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ABSTRACT 

 
The application of continuous improvement methodologies and in particular Lean, Six Sigma 

and the integrated Lean Six Sigma and their predecessors or derivatives have been controversial 

as they are seen as manufacturing sector methodologies and part of government drives towards 

new public management. Public sector employees in general and emergency services staff in 

particular are often viewed as being motivated by making a difference and work in the sector 

to provide high-quality service, the purpose of the research is to explore these phenomena and 

how they could be integrated into a more holistic approach to continuous improvement within 

the public sector and result in improved service delivery. A systematic literature review of the 

deployment of methodologies and the approaches taken in public sector organisations globally 

identified 174 papers published between 2004 and 2020, while reviews of current theories 

around organisational culture and motivation contribute to a broader understanding of the 

public sector perspectives beyond improvement methodologies. The literature review 

evidenced that while there was a focus on tools and techniques of methodologies and a 

recognition of gaps around strategic approaches, sustainability, culture, and people there was 

very limited literature that sought to address these gaps. The literature is used to develop a 

mixed-methods approach with 23 semi-structured interviews and 710 questionnaires 

completed across the three case studies of related national organisations within Scotland, UK. 

Specifically, the emergency services; Scottish Ambulance Service, Police Service of Scotland, 

and the Scottish Fire and Rescue Service. The unit of analysis in the case studies are the 

hierarchical management levels in the respective organisations. The results of the empirical 

studies show the low maturity levels of continuous improvement across all three organisations 

and evidence the impact of hierarchical sub-cultures on perceptions of organisational approach, 

engagement of employees, and empowerment as they relate to identifying and delivering 

service improvements as well as the impact of both organisational sub-cultures and public 

service motivation on these perceptions. The research findings contribute to narrowing the 

knowledge gaps in the organisational deployment of continuous improvement in public sector 

organisations in particular the impact of both pluralist cultures and public employee motivation. 

The key theoretical contribution is synthesising the findings into a strategic theoretical 

framework to refocus emergency service organisations on the themes and activities which can 

support a sustainable culture of continuous improvement in the public sector.   
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Chapter 1                                                                                             

Introduction 

1.1 Overview 

Public Services in the United Kingdom have required to review how they deliver services 

against the backdrop of the global financial crisis during 2007/08 and consequential 

reducing budgets (HM Treasury, 2010). This trigger has seen activity to implement 

reform in the Civil Service (HM Government, 2012) and reduce the number of Public 

Bodies (Cabinet Office, 2010), among others.  

However, the financial challenge alone has not dictated the need to change how public 

services are delivered and accessed. Drivers also include equality of access and tackling 

unfairness and inefficiency (HM Government, 2011). In Scotland, the government took 

a holistic approach to reviewing public Services and while they referenced the financial 

challenge, the fundamental principles which emerged included reform to ‘empower 

individuals and communities receiving public services by involving them in the design 

and delivery of the services they use’, ‘to integrate service provision’ and to ‘become 

more efficient by reducing duplication and sharing services wherever possible’ (Christie, 

2011). 

There is a desire to tackle inefficiencies and bureaucracy within public services (HM 

Cabinet Office, 2011), but these are often evidenced and exampled as individual, 

interventions, or projects. There is a lack of references which evidence the move from 

successful improvement activities into sustainable programmes, and there is a danger 

of focusing on short term gains (Bateman, 2005).  

The researcher completed a 30-year career in the public sector within first Lothian and 

Borders Police and latterly Police Scotland, first-hand experience of strategic change and 

improvement activities drove initial interest in this research. Working within the police 

service and closely alongside the ambulance and fire and rescue services the motivation 

of individuals to contribute to improvements and enhance service was frequently 

observed but often tempered by lack of structure and process as well as frustrated 

through organisational sub-cultures as exampled by management hierarchies. Also, the 

observed prioritisation of radical change over incremental change was widely observed 

by the researcher.  
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This thesis presents research focussed on understanding the culture, motivation, 

barriers and opportunities for individuals working within the Scottish public sector to 

contribute to improving service delivery through the lens of the strategic approach 

adopted by the case study organisations and their respective leadership and employees 

knowledge and attitudes towards sustainable continuous improvement being part of 

their organisation. The concept of continuous improvement (CI) is self-describing. Still, 

there is no evidence to demonstrate that individuals in the Scottish public-sector work 

within and subscribe to a culture of continuous improvement, where service delivery is 

subject to regular challenge and evolves driven by the very people who deliver the 

service. 

The focus of work in this area is shown to be on the delivery of individual changes with 

a potential by-product being longer-term change, rather than on changing culture and 

leveraging any public service motivation drivers and there is a need to do both (Berry, 

2010). The question of assessment of organisational readiness for continuous 

improvement is also raised (Radnor, 2010) and it is suggested that this includes 

‘developing a culture focussed on improvement, an understanding of the customer, and 

the ‘value’ within the organisation. In summary, this thesis investigates the phenomena 

of public sector employee motivations and organisational culture around contributing 

to improving services, as expressed in the literature. Practice and discussion suggest that 

there is little evidence that these factors are considered or integrated into improvement 

programmes or initiatives in the public sector.   

1.2 The Importance and Relevance of the Research 

Within the United Kingdom, the wide range of services provided in the public sector and 

the different ways in which those services touch individuals and communities can be 

easily missed. The financial crisis of 2007 resulted in significant reductions in public 

sector funding with an associated decrease in the size of the sector itself. However, the 

most recent trends from the Office of National Statistics show public sector employment 

increasing and private sector employment now slightly decreasing. The public sector 

employs 5.51 million people in the UK (Office of National Statistics, 2020), which is 

almost 17% of all people in paid work in the UK. The number of people employed in the 

UK public sector can be further broken down into 2.01 million employed in local 
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government and 3.35 million employed in central government departments. 

Additionally, 1.78 million are employed in the National Health Service (NHS), which 

accounts for approximately 32% of all public employees.  

To give a context to the size of the public sector, 17% of all employed individuals in the 

UK work in the public sector. The Organisation for Economic Co-operation and 

Development (OECD) shows that public sector employment ranges from more than 30% 

in some Scandinavian countries to as low as 6% in Japan (OECD, 2019).  

1.2.1 Continuous Improvement Methodologies and the Public Sector 

As previously presented, this research explores continuous improvement from the 

perspective of employees within the case study organisations. Additionally, it includes 

exploration of the methodologies which are utilised as well as the understanding of such 

methodologies in the sector. Lean and Six Sigma have been both popular and dominant 

process excellence methodologies that have been widely used across manufacturing 

and service organisations (Sitkin, Sutcliffe, and Schroeder, 1994). Lean and Six Sigma 

have been argued as being complementary (Shah, Chandrasekaran and Linderman, 

2008; Salah, Rahim and Carretero, 2010)  and the tools and techniques have often been 

rolled together to maximise benefits. Prominent researchers and practitioners in the 

area of quality improvement methodologies consider an integrated approach to Lean 

and Six Sigma, Lean Six Sigma, to be a more substantial and more sustainable approach 

to improvement methodologies (Rodgers et al., 2019a).  As such, this research focuses 

on the use of Lean, Six Sigma, and Lean Six Sigma as the primary continuous 

improvement methodologies in use.     

1.2.2 The Scottish Government Perspective 

While some public service functions are part of the reserved function in the UK, such as 

the armed forces or foreign office, functions such as local government, police and fire 

services, health service, and devolved civil service functions account for 488,000 jobs 

(Scottish Government, 2016). The population of Scotland aged between 16 and 74 is 4m 

(National Records of Scotland, 2018) with 2.5m of those in employment, the public 

sector, therefore, accounts for 20% of working adults. The census additionally shows 

that the largest single industry sector was Health and Social Work accounting for 15% of 

the working population.  
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The Scottish Government has additionally shown an interest in continuous improvement 

methodologies having commissioned a review of the use of Lean in the public sector 

(Radnor et al., 2006) and more broadly commissioned a study of improvement in the 

Scottish public sector to have a more a holistic approach to reviewing public services 

and while the financial challenge was referenced, the fundamental principles which 

emerged included reform to ‘empower individuals and communities receiving public 

services by involving them in the design and delivery of the services they use’, to 

integrate service provision and to ‘become more efficient by reducing duplication and 

sharing services wherever possible’ (Christie, 2011).   

As the seriousness of the 2007 global financial crisis became increasingly known, the 

Scottish Government moved relatively quickly to create a national police service and a 

national fire and rescue service (Scottish Government, 2019). These two services, along 

with the already existing national Scottish Ambulance Service, form the emergency 

services.  

1.2.3 The Emergency Services 

As expressed, the scale of the public sector and challenges provide an overly disparate 

focus for the research investigation. Additionally, the achievability of exploring the 

entire public sector is highly questionable. Accordingly, at a time when the three 

emergency services are committed to a joint strategy aimed at increased collaboration 

and co-production (Scottish Fire and Rescue Service, 2018), a shared understanding of 

perspectives on continuous improvement can be argued to have greater importance 

when it comes to mapping needs, services or processes across agencies. The comparison 

between the more established Scottish Ambulance Service (SAS) and the young national 

services of Police Scotland and the Scottish Fire and Rescue Service (SFRS) who are 

currently undertaking significant radical change programmes, allows further exploration 

of the understanding of the differences between radical change and continuous 

improvement and how these sit alongside each other within the emergency services.    

1.2.3.1 Police Service of Scotland (Police Scotland) 

Police Scotland was created on the 1st April 2013 by the merger of the eight previous 

geographic police services and the Scottish Crime and Drug Enforcement Agency and the 

Scottish Police Services Authority (Scottish Government, 2012). The structure of the 

eight legacy police service had been in place since regionalisation in Scotland in 1974 
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(Terpstra & Fyfe, 2015). Police Scotland is the second-largest police service in the UK, 

with 23,000 staff of whom 17,000 are police officers (Police Scotland, 2019). The 

organisation has an operating budget of over £1bn. It is overseen by the Scottish Police 

Authority, which was created at the same time and by the same legislation (SPA, 2015). 

