Number of missing observations: 0 
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