Her Majesty’s Inspector of Constabulary (Scotland) (HMICS) provides independent 

scrutiny of both Police Scotland and the SPA (HMICS, 2018) and Audit Scotland (Audit 

Scotland, 2019) have a similar responsibility regarding the inspection of financial aspects 

of the service.   

Within the service, police officers to the rank of Chief Inspector are represented by the 

staff association ‘Scottish Police Federation’(SPF). These members make up 98% of 

police officers in Scotland (SPF, 2019) and police officers of the ranks of Superintendent 

and Chief Superintendent are represented by the ‘Association of Scottish Police 

Superintendents’ (ASPS) (ASPS, 2015). Several unions represent police staff; however, 

the largest representation is through the public sector trade union UNISON (UNISON, 

2019).      

1.2.3.2 Scottish Fire and Rescue Service (SFRS) 

Like Police Scotland, SFRS was created on 1st April 2013 through the merger of the eight 

legacy geographical fire brigades and became the largest service in the UK (Scottish 

Government, 2012). The merger created the 4th largest fire and rescue service in the 

world with 7,776 staff and a budget of almost £310m (SFRS, 2019). 

Much like the police service, the Police and Fire Reform (Scotland) Act 2012 created an 

oversight board, The Scottish Fire and Rescue Service Board (Scottish Government, 

2012). Similarly, Her Majesty’s Inspector of Fire Services (Scotland) (HMFSI) (HMFSI, 

2018) provides independent scrutiny of both SFRS and the Fire Services Board with Audit 

Scotland having responsibility for inspection of financial areas (Audit Scotland, 2019).   

Full time and volunteer firefighters, as well as control room staff, are represented by the 

UK wide trade union; the Fire Brigades Union (FBU) (FBU, 2019). While this makes up 

the largest group of staff, small numbers of staff in other roles are also represented by 

UNISON (UNISON, 2019).    
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1.2.3.3 Scottish Ambulance Service (SAS)   

SAS has operated as part of the National Health Service since 1947. Firstly, as a 

contracted service to St. Andrews Ambulance Service and since 1974 directly as part of 

the health service (St, Andrews First Aid, 2019). The service currently operates as a 

unique health board and has 4500 employees and an annual budget of around £214m. 

The service is overseen by a board whose responsibility is to ensure that it meets its 

obligations to its patients (SAS, 2019). Like most public sector bodies, Audit Scotland is 

responsible for auditing the ambulance service through their NHS Scotland 

responsibilities (Audit Scotland, 2019). 

The largest trade union representing health services and the Scottish Ambulance Service 

is UNISON (UNISON, 2019). 

1.3 Body of Knowledge informing the Research 

In considering the specific relationship between the emergency services and the drivers 

discussed in Section 1.2, this thesis, therefore, more investigates explicitly the 

phenomena of public sector employee motivations and organisational culture around 

contributing to improving services, as expressed in the literature. Practice and discussion 

suggest that there is little evidence that these factors are considered or integrated into 

improvement programmes or initiatives in the public sector in the specific context of the 

three national emergency services in Scotland.   

There is a remaining debate about the applicability of continuous improvement in the 

public sector. In particular regarding approaches such as Lean and Six Sigma which are 

rooted in manufacturing industries (Leggat et al. 2015; McCann et al. 2015; Bamford et 

al. 2015), additionally, research suggests that employee involvement in improving 

organisations is a critical success factor (Abdallah, 2014). The broad aim of this research 

then is to seek a more complete and deeper understanding of whether emergency 

services can be advantaged in succeeding with continuous improvement initiatives due 

to their employees motivation and culture. As part of this, it is intended to develop and 

synthesise a theoretical framework to inform theory, knowledge, and practice focussed 

on the area of continuous improvement and incorporating theory around organisational 

culture and motivation. Based on the preceding, Figure 1.1. shows the bodies of 

knowledge which informs the structure and areas of focus of the literature review 

presented in Chapter 2. 
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Figure 1.1: Body of knowledge and research focus 

 

Accordingly, the embedding of a culture of continuous improvement in the public sector 

is investigated through the theoretical bodies of knowledge around organisational sub-

cultures, motivation, and continuous improvement methodologies. In particular, the 

hierarchical nature of the case study organisations is explored as is the impact of the 

existence, or otherwise, of public service motivation. The driver of ‘making a difference’ 

is at the core of employee purpose and identity in particular within the emergency 

services but additionally as it relates to the broader public sector. Based on the body of 

knowledge and the intersecting aspects of the phenomena under investigation, the 

following objectives have been initially developed; 

1. Establish the perspectives on organisational culture as they relate to continuous 

improvement within the emergency services case study organisations 

2. Critically compare individual values and motivations as they relate to 

compatibility with continuous improvement methodologies.  

3. Establish and categorise the opportunities, challenges, and barriers to 

embedding a culture of continuous improvement in the emergency services.  

4. Develop and synthesise theoretical principles into a strategic framework for a 

sustainable culture of continuous improvement.  
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1.4 Structure of the Thesis 

In this chapter (Chapter 1) the drivers for undertaking the research and the phenomena 

under investigation, as well as the body of knowledge central to the thesis are 

introduced. 

Chapter 2 introduces the three main themes for the research as shown in figure 1.1, 

Organisational culture with specific regard to the public sector, the study of motivation 

to work in and contribute to the public sector which includes the debate around the 

distinction between public sector motivation, the desire to make a difference, and public 

service motivation, including the desire for work/life balance, job security, and pension 

privileges. These areas are well developed and are explored through existing published 

literature reviews. Still, the chapter also presents the first systematic literature review 

of continuous improvement in the public sector focussed on the dominant approaches 

of Lean, Six Sigma, and Lean Six Sigma. The chapter concludes with the identification of 

emerging themes and gaps.     

The third chapter in this thesis presents the discussion around the philosophies, 

methods, and techniques considered for this research. It additionally offers a rationale 

for those selected as best suited to meet the aim and objectives of the overall 

investigation. The chapter also includes a detailed discussion of the data collection 

approach and the analysis undertaken.   

Chapters 4, 5, and 6 present the data collected concerning the ambulance service, the 

police service, and the fire and rescue service in that order. In each chapter, the semi-

structured interviews and questionnaire data are presented, and these are informed by 

the existing theoretical literature on culture and motivation as well as the systematic 

literature review undertaken in Chapter 2 (Rodgers & Antony, 2019; Rodgers et al. 

2019b). The purpose of this approach was to establish and present the state of 

continuous improvement and the leadership and employee perspectives on the culture 

and sub-cultures of the organisation as well as the individuals' motivation to contribute 

to continuous improvement. Direct comparison is additionally made between 

established success factors for continuous improvement and the approach undertaken 

by the service. 

One of the critical considerations is the presentation of data broken down by hierarchy 

within the organisation, and the general findings are structured around those 
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organisational sub-cultures.  This chapter presents both the qualitative data from the 

executive interviews and the mix of qualitative and quantitative data from the 

questionnaire. 

Chapter 7 develops the discussion of the research objectives beyond the individual case 

studies and identifies the areas of commonality and difference. The purpose is to 

explore the data across multiple public sector organisations to identify areas where 

findings could be generalised and utilised on a broader public sector basis. The 

discussion develops the answers to research objectives 1, 2, and 3 and presents the 

framework derived from the analysis to answer research question 4. The analysis seeks 

to identify and discuss the common factors which are shared across public sector 

organisations as well as elements particular to sub-cultures within organisations or 

common across such organisations.   

The final chapter (Chapter 8) presents the summary of the research findings as they 

relate to the overall aim and objectives of this thesis and presents the main 

contributions to theory, knowledge, and practice. The chapter additionally includes the 

identified limitations to the study as well as thoughts and suggestions around further 

research. The chapter concludes with a critical reflection on the conduct of the research, 

the lessons learned and the challenges and barriers identified in the process of 

completing the thesis.    
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Chapter 2                                                                                              

Literature Review 

2.1 Overview 

This chapter presents the literature review, which takes stock of the state of research 

(Booth, Papaionnou & Sutton, 2012) across the three areas of the body of knowledge 

shown in Figure 1.1. The phenomena articulated in the research aim around the impact 

that organisational culture and public service motivation may make upon CI initiatives 

and the extent and nature of such initiatives within the case study organisations. The 

literature review is therefore presented in three parts, firstly a critical literature review 

of organisational culture and its relationship to CI, secondly a critical literature review of 

public service motivation and its relationship to CI and lastly a systematic literature 

review of the most used CI methodologies and evidence of their use in the public sector. 

As part of the scoping study (Saunders, Lewis & Thornhill), it was identified that the 

bodies of knowledge around organisational culture and public service motivation were 

well developed. In contrast, the different CI methodologies, references to the public 

sector, and different countries definitions of the public sector were more disparate. To 

ensure a robust approach to identifying relevant literature a systematic approach was 

required. Additionally, a systematic approach to the literature review is more than the 

sum of its parts and can support its conclusions being more readily generalisable (Kroll, 

2015).       

The chapter begins with an introduction to major theories and the potential impact of 

organisational culture. It moves on explore theories of public service and public sector 

motivation to introduce how much or little this may impact on the existence or 

development of a culture of continuous improvement within public sector 

organisations. While providing overviews of all of the research areas identified in the 

bodies of knowledge, this chapter draws upon existing literature reviews in the areas of 

Organisational Culture and its links to improvement initiatives (Detert, Schroeder & 

Mauriel, 2000; Zu, Robbins & Fredendall, 2010) and Public Service Motivation (Ritz, 

Brewer & Neumann, 2016). Given that these are well-developed research areas in 

comparison to continuous improvement in the public sector, a full systematic literature 

review (Rodgers & Antony, 2019) in this area is presented within the chapter.      
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The review of methodologies supports the evidence that Lean, Six Sigma and Lean Six 

Sigma are the increasingly dominant methodologies in use during the period of the 

review (Albliwi et al., 2014) and beyond this Lean and Six Sigma are increasingly used 

together in order to remove waste using lean initially and thereafter tackle variation 

using Six Sigma (Bhuiyan & Baghel, 2005). It is recognised that there are 

interrelationships with Total Quality Management (TQM) as a philosophy of quality in 

an organisation and Kaizen as a methodology for continuous improvement (Singh & 

Singh, 2015) and inclusion and discussion of these have been incorporated where 

relevant.  

The chapter concludes by contextualising the literature review within the current 

research beyond the public sector alone and discussing how it has informed the 

methodology and research design. 

2.2 Organisational Culture  

While not all researchers in the field of organisational culture agree on a single 

definition, there are common elements of definitions which include the concept of a 

shared set of understandings or values in a specific context (Martin, 2002). This research, 

therefore, recognises that each of the case study organisations must be considered not 

only within the context of public service as a possible shared set of values but also within 

their structures, group, and subgroups within those organisations. For example, 

research within policing identifies the importance of culture on the day to day 

functioning of police officers but additionally identifies various facets within individual 

teams or geographies, towards supervisors or managers (Paoline, 2003). The overview 

of the literature on organisational culture is combined with the other bodies of 

knowledge in section 2.8 in order to provide an integrated perspective on the 

implications for this research. 

2.2.1 Levels of Organisational Culture 

Schein (2010) described three levels of culture within an organisation. Firstly ‘Artefacts’ 

which he describes as the observable and feelable structures and processes which are 

easily observable within an organisation or elements of the organisation but which are 

more challenging to understand and explain. The second level is that of the stated values 

and beliefs of the organisation and can be seen in values statements, goals, and policies 

of the organisation. Schein notes that the stated vision or values may not be consistent 
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with behaviours seen within the organisation or practices carried out by or within the 

organisation.  

The macroculture of the organisation will, however, only reflect a broad view of the 

organisation. Schein also presents the argument for identifying sub-cultures within the 

organisation and provides the example of Doctors as a sub-culture within a health 

organisation and additionally microcultures which might reflect the culture of doctors 

within a specific location.  

Public sector reform and the creation of networks with health in particular where 

National Health Service trusts are required to engage and collaborate further expand 

the macroculture perspective as these organisations have a shared purpose and 

elements of shared value but operate as individual organisations (Sheaff et al., 2010). 

The macroculture is considered in the context of the three national independent 

emergency services in Scotland working in closer collaboration, as discussed in Chapter 

1. To change corporate culture, understanding all three levels in the organisation is 

crucial as well as identifying the group within the organisation who ‘own’ the cultural 

element (Flanagan, 1995).  

While Hofstede was initially associated with culture and nationalities, he did in later 

years develop his work around organisational culture as exampled by his ‘onion model’ 

(Maull, Brown & Cliffe, 2001), which considered, symbols, artefacts, structures, systems 

and daily beliefs. Schein’s work is used in preference in this research as while there are 

similarities between the levels of culture, this work is both the more recent and more 

recently reviewed and updated.  

Finally, in this section, Schein states that regardless of the public or private nature of 

organisations, the executive subculture, where most managers share the environment 

and similar challenges and concerns. The engineering or design sub-culture where the 

group understands and shares knowledge of the underlying systems which support the 

organisation and design or develop the products, systems, or services. Lastly, the 

operator sub-culture, the staff who make the product or deliver the service and are on 

the ‘front-line of the business.             
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2.2.2 Typologies of Organisational Culture 

It has been asserted that culture is best captured by a classification system (Tylor, 1987). 

Handy (1991) described his four corporate cultures (Table 2.1) as characterised by Greek 

Gods in his first book, Gods of Management: The Changing Work of Organisations.  

Greek God Culture Description 

Zeus Power Top-down, centralised structure of power and influence  

Apollo Role Heavily bureaucratic, run defined roles, strict processes and clear limitations to authority  

Athena Task Small teams with clear tasks orientated towards solutions and results 

Dionysius Person Values orientated supporting the self-actualisation of individuals within the organisation. 

Table 2.1: Four corporate cultures (Adapted from Handy, 1991)  

 

While this characterisation of culture may be familiar to many at a macro level of an 

organisation, particularly in examples where there is a very dominant chief executive or 

where there is a developed bureaucracy, it can be argued that this is a unitarist 

perspective and a single description for an organisation may not adequately describe an 

organisations culture and that plural cultures exist in an organisation (Willcoxson & 

Millet, 2000).  

Deal and Kennedy (1982) also take a unitarist perspective with their model of corporate 

culture, where they assert that the most extensive influence on the culture of the 

organisation is the environment in which it is operating with the two dimensions which 

inform the culture is the level of risk in which the company operates its business and the 

speed of feedback on the success or failure of its activities. Along these dimensions, they 

developed their four cultures whereby, for example, high risk and quick feedback led to 

the development of a ‘macho’ or ‘tough-guy’ culture. In contrast, low risk and slow 

feedback generated a ‘process culture’. Deal and Kennedy recognise that within their 

model, multiple cultures as categorised by them can manifest within a single 

organisation. 

Similarly, Harrison & Stokes (1992), consider culture from four perspectives within their 

model, ‘support’ based on the trust between the organisation and the employees, ‘Role’, 

relating to the way employees are protected, ‘achievement’ which relates to the shared 

vision and determination, and finally, ‘power’ and how this is used to control the 
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behaviour of the employees. While this presents a different perspective from Deal and 

Kennedy, it is again presented as an overall single culture of an organisation and so can 

be considered a unitarist theory.   

Cameron and Quinn (2011) also categorise organisational culture in four ways, they 

describe a ‘clan’ culture where the focus is akin to family and is based on nurturing, 

development, and ‘doing things together’. An ‘adhocracy’ is described as where the 

culture is dynamic, and the emphasis is on ‘doing things first’. A ‘market’ culture is 

characterised as a focus on competition and achievement and ‘getting the job done’, 

and finally, a ‘hierarchy’ orientated culture is focussed on efficiency and stability and 

‘doing things right’. Cameron and Quinn also recognise the complexity of organisations 

and the multiplicity of cultures and sub-cultures in organisations which can be explored 

and researched at different levels, for example, gender, occupation, urban versus rural 

amongst others. 

2.2.3 Organisational Culture and Continuous Improvement 

The sustainability and success of quality focussed initiatives are closely linked with 

organisational culture. The deepest level of quality management is ‘values’ as expressed 

in the deep-lying assumptions of how the organisation should function (Lagrosen & 

Lagrosen, 2019). There is some evidence that organisations had started to recognise the 

importance of understanding their organisational or corporate culture(s) in advance of 

implementing TQM (Maull, Brown & Cliffe, 2001).  

Similarly, the concept of the alignment of values reflected in organisational culture and 

which are shared with continuous improvement methodologies (Detert, Schroeder & 

Mauriel, 2000) is additionally explored in the context of Total Quality Management 

(TQM). The authors comment on the importance of organisational culture as a critical 

variable in the success or failure of organisational innovations such as quality 

improvement. They present specific conflicts between culture and initiative, such as the 

long term focus of TQM, which would be challenged by a company with a short term 

performance focus. They additionally comment on the challenge where quality 

initiatives focus on the application of tools rather than the holistic methodology. 

However, much more recently, Snyder, Ingelsson and Backstrom (2016) asserted that 

very little attention had been paid to organisational culture when implementing lean 
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within organisations and the dominant focus was on performance management 

measures and systems. They conclude that a more comprehensive model to examine 

lean transformation is required, which explores organisational culture and the 

transformation process.  This assertion concerning lean implementation is additionally 

observed by Coetzee, van Dyk and van der Merwe (2019), who comments that ‘Respect 

for People’ was an original cornerstone of the ‘Toyota Way’ and that the motivation, 

development and culture of teamwork and support were not at the core of many 

organisations implementing lean.  

A study of 250 companies in Brazil and Denmark (Gambi et al., 2015) identified that 

while there was a one to many relationships between quality tools, including continuous 

improvement, and organisational culture, the organisation's culture did affect the 

quality tools it selected. The research found that a ‘rational’ culture which is manifested 

in focus on the external environment and is control orientated had the most substantial 

relationship with continuous improvement. Whereas, the ‘hierarchical’ culture which is 

more control focussed and internal-facing had the weakest association with continuous 

improvement methodologies.  

Cultural fit, therefore, does have an impact on continuous improvement programmes. 

The importance of cultural fit is evidenced in the negative when considering the 

implementation of Six Sigma at 3M (Canato, Ravasi & Phillips, 2013) where there was a 

low degree of fit of Six Sigma when it was directly transplanted from General Electric. 

The study found that the accepted importance of encouraging employee participation 

as a means of reducing resistance was contradicted by the results and enforced 

implementation of change exposed employees to the values of the initiative and forced 

reconsideration of contradictory cultural beliefs. The study further suggests that a poor 

cultural fit is not necessarily a block to implementation of continuous improvement 

methodologies. Instead, it must be identified and addressed. Canato, Ravasi & Phillips 

(2013), observed that where there is a cultural clash, leaders can lower resistance by 

providing narrative resources.    

The potential challenge of poor cultural fit of CI methodologies is recognised as a factor 

in the success or failure of initiatives. Still, it is noted in the literature that the consensus 

is not that it must be accepted, but that it must be recognised and addressed, and this 
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can be done in several ways, through aligning values or through challenging existing 

values within the organisations. This is explored further in the next section.     

2.2.4 Changing Organisational Culture  

 The identification or diagnosis of organisational culture is challenging. Jung et al. (2009) 

identified seventy instruments for the purpose, most of which were in the early stages 

of development. They concluded that there was no precise nor ideal instrument and the 

effect depended on both the purpose and the context in which it was being used.  

The Competing Values Framework (Quinn et al., 2003) is intended for use by 

organisations to diagnose and initiate culture change (Cameron & Quinn, 2011). 

Through identifying current culture and also mapping preferred culture, individuals 

within an organisation can then review and seek consensus on such future culture and 

identify the areas of work required to achieve that. Cameron and Quinn also identify 

nine steps (Table 2.2) for designing and implementing a cultural change initiative. They 

emphasise that the overall purpose of those steps is to increase internal involvement in 

the initiative and at the same time, reduce resistance to it. 

Step Description 

1 Reach consensus regarding the current organisational culture 

2 Reach consensus on the preferred future organisational culture  

3 Determine what the changes will and will not mean 

4 Identify stories illustrating the desired future culture  

5 Identify a strategic action agenda 

6 Identify immediate small wins 

7 Identify leadership implications 

8 Identify metrics, measures and milestones to maintain accountability 

9 Identify a communications strategy 

Table 2.2: Nine steps for initiating culture change (Cameron & Quinn, 2011) 

 

Schein (2010), in presenting his three phases of managed culture change, discusses the 

importance of the psychological safety of staff undergoing the change to lessen 

resistance and achieve success. He asserts that most transformational change fails as 

organisations do not implement such elements (Table 2.3). 
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Activity Description 

1 A compelling positive vision of the new ways of working 

2 Formal training in the new ways of working 

3 Informal training involving groups or teams 

4 Involvement of the individual learner 

5 Safe environment for practice and feedback from coaches   

6 Positive role models 

7 Support groups for discussion and airing problems 

8 Systems and structures consistent with the new ways of working 

Table 2.3: Eight activities for psychological safety (Schein, 2010) 

 

Schein argued that beyond the phases of implementing a change programme the 

psychological safety of the employees or staff involved was a core element of success 

but recognised that the effort and scale involved in achieving these could be complex 

and costly. So it was not surprising that many organisations did not fully implement all 

of the activities. Schien (1993) has additionally commented on the importance of 

dialogue and communication in psychological safety and resolving clashes within 

organisational sub-cultures. 

2.2.5 Organisational Culture within the Public Sector 

Given that this research is contextualised within public sector management, 

consideration is additionally given to literature which focuses on the sector.  It is argued 

that the introduction of New Public Management (NPM), has impacted on the 

organisational culture within the public sector (Pillay & Bilney, 2015). It has been 

similarly argued that the introduction of continuous improvement and quality 

management methodologies have been introduced to the public sector as part of NPM 

and as such these methodologies do not translate into the public sector (Carter et al., 

2011). 

It is suggested that while broadly speaking, organisational culture is complex and as such 

defining a public sector culture, a particular facet of the public sector, using a 

longitudinal study of education as an example (Chandler, Heidrich & Kasa, 2017) is that 

culture is prolonged to change and will not change on its own. Additionally, resistance 

to such change can be high. The ability of managers to change the culture in the public 

sector has proven to be limited, and research suggests that the values and motivation 
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of public sector employees are different from private-sector employees. As such 

changes and transformation involving private sector methodologies, again such as Lean 

and Six Sigma, will be a poor cultural fit (Parker & Bradley, 2000). In considering this link 

between values and motives in the public sector, the next section explores motivation 

in context.   

2.3 Public Service Motivation 

One of the factors which makes employment sectors different is the people it attracts. 

In the public sector, a distinction is constructed around what draws employees to 

service. Horton (2008) states that public service can refer to people employed by 

governments, to a service authorised and funded by a government and to any service 

provided to the public. She also states that public service can refer to the motivation of 

people who; “feel a sense of duty or responsibility for the contributing to the welfare of 

others and to the common good of the community or society.” (p1). Initially public 

service motivation is explored as a single body of knowledge but is further considered 

in the context of the additional two bodies of knowledge which form the core of this 

research in section 2.8. 

2.3.1 Behavioural Implications of Public Service Motivation 

A consideration in this research is how pre-existing organisational culture and employee 

motivation supports or hinders readiness for, and implementation of, continuous 

improvement initiatives. The three behavioural implications of people who are 

motivated towards public service are summarised as; the greater an individual’s public 

service motivation, the more likely they are to seek public sector employment or 

membership; in the public sector motivation is positively related to individual 

performance; and, public sector employees are less likely to be dependent on utilitarian 

incentives to manage individual performance (Perry & Wise, 1990; Breitsohl & Ruhle, 

2016). This summary may seem somewhat straightforward, but the corollary is that if a 

person feels a sense of duty to contribute to the common good, they are likely to join a 

public sector organisation. Once entered, if they are motivated to perform well, they 

will gain satisfaction from sources other than extrinsic rewards. The above was 

evidenced to be particularly true for millennials who, as a group, demonstrate a high 

level of ethical standards and social responsibility (Ng & Stewart, 2013).   
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While, not only factors in public sector careers, public sector motivation has been 

evidenced as an explicit factor in considering careers and employment in the sector in 

particular concerning the nature and character of the work undertaken (Kjeldsen, 2013). 

Specifically, it can be said that individuals who demonstrate a high level of public sector 

motivation are likely to identify with the purpose, values and operation of a public sector 

or non-profit organisation than a private sector one (Carpenter, Doverspike & Miquel, 

2012).  

In an update to their original research (Perry, Hondeghem & Wise, 2010), the authors 

reaffirm that the ‘draw’ towards public service has a connection to the attraction, 

recruitment and retention of staff but recognise that this is not the only factor and 

across all three of their propositions. They suggest that the draw towards public service 

should not be considered in isolation and to also consider broader human motives and 

needs. There is, therefore, a growing consensus that while intrinsic rewards are an 

aspect of public sector motivation, there is a balance between this and a need for an 

extrinsic reward such as salary and job security (Van de Walle, Steijn, & Jilke, 2015; 

Asseburg & Homberg, 2020). 

If public service motivation is the draw of an individual towards service, then public 

sector motivation may be considered to offer more extrinsic attractions to employment. 

This may include job security, public sector pensions and career paths (Perry & 

Hondeghem, 2008). These authors also discuss evidence to suggest that working in the 

public sector is seen as attractive for quality of life factors such as work-life balance. As 

such, public service is only one of the elements in public sector employment. However, 

public sector motivation does not only relate to attraction to the sector and job 

satisfaction within the sector. Intrinsic rewards such as a sense of community and sense 

of community responsibility are strong motivators in public sector employees 

contributions in the workplace and ‘going above and beyond’ (Boyd et al., 2018).   

A systematic literature review of public service motivation (Ritz, Brewer & Neumann, 

2016), analysed 323 publications on public service motivation. The study found a steady 

increase in research interest in the area, and the most consistent focus was on the three 

behavioural implications discussed earlier in this section. The authors also noted that 

public service motivation had not been fully factored into human resource management 
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functions in public sector organisations. In terms of practical implications, the authors 

analysed the frequency of practical implications. The table is reproduced as Table 2.4. 

Practical implications Freq. % 

Consider individual’s public service motivation in selection decisions 59 18.6 

Use public service motivation-specific management practices 32 10.1 

Use traditional or alternative reward systems instead of pay-for-performance 30 9.5 

Use communication to highlight organisational fit with the employee, show how employees can 

benefit society, and clarify goals  

27 8.5 

Create public service orientated organisational cultures 18 5.7 

Train teams and managers on public service values 18 5.7 

Enhance the motivation and performance of street-level bureaucrats by letting them meet with 

beneficiaries 

13 4.1 

Design jobs for public service motivated individuals and assign them to such jobs 12 3.8 

Use performance feedback 12 3.8 

Use transformational leadership 12 3.8 

Consider the mediating roles of job satisfaction and organisational commitment when thinking of the 

relationship between public sector motivation and outcomes such as performance. 

11 3.5 

Use public service motivation and stress public service values for human resources marketing and 

branding 

11 3.5 

Use New Public Management reforms to foster public service motivation and help make those reforms 

successful  

10 3.2 

Reduce red tape 2 0.6 

Other 50 15.8 

Table 2.4: Most frequently mentioned practical implications (Ritz et al., 2010)   

 

Many of the discussed practical implications relate to the recruitment, reward and HR 

functions and practices but also place importance on using communication to emphasise 

the shared values of public service and how these unite employees particularly in seeing 

practical outcomes for service users.  

2.3.2 Differences between Work Motivation in Public and Private Sectors 

Given the possible interpretation of the ‘high mindednesses’ of public service 

motivation, where employees are driven by altruism and the desire to make a difference 

to society compared to the more personal needs of public sector employment, the 

question is also asked as to how work motivation differs between public and private 

sectors. Buelens and Van Broeck (2007) surveyed almost 4,000 public and private sector 

employees in Belgium.  
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The researchers tested several hypotheses of differences between the employee groups 

included within the researcher’s findings. They identified that while not all of the 

hypothesis was supported, firstly, on the whole, private sector managers and employees 

were more motivated by salary than their public sector counterparts. Public sector 

workings were more strongly motivated by a supportive working environment. Public 

sector workers were also shown to work fewer hours and demonstrate less willingness 

to exert effort on behalf of their organisation. The most noticeable results in this study 

supported the fact that hierarchical level is a strong moderating factor in comparing 

public and private sector organisations. However, the results did not support the 

hypothesis that public sector employees were more motivated by self-development 

than their private sector counterparts. 

It is summarised that public sector workers are more motivated by a balance to their 

work-life rather than by salary or rewards. As such, they may expect to work fewer hours 

and may demonstrate less commitment to their organisation but that moderators to 

this are found in job satisfaction or are found in promoted hierarchies. Commentary on 

these findings is balanced by the fact that they only consider public sector motivation 

and do not incorporate public service motivation.   

2.4 Public Sector and Service Motivation Literature Summary 

This section summarises the critical review of the literature presented and suggests that 

public sector employees are less motivated by salary and financial rewards and have 

different views of their work expectations, responsibilities and commitment (Boyd et al., 

2018). However, it also evidences that employees are attracted to the public sector by 

strong values and a desire to make a difference (Ng & Stewart, 2013). It is suggested 

that public sector organisations have not harnessed this in their recruitment and 

retention of, communication with, and management and development of staff and 

through human resources functions.  

This research is focussed on understanding the nature and extent of continuous 

improvement in the public sector. As such, the following systematic literature review 

explores continuous improvement activities and programmes but also looks to signpost 

if and how such programmes have recognised and utilised public service motivation. 

Also, if they have,  then identifying how the programmes share such values and the 

differences that it makes while also addressing employee concerns which may arise 
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through public sector motivation such as job security and work-life balance. It is implied 

by the literature about culture and motivation that public sector employees may be 

more committed to a CI programme which shares their values about the public sector 

and the difference that quality of service can make to people and society. Also, given 

the importance perceived around work-life balance, they may be disproportionately 

impacted by programmes which lead to work intensification or which do not empower 

them or involve them.   

Given that the published literature on culture and motivation does not explicitly explore 

the common approaches to continuous improvement, the third literature review was 

undertaken to explore the most common improvement methodologies in the modern 

workplace.  These are lean (including the application of tools within Kaizen, RIE, PDCA), 

Six Sigma and Lean Six Sigma (Bhuiyan & Baghel, 2005; Jevanesan et al., 2019) and their 

application in the public sector. The systematic review is presented in the next section.  

The components of culture and motivation are further considered in the final section of 

this chapter in the context of what evidence currently exists for how continuous 

improvement is deployed in the public sector and to inform and support the 

development of the methodology for this research.               

2.5 The Extent and Nature of the Use of Continuous Improvement 

Methodologies in the Public Sector 

This systematic literature review represents the third area of the body of knowledge and 

explores the extent of the use of continuous improvement methodologies. This part of 

the chapter has focussed on the use of Lean, Six Sigma and Lean Six Sigma in the public 

sector to assess how continuous improvement is understood and used by both 

managers and staff and how it is prioritised and linked into business planning and 

strategy. The review also seeks to identify how organisational culture or the motivation 

of public sector employees impact on the development and sustainability of continuous 

improvement programmes. The focus on those methodologies listed reflects the 

ongoing debate of the impact of lean within the public sector (Radnor & Osborne, 2013; 

Carter et al., 2016; Procter & Radnor, 2016; Antony, Rodgers & Gijo, 2016). Similar to 

sections 2.2 and 2.3, this section will focus on the literature relating to CI methodologies 

and will be summarised along with the other elements of the bodies of knowledge in 

section 2.8. 
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2.5.1 Systematic Literature Review Methodology 

The rationale and drivers for undertaking this literature review were, in the first instance 

the development of research into the application of Lean Six Sigma in the civil 

emergency services in the UK (Police, Fire and Ambulance services). The overarching 

study aims to include exploration of the barriers, opportunities and drivers which impact 

on creating and sustaining a culture of continuous improvement and this systematic 

literature review is intended to identify the extent and use of continuous improvement 

methodologies as well as identify gaps and themes.  

There are common factors and ‘supply chain’ links between public sector agencies, for 

example, local authorities meeting basic human needs or health services treating 

physical or mental health may impact on crime figures as it removes core drivers of 

criminality or offending. The efficient and effective gathering of taxation impacts on the 

budget allocation to other services and the efficient, effective and targeted provision of 

prevention in any service may release funding to other public services. This 

understanding, therefore, led to a much broader research focus on the public sector in 

general. Given how public sector functions are politically, financially and collaboratively 

linked, the principal purpose of the review has been first to identify what has been 

covered by previous scholars Secondly, to place the included articles in the context of 

understanding the scale, breadth and effectiveness of the use of Lean, Six Sigma and 

Lean Six Sigma in the public sector and providing new ways to synthesis the body of work 

and to shed light on the research gaps (Booth, Papaionnou & Sutton, 2012).  

One of the early challenges in undertaking a systematic literature review in this area is 

the absolute definition of the ‘public sector’. Collins English Dictionary defines the public 

sector as; ‘the part of a country’s economy which is controlled or supported financially 

by the government’ (Collins Dictionary, 2017). This expansive definition would be 

supported in the broadest terms by Lane (2000), where she suggests the most general 

formal definition would be ‘Government activity and its consequences’.  Flynn (2007) 

expresses the challenge of becoming more specific in his book ‘Public Sector 

Management’. He states that; 

“The boundary between the public and private sectors is neither clear nor permanent. In 

some cases, the boundary is well defined: assets get transferred from the public to the 

private sector through privatization: assets that remain in state ownership are clearly 
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public. The process of outsourcing, whereby private companies provide all or part of 

services, make the boundary less clear.” (Page 1). 

The broadest possible definition has been used in this research to maximise the number 

of papers identified and included within the search criteria. It is also recognised that it 

may not have been possible to identify all articles, particularly where, for example, a 

public service has been outsourced, and this is not referenced explicitly as part of the 

published article. The considerations in this regard are further discussed as part of the 

search design. Beyond merely considering services themselves, people are regarded as 

a means of identifying where the public sector begins and ends. The United Kingdom 

Government’s Office for National Statistics (2017) defines ‘public personnel’ as; “People 

employed in central government, local government and public corporations, including 

those with a second job in the public sector. These statistics do not cover self-employed 

people, contract workers or agency workers.”    

A further consideration when researching the public sector is the overlap with the 

service sector and the sometimes confusion regarding the two. The European 

community describes the service sector as “Service products are entities over which 

ownership rights cannot be established. They cannot be traded separately from their 

production.” (Eurostat 2009). The United Kingdom Office for National Statistics (2013), 

provides examples of service industries as retail, transport, distribution and 

accommodation and food. Still, it is also clear that some services such as health and 

education can fall into both the service sector and the public sector. Given that this 

research is UK focussed but globally inclusive where a service falls within the public 

sector in the UK, but a service sector in other countries of the world it has been included 

to allow for comparative analysis across the service.   

The ultimate final test if there has been any dubiety over the inclusion of a paper, has 

been the one applied by Flynn (2007). He states that the primary defining characteristic 

of a public service is whether goods and services are only supplied to people who can 

pay for them or whether they are freely available for money or if people cannot pay they 

are excluded from that good or service. What is clear, however, is that the public sector 

is an essential aspect of every country in the world, and the scale and cost of the public 

sector cannot be underestimated. The International Labour Organisation identifies the 

state as the largest employer in almost every country in the world (ILO, 2017) 
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consequentially, the efficiency and effectiveness of the public sector across the globe 

are of interest and importance to all economies. 

The review has initially followed the nine steps in a systematic review process 

recommended by Dickson, Cherry and Boland (2014); 

• Step 1: Performing scoping searches, identifying the review question and writing 
the protocol 

• Step 2: Literature searching 

• Step 3: Screening titles and abstracts 

• Step 4: Obtaining papers 

• Step 5: Selecting full-text papers 

• Step 6: Quality assessment 

• Step 7: Data extraction 

• Step 8: Analysis and synthesis 

• Step 9: Writing up and editing 

Within the research protocol, the time frame selected for the review was 2000-2020. 

The commencement date was chosen due to the pre-existence of Lean and Six Sigma 

and the first publication of research which suggested the integration of Lean and Six 

Sigma. It was also noted that the public sector was not an early adopter of either 

methodology individually. Therefore the period from 2000 was likely to identify early 

applications in the public sector appropriately. The research was commenced in 2016 

but was updated after 2016, 2017, 2018, 2019 and finally 2020. The key words identified 

for the searches were;  

• Police  

• Fire  

• Ambulance 

• Criminal Justice 

• Health  

• Education 

• Government 

• Lean 

• Six Sigma  

• Lean Six Sigma 

 

Scoping searches were utilised using the keywords shown above as well as ‘public 

sector’. This term was removed as it was not utilised globally or consistently. The 

keyword search terms were paired one from the left column and one for, the right 
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leading to a total of twenty-one searches overall. Initially, four major databases were 

selected as part of the methodology; 

• SCOPUS 

• EBSCOHOST 

• ScienceDirect 

• Web of Knowledge 

The searches failed to identify some publications which were already known and as such 

was not a a fully reliable approach on its own. The main challenge shown through the 

scoping searches was the identification of what was within the public sector and 

whether it was referenced as being within the public sector. This led to the adaptation 

of the initial approach. The scoping searches identified that frequently initial assessment 

of the title and abstract could fail to recognise a relevant paper for inclusion and this led 

to the nine individual steps becoming blurred in an attempt to minimise the risk of 

excluding relevant articles. The initial search results are shown in Figure 2.1, along with 

a further explanation of the systematic search approach.  

The additional challenges identified in the scoping searches was the broad use of 

keywords such as ‘government’, ‘lean’, ‘fire’, ‘education’ and so on. These searches 

returned a large number of publications which would require to be excluded through 

more detailed examination. An alternative approach was identified to ensure a 

manageable systematic search methodology. The Association of Business Schools (ABS) 

in the UK publish an academic journal guide every three years, which is intended to 

provide business and management researchers to identify suitable journals. This was 

deemed appropriate to the focus of the research given the three high-level areas of 

Lean, Six Sigma and Lean Six Sigma in the Public Sector. The 2015 guide includes over 

1400 journals (The Association of Business Schools, 2015). It is published in the UK but 

includes journals in the fields of business and management from across the world. It was 

also noted that part of the editorial process adopted by ABS they additionally utilise 

major databases operated by Thomson Reuters and Elsevier to identify journals.  Since 

it was initially conducted the systematic literature review was updated each year in 

2018, 2019 and 2020. It is recognised that the updated 2018 guide was published in 

March 2018 and introduced 180 new journals into the guide; however, for 

methodological consistency, the updates were completed using the 2015 guide.    
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The identification of this guide for use as part of the systematic review also supported 

two other inclusion criteria for the systematic review of journals, first that they were in 

the English language and second were peer-reviewed journals. The English language was 

used as an inclusion criterion due to the language limitations of the researcher. Peer-

reviewed journals were used as inclusion criteria to maximise the quality and to exclude 

‘grey literature’ (Rothstein & Hopewell 2009), where the work of consultants or 

practitioners may present a bias around the use of Lean Six Sigma in the public sector. 

This approach was intended to minimise that bias while maximizing the number of 

included relevant articles in this systematic literature review. The searches used were 

also applied to the databases utilised in the scoping searches, and no significant 

additional articles were identified for inclusion. The overall process is shown below in 

Figure 2.1;         

Systematic Search of 1401 peer 
reviewed journals listed in the 

2015 ABS Journal Guide

312 Three star rated Journals 118 Four star rated Journals 481 Two star rated Journals 490 One star rated Journals 

Step 3 - Search results: 30 
papers

Step 3 - Search results: 37 
papers

Step 3 - Search results:72 
papers

Step 3 - Search results 79 
papers

Step 4 -Search results total: 
218 papers obtained

Step 5 -Search results total: 
174 papers

Step 5 - 44 papers excluded

Confirmatory Searches:
SCOPUS

EBSCOHOST
ScienceDirect

Web of Knowledge

No Additional Significant 
Papers Identified

 

Figure 2.1: Overview of initial systematic search results 

 

2.5.2 Thematic and Descriptive Analysis of literature   

Following the final application of the inclusion and exclusion criteria outlined in the 

methodology, 174 peer-reviewed journal articles were included in the systematic 

literature review. The papers were published in a total of forty-three separate journals 

from the 1401 journals searched as part of the review. Figure 2.2 shows the ten journals 

which have most frequently published articles on Lean, Six Sigma or Lean Six Sigma in 

the public sector;  
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Figure 2.2: List of journals which have published more than five relevant articles 

 

As can be seen, the ten journals shown account for one hundred and twenty-one of the 

included articles (70% of the overall number). Two of the journals focus on quality 

assurance in healthcare, one on quality assurance in education, one on public sector 

Management, one on human resource management and the remaining five on quality 

management subjects. The remaining thirty-five journals identified which published 

articles related to Lean Six Sigma in the public sector published between one and four 

articles during the twenty years of the literature review.   

When considering the spread of articles categorised by journal, the International Journal 

of Productivity and Performance Management published seventeen included articles 

between 2006-2020. The International Journal of Healthcare Quality Assurance 

published eighteen articles between 2007-2020, the majority of these were published 

from 2012 onwards. The fifteen articles published in Public Money and Management 

were between 2008-2018. However, twelve of these articles were published in a special 

issue of the journal in 2008, focussing on ‘Does Lean enhance Public Services?’. The 

evenest spread of articles was in Total Quality Management and Business Excellence 

whose seventeen articles were spread between 2004-2020. This demonstrates that in 

different journals of focus, Lean, Six Sigma or Lean Six Sigma research in the public sector 

have evolved at different paces and intensity.  

The examples used here include a growth in health focussed research from 2012 

through to 2020 but a tailing off in terms of public management since 2008, albeit with 
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a resurgence shown in 2019 with the two journals most frequently publishing in the area 

adding seven publications to the literature review.  

The overall numbers of articles will, of course, be dependent on the editorial policies 

and research focus of individual journals as well as the focus of researchers themselves. 

Still, in exploring Figure 2.2, it is the volume of articles published in quality management 

journals that would suggest that the Lean Six Sigma subject element has been more 

prominent than the relevance of its deployment within the public sector.  

By further way of evidencing this, the Association of Business Schools Academic Journal 

Guide (2015) lists thirty-three journals in its section on Public Sector and Health Care. Of 

these, seven have published an article on Lean Six Sigma in the public sector between 

2000-2020. When the scale of the public sector is considered, an overall total of 174 

articles over twenty-one years does initially appear to suggest significant research gaps 

in this area. This is discussed further when country and sector are considered as part of 

this analysis. 

The 174 articles included in the systematic literature review were published between 

2004 and 2020. The breakdown by year of publication is shown at Figure 2.3 below; 

 

Figure 2.3: Number of articles by year of publication  

 

No articles were identified before 2004, which suggests that the search criteria did, as 

intended, capture some of the first publications focussed on the public sector. The very 

first article identified in this area related to the application of Six Sigma in the office of 
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the Chief Technology Officer in local government in a US City (Bigio, Edgeman & 

Ferleman, 2004). The general trend of the number of publications is upwards with 65% 

of the articles included published between 2014 and 2020. The number of included 

articles from 2014 and 2015 alone is forty-one (24% of the total number of papers). 

There is an apparent anomaly in 2008 where twelve articles were published; however 

this is accounted for by a special edition of Public Money and Management, Volume 28, 

Issue 1 which focussed on the question ‘Does Lean Enhance Public Services?’.  

The pattern is therefore clearly an increase in the number of publications and an 

apparent rise in the interest of the use of Lean Six Sigma in the public sector in the last 

few years albeit the drop-in numbers of articles published in 2016 is noted. Still, the 

publication of eleven included articles in 2017, eighteen in both 2018 and 2019 and 

seventeen in 2020 would suggest that this is not a downward trend or reduction of 

interest in the subject area. When combined with the summary in Figure 2.2 however, 

this seems to show predominantly that relevant articles have been published in journals 

focussed on quality management rather than journals focussed on public sector services 

with the possible exception of healthcare as evidenced later in this review. 

In considering the geographic focus of research in this area, figure 2.4 breaks down the 

articles by country of focus and year of publication to assess the spread of public sector 

research in this area across the twenty one year period of the literature review. It is 

emphasised that despite the UK focus of this systematic literature review, the research 

approach identified and has included articles from a total of twenty-six countries; 

 

Figure 2.4: Number of articles by year and country of focus 
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It can be seen from the figure that early publications, 2004-2006 were centred on the 

US with only one publication being identified from the first five-year period of the 

research period. During the second five-year period of the research, publications from 

Sweden (2006), Turkey (2007) and Spain (2009) emerge. The first publications included 

from the UK were in 2008 and are accounted for by the special themed issue of Public 

Money and Management.  

During the years 2000-2010 of the review period, a total of thirty-one articles from only 

seven different countries were published. In terms of activity by year, in only three of 

those years did the publications focus on more than two countries and only one year 

(2010) included publications from more than three countries (Sweden, Mexico, UK and 

US). This is then contrasted with the period 2011-2015 where seventy-two articles from 

a total of nineteen different countries are included, and the proliferation of research is 

evidenced by the inclusion of articles from ten different countries during 2014 and eight 

different countries in 2015. While the number of relevant articles published in 2016 

reduced from previous years, the numbers have been increasing again through the years 

2017 to 2019. The number of countries where active research was carried out also 

increased and 2017 also saw the first relevant publication from the first South American 

country, Brazil. While the numbers of relevant articles drop very slightly in 2020, it also 

includes the first identified articles from two new countries, New Zealand and Egypt.   

When the countries of focus are considered by continent, some geographic gaps are 

apparent. North American Countries are represented by US, Canada and Mexico: 

European Countries by UK, Netherlands, Italy, France, Sweden, Portugal, Denmark, 

Ireland, Greece and Spain: Asian Countries by Saudi Arabia, Taiwan, Egypt, Kuwait, 

Israel, Iran, India, Turkey and Jordon: Australia and New Zealand represent Oceania. 

Brazil provides the sole representation from South America, and no African countries 

are represented. The absence of papers from these continents may be reflective of the 

very disparate deployment of Lean, Six Sigma and Lean Six Sigma in the public sector 

and the fact that their use is still relatively new, and their appropriateness actively 

debated. This possible explanation is supported by papers exploring the impact of 5S in 

hospitals in Tanzania (Kamiya et al., 2017). A systematic literature review of the use of 
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Lean Six Sigma across all business sectors only cited one example from Brazil and one 

example from South Africa from any industry (Zhang et al., 2012).   

 

Figure 2.5: Total number of articles published by country 

 

To contextualise the number of publications with the size of the public sector in the 

respective countries consideration was given to available data on the number of public 

sector employees as a percentage of total employment (Figure 2.6). The Organisation 

for Economic Cooperation and Development was formed in 1960 and currently has 

thirty-five-member countries (OECD 2017).   

 

Figure 2.6: Public sector employment as a percentage of total employment 2009 and 2017 (Source: 

OECD 2019) 
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Seventeen of the twenty-six countries who have published articles on Lean, Six Sigma or 

Lean Six Sigma in the public sector are members of the OECD. Figure 2.6 shows that not 

all member countries have published public sector employment figures. Some examples 

are provided below to demonstrate the scale of the gaps in terms of areas of research 

within respective public sectors.  

• There have been fifty-three articles published about Lean or LSS in the UK 

public sector between 2000-2020. 16.1% of all people in employment in the 

UK work within the Public Sector. 

• There have been fourteen articles published about LSS in the Swedish public 

sector between 2000-2020. 28% of all people in employment in Sweden work 

within the Public Sector. 

• There have been two articles published about LSS in the Canadian public 

sector between 2000-2020. 19.4% of all people in employment in Canada 

work within the Public Sector. 

• There has been one article published about LSS in the French public sector 

between 2000-2020. 22% of all people in employment in France work within 

the Public Sector. 

• There have been four published about LSS in the Australian public sector 

between 2000-2020. 16.8% of all people in employment in Australia work 

within the Public Sector. 

• There have been four articles published about LSS in the Mexican public 

sector between 2000-2020. 14% of all people in employment in Mexico work 

within the Public Sector. 

Figure 2.6 also demonstrates that the OECD member country average is 17.7% of all 

people in employment are employed in the public sector. Given that the average shown 

here is that one in six people are employed in the public sector and particularly given 

the number of countries who have never published any research on Lean, Six Sigma or 

Lean Six Sigma in public sector areas, it does again appear to demonstrate the significant 
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research gaps in the area. Also, there is no apparent relationship between the size of 

the public sector and the level of research when Figures 2.5 and 2.6 are compared.   

While not directly comparable to the OECD figures, the US department of labor shows 

that 14.5% of the working population in 2014 worked in Federal, State or Local 

Government (Bureau of Labor Statistics, 2015). The statistic excludes employees in areas 

such as Education or Health but evidences the scale of the public sector and is reflected 

in the thirty-four articles relating to the US identified in this systematic literature review. 

The next section of the analysis therefore starts to explore the type of public sector area, 

function or department where research on the application of the methodologies has 

been investigated.  

While the scale of the public sector may vary, as has already been referenced, they 

remain a significant employer, if not the most significant employer in each country in 

the world. The blurred lines of the public sector have also already been discussed, and 

the 174 papers included in this study have been grouped into five clear categories which 

are further explored in the next section.  

Health – Includes all aspects of healthcare identified 

Education – Includes all levels and aspects of education 

Local Government – This allows for comparison of regional or city government and 

would include, state, municipal or county functions which sit below the national or 

federal functions. This may consist of Policing, local authorities, roads, social work, 

housing. 

Central Government – All national functions such as defence, taxation, benefits, pension 

and so on. The exact demarcation for the Local and Central Government papers is the 

context of what level of government is the subject of research within the article.  

Public Sector – The review includes some papers that explore Lean Six Sigma in the public 

sector without referencing any individual branch, department or function.  

2.5.3 Breakdown of literature by category of public sector business area 

The breakdown of the literature is presented by business area is shown in the overview 

in figure 2.7. 
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Figure 2.7: Publications by public sector area of business  

 

It can be seen from figure 2.7 that Health is strongly represented in published papers 

focusing on LSS and make up a total of one hundred and five of the 174 papers identified 

in this systematic literature review. From 2006 onwards, the majority of the relevant 

papers in each year are health-related and have shown a steady rate of publication with 

notable increases in both 2014 and 2015 when thirteen papers were published in each 

of these years. This level of publication, however, drops off in 2017, where the largest 

volume of included papers focuses on education. More than half of the included papers 

from 2018 and 2019 are health concentrated as are sixteen out of seventeen in 2020. In 

all three years, health again represents the largest area. 

The earliest papers identified in this review were in 2004 and 2005 and both related to 

local government functions, this is overall a small area of focus (fifteen of 174 papers). 

Still, a steady number of publications over individual years around local government but 

the largest number in any single year was three in 2008. Central government functions 

have seen a similar rate of publication with twelve of the 174 papers identified and again 

the largest number of papers in any single year being three in 2014.  

There have been thirty-two papers published with specific reference to education, nine 

of these were published in 2015. This can in part be attributed to a special issue of the 

International Journal of Quality and Reliability Management focussing on “Lean Six 

Sigma for Higher Education”. In 2017, six papers were published on education and 

although this is a smaller number than in 2015, represents the first year that more 
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papers were published on education than on health. This number was maintained in 

2018, and five related papers were published in 2019. 

Finally, nine papers were published, which more explored the use of LSS in the public 

sector without a focus on an individual area or service within the public sector. The 

details of the published papers are considered under each area of public sector business 

below. 

LSS has been used as an umbrella term throughout this paper, however individual 

papers have described deployments which relate to only Lean (including Kaizen, 5S and 

RIE) or Six Sigma or have compared and critiqued Lean and Six Sigma in the public sector 

or of course applied an integrated Lean Six Sigma approach. All the papers included in 

the review are shown in Figure 2.8 broken down by which methodology or approach has 

been used in the individual paper.    

 

Figure 2.8: Use of Lean and/or Six Sigma in the public sector  

 

One hundred and two of the 174 papers examined exclusively explored the use of lean 

in the public sector. When this is broken down by year in the figure, from 2008 through 

to 2016, it is the most used methodology in the public sector and saw a peak in the 

number of publications in both 2014 through to 2015 which is suggestive of the use of 

lean continuing to increase in the public sector. This is additionally supported by the 

breakdown of the 2019 and 2020 included publications which show that Lean is again 
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the largest methodology in focus. Twenty four of the papers had made use of Six Sigma 

alone, and the publications are spread across the period of the review.  

From 2012 there has been an increase in the use of Lean Six Sigma in the public sector 

with growth in 2014 and 2015, albeit not to the extent of the continued use of Lean 

alone. In 2017, for the first time, the number of papers which focussed on Lean Six Sigma 

was larger than the number of those which concentrated on Lean alone and this 

continued in 2018, while in 2019 and 2020 it was second to Lean alone. Finally, there 

were eight papers included in the review which examined, compared or contrasted the 

use of lean with the use of six sigma. These papers were predominantly in the context 

of considering the advantages and disadvantages of each methodology.  

There were nine papers published which more generally explored the use of CI 

methodologies in the Public Sector. The first four papers, published between 2008 and 

2013, looked at Lean exclusively and investigated the suitability of Lean for use in the 

public sector. The earliest paper published (Radnor & Whalley, 2008) looked at the 

challenges of applying lean in the public sector and used a series of seven UK case studies 

across multiple sectors to explore some of the positives (including staff engagement) 

and negatives (including an overreliance on Rapid Improvement Events) of individual 

deployments.  

In 2009, Holzer, Charbonneau and Kim published a review of trends of quality practices 

in the public sector in the US and identified the use of lean generally in public sector 

areas of business without specific reference as to where. The perspectives of managers 

and employees on the use of lean in the Danish public sector (Rahbek Gjerdrum 

Pederson & Huniche, 2011) is explored through interviews focussed on why Lean is 

selected, where it is applied and how it is sustained. The article concludes that the 

results vary widely and that in many cases project selection is questionable. It refers to 

the many different drivers for the introduction of lean, including deficient performance 

or need to make savings or to fail to meet government targets.  

The fourth article (Radnor & Osborne, 2013) which generally references public sector 

follows up on this theme by suggesting that deployment of lean in the public sector has 

failed so far due to an over-focus on tools and their application and insufficient attention 

to the business functions which support any overarching strategy.  
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The first article which explores the potential use of Lean Six Sigma in the public sector 

debates the suitability of Lean Six Sigma in the public sector (Antony, Rodgers & Gijo, 

2016) and is directly linked to this research. Two further articles were published in 2017, 

the first was again related to this research and discussed case studies on the use of Lean 

Six Sigma in health, education, local government and explicitly policing (Antony, Rodgers 

& Cudney, 2017). The most recent articles are the first articles from Brazil and again 

looked at Lean Six Sigma and precisely how public service values aligned with critical 

success factors for Lean Six Sigma (Juliani & Oliviera, 2017). The final article published in 

2019 in this area is the systematic literature review contained within this chapter 

(Rodgers & Antony, 2019).       

The scarcity of articles which explore the bigger picture in terms of strategic alignment 

and how continuous improvement fits into business structures in the public sector 

evidences the gap in this area. Outwith publications contributed to by the author, the 

critical article of relevance to this research is the most recent paper, and this is discussed 

further in the context section of this chapter. More generally, the lack of references to 

governmental or executive vision and strategies concerning continuous improvement 

supports the suggestion that lean has been implemented in a disconnected and 

haphazard way in the public sector. While, this review shows a changing pattern, there 

is still a large element of focus on individual case studies or deployments of tools and 

techniques in the most recent literature, e.g. Sunder M, Mahalingam & Krishna M (2020) 

and Change et al., (2020). It is also commented that the articles which reflect on Lean in 

the US, UK and Danish public sectors do not explore if lean alone is enough to deliver 

and sustain continuous improvement programmes.    

Health is an area which spans both the public and private sector, the extent to which 

medical services are paid for directly or indirectly by government varies from country to 

country. Still, in line with the challenge of defining the public sector already discussed in 

the chapter, all health focussed papers which fall within the inclusion criteria are 

discussed in this section. A total of one hundred and five of the papers included in the 

174 related to health. Figure 2.2 demonstrated that the first paper included in this 

review which related to health was in 2006 and every year after that through to 2016, 

and again between 2018 and 2020, is numerically the most researched area. This is 
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further considered in Figure 2.9, where the one hundred and five publications focussed 

on the health area of the public sector are shown by year of publication and by country. 

 

Figure 2.9: ‘Health’ Publications by year and country  

 

The number of countries fluctuates but a clear increase in the number of countries can 

be seen over time from initial publications in the US, UK, Sweden and Turkey through to 

2014 and 2015 when in each year respectively eight different countries have published 

papers on the application of LSS in healthcare. While the overall number of papers in 

2016 and 2017 have reduced to six, it is also noted that they are from six different 

countries and this number builds again in 2018 with nine papers from six countries, in 

2019 with eleven papers from six countries respectively and finally in 2020 with 16 

papers from twelve countries.  

As with other public sector areas, however, there is a focus on Lean more than Six Sigma 

or a more integrated approach, with sixty-three of the one hundred and five papers 

(60%) focussed on Lean alone. This stated, in education, the figure was eleven of twenty-

eight papers (39%) focussed on lean alone, in local government, eight of fifteen (53%) 

papers and in central or national government nine of twelve (75%). In health, there is 

0

2

4

6

8

10

12

14

16

18

'Health' Publications by year and country

UK US Sweden Turkey Netherlands

Canada Italy Portugal Iran Australia

India Jordan France Saudi Arabia Mexico

Brazil Taiwan Kuwait New Zealand Egypt

Denmark Spain



Literature Review 

40 

more use seen of Six Sigma in the US and to further explore this, the papers are 

presented in figure 2.10 by country and methodology applied in the context of health. 

 

Figure 2.10: ‘Health’ Publications by country and methodology 

 

It can be seen from the figure that the focus on lean is very strong in the UK, and this 

drives the overall total number of Lean papers. In contrast, countries more recently 

publishing in this area such as Australia and India have published more on LSS in an 

integrated format, the exception to this is Brazil where papers have focussed firmly on 

Lean in healthcare. The US has published a relatively similar amount of papers to the UK 

but shows a much broader exploration of methodologies and their integration. 

LSS is applied to a wide range of functions in health, a focus of attention is patient flow 

and appointment management in different departments such as a doctors’ clinics in the 

US (Lummus, Vokurka & Rodeghiero, 2006), mental health screening (Aleem et al., 

2015), In India, hospital registration processes (Bhat, Gijo & Jnanesh, 2014) and 

outpatient department flow (Gijo & Antony, 2014) and in the UK reducing waiting times 

for radiology (Lodge & Bamford, 2008) as examples. Much like education, papers 

focussed on health also explore some of the broader organisational issues as well as 

case studies of deployments, for example, some of the leadership challenges (Waring & 
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Bishop, 2010), barriers to implementation (de Souza & Pidd, 2011) and policy challenges 

(Esain et al., 2012). 

Perhaps the most telling measure of the breadth and scale of LSS in health identified by 

the review is the number of literature reviews and systematic literature reviews which 

are now being published. The earliest literature review identified (Suarez-Barraza, Smith 

& Dahlgaard-Park, 2012) focusses on the application of lean in the service sector and is 

US focussed. It has been included in this review as two of the five sections of the review 

are health and education respectively. This, of course, re-inforces the overlaps between 

the service and public sectors and some of the challenges in defining the public sector 

globally.  

Suarez-Barraza, Smith and Dahlgaard-Park (2012) comment on the earliest identified 

applications of lean in education going back to 1995 and the establishment of the 

relevance of the seven wastes of Lean to education through several papers identified. 

They additionally commented on the challenge of applying lean to academic services 

rather than solely administrative services. As with this review, the authors identified 

their most extensive number of papers in any of their five service areas were in health.  

The authors conclude that the range of application and evidence of the positive impact 

of lean usage in health services clearly evidence its applicability.   

A second literature review examined the use of Six Sigma in healthcare (Liberatore, 

2013) and identified the range of applications including admission, discharge, intensive 

and cardiac care. Liberatore found that 42% of the Six Sigma deployments were driven, 

at least in part, by error rate where the remainder was about process time. This review 

was less optimistic about the outcome of applying Six Sigma in healthcare summarising 

that while 67% of the projects looked at found some initial benefits, only 10% of the 

projects sustained improvements. 

Curatolo et al. (2014) undertook a literature review focussed on the use of lean in 

hospitals, while there is a range of examples of the use of Lean, the review identifies the 

lack of a transparent methodology in any of the applications and a lack of maturity 

reported in the papers reviewed.  

A review of the literature combined with a survey of eighteen hospitals was conducted 

(Abdallah, 2014) with the intention of better understanding the reasons for failure and 
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the challenges brought about by implementing quality improvement initiatives. The 

findings identify that the role of leadership is essential as well as understanding the 

organisation and the need for a systematic implementation which includes the 

perspectives and involvement of the staff.   

Leggat et al. (2015) in their review comment on the potential of quality improvement to 

improve efficiency and effectiveness in healthcare but mainly reference the challenges 

of human resource management in an environment where the practitioners exert a 

strong influence in how they conduct their duties. They summarise the importance of 

involving staff in any process redesign or quality initiative more generally.  

A review of fifteen years of literature in respect of lean in healthcare (D’Andreamatteo 

et al., 2015) found that some of the broader issues which required to be addressed were 

the lack of a shared definition of lean, the need to explore a more blended approach of 

Lean Six Sigma and the need to critically review failures as well as successes. Most 

recently, Antony et al. (2019) carried out a systematic review of Lean in Global 

Healthcare which was focussed on the motivation, limitations and challenges of 

deploying Lean in Healthcare. 

The literature reviews look predominantly at lean; however, Antony et al. (2018) 

completed a systematic review of the use of Six Sigma in healthcare and evidences the 

wide range of applications of Six Sigma across all aspects of healthcare. However, like 

the papers looking at education, the literature reviews in the area of healthcare explore 

the broader issues around the use of quality initiatives, shared understanding of lean, 

the lack organisation-wide deployments and planning, staff empowerment and 

involvement.  

The review identified thirty-three papers which focussed on education. The first 

recognised paper was from 2008, and nine of the thirty-two papers were published in 

2015, which is mainly attributable to the special issue of the International Journal of 

Quality and Reliability Management referred to earlier in the chapter. Six papers each 

were published in 2017 and 2018, five further papers in 2019 and one in 2020. Of these 

papers, fifteen focus on the application of lean in education, three on Six Sigma, eleven 

on Lean Six Sigma and three explores the use of all the referenced methodologies in 

education. Twelve of the papers are from the UK, nine from the US, four from India, two 

from Sweden and one each from Ireland, Iran, Greece, Turkey, Brazil and Saudi Arabia.  
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In the UK, the earliest paper identified (Hines & Lethbridge, 2008) explores the use of 

lean in universities and the setup, implementation and governance of a university-wide 

Lean project in a single university. The researchers note that one of the main challenges 

was the people and their willingness to engage with the project but comments on the 

potential to reduce waste and improve customer service.  

In 2012, Antony et al. explored the broad challenges, barriers and success factors in the 

application of LSS in higher education. They commented that the application of LSS was 

still in its very initial stages and was not fully understood by institutions.  Moving forward 

to 2014, Antony explores the readiness factors for the implementation of Lean Six Sigma 

in higher education. He identifies that the methodology now is still not widely 

understood within education, going on to suggest some early areas for focus as part of 

the implementation of a programme within a university. In the same year, Thirkell and 

Ashman published a case study on the application of lean within the human resource 

management function within two UK universities. The challenge of a shared 

understanding and definition of lean is explored as is the challenge of engaging 

academics in this context. The authors express the view that it is too early to assess the 

suitability of Lean to education. Still, the role of human resource professionals within 

Lean is not clear or positively understood.        

Of the remaining papers which relate to the UK, three were published in 2015, one in 

2017 and three in 2018. The first seeks to identify the challenges for LSS deployment in 

higher education through the views of academics and practitioners (Antony, 2015). This 

paper identifies that many of the processes to which LSS has been applied are the 

administrative and supporting functions within a University and that the academic side 

is relatively unexplored. The second paper argues that lean in higher education 

establishments remains relatively new but is more established in further education 

establishments and utilises a survey to identify transferable learning (Thomas et al., 

2015). Again, this survey identifies a lack of shared understanding of lean and a 

piecemeal approach to deployments. The last UK focussed paper published in 2015, 

looks specifically at the eight wastes of Lean and identifies examples from education 

where these can be applied (Douglas, Antony & Douglas, 2015). This paper recognises 

the many cultural challenges for lean but also identifies the potential of successful 

application.  



Literature Review 

44 

The most recent UK papers from 2017 and 2018, focussed on the application of Lean Six 

Sigma in curriculum design and delivery (Thomas et al., 2017) and papers in 2018 tended 

to focus on the broader implementation of lean six sigma around frameworks (Sunder 

M & Antony, 2018) and the general improvement journey (Antony et al., 2018).  

In the US, three papers from 2015 relate to education with two of them exploring lean 

and the third exploring Six Sigma. The first article draws recommendations for 

implementing lean in higher education from case studies (Balzer, Brodke & Thomas 

Kizhakethalackal, 2015), these recommendations include ensuring managers have a 

clear understanding of lean and involving employees in identifying projects.  They also 

reference the importance of respect for employees as part of an organisation-wide 

deployment. The other Lean, focussed paper explores the challenges and lessons 

learned from projects within a single university (Waterbury, 2015). This analysis 

identifies the difficulties of staff training and senior management understanding as well 

as project selection. For education, the common theme of the challenge of introducing 

lean to the academic side is also identified. The final paper from 2015 from the US 

regards Six Sigma usage in education (Holmes, Jenicke & Hempel, 2015). It looks at the 

importance of project selection and the use of a weighted scorecard to assist. In 2016, 

one paper from the US was identified, which was a literature review on the application 

of Lean in Education (Balzer et al., 2016). 2017 was the first year in which the number of 

papers focussed on education exceeded the number of papers focussed on health, albeit 

the overall number of public sector papers was reduced from previous years. Four 

papers from the US were published during this year, two which focussed on Six Sigma, 

one on Lean Six Sigma and one on the use of Lean. Whilst health focussed papers were 

again the most numerically published during 2018, education was a strong second in 

terms of subject focus, albeit only one paper from the US was identified, this focussed 

on the teaching of lean within universities (Witt, Sandoe & Dunlap, 2018).  The more 

recent period additionally saw a drive towards a wider and more holistic approach to CI 

(Cudney et al., 2020) but additionally retained a strong focus on administration and 

bureaucracy (Kazancoglu & Ozkan-Ozen, 2019; Suárez-Barraza, Rodríguez-González & 

Hart, 2019).   

The only papers not originating from the US or UK and focussed on education were 

published between 2015 and 2019. The paper from Saudi Arabia (Svensson et al., 2015), 
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describes the organisation-wide LSS implementation at a new university and explores 

the project approach and strategic alignment as well as challenges such as impatience 

to move to solutions while the problem is still being investigated. The final two papers 

from 2015 and which relate to education are from Sweden, and this paper seeks to 

address one of the challenges raised by other papers focussed on education and looks 

at the role of lean in course design (Langstrand, Cronemyr & Poksinka, 2015). The three 

examples utilised to draw out such issues as customer focus, evidence base and how 

they are used as part of the continuous improvement process. The use of lean in 

continuing adult learning and the availability of Lean and quality management training 

(Isaksson et al., 2015).   

During 2016, the first paper from India, which focusses on education, was published. 

This was a literature review which explored the applicability of all methodologies to 

education (Sunder M, 2016) and a second paper followed in 2017 focussed on the 

application of Lean in a higher education establishment (Narayanamurthy, Gurumurthy 

& Chockalingham, 2017). A further two papers were published in 2018 (Prakash, 2018; 

Sunder M. and Mahalingam, 2018). Finally, 2018 saw the first identified publication from 

Ireland in this review, which focussed on the learning from a Lean Six Sigma programme 

implementation within a university (O’Reilly, Healey & O’Dubhghaill, 2018). The interest 

on Lean in education expanded into several different countries in 2019 with research on 

primary and secondary education (Sfakianaki & Kakouris, 2019) as well as for application 

with non-traditional adult learners (Singh, 2019). The only 2019 paper to focus on Lean 

Six Sigma explored applicability to student satisfaction in Universities (Haerizadeh and 

Sunder M., 2019)  

 The papers identified in this review which relate to education differ from other public 

sector areas in that they concur over the very early stage of LSS use in higher and further 

education. They also tend to agree over the applicability when it comes to administrative 

and support functions, but with one exception, identifies the challenge of involving 

academics in continuous improvement programmes. The critical difference, however, is 

the shift from case studies which describe the project or deployment process, there is 

more focus on the broader implementation at a strategic level including readiness, 

challenges and supporting functions. This may be viewed as an advantage in being a 
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later adopter, but there is also a similar prominence of lean only deployments as with 

other public sector areas.       

Of the 174 articles identified, twelve specifically referenced functions that were 

delivered by central or national government departments in the respective countries. 

Of these articles, ten referenced the deployment of Lean alone and only two referenced 

the use of Lean Six Sigma. The articles referring to the use of Lean Six Sigma were 

Jannsen and Estevez, (2013) which was a conceptual paper that explored the potential 

use of Lean and Six Sigma in transforming government and breaking down silos between 

departments and functions, and Bumblauskas and Kalghatgi (2018) which explored the 

application of Lean Six Sigma in the Irish court's service. 

The remaining ten articles relate to the use of lean alone and of these, seven are from 

the UK, one is from Mexico, one is from Sweden, and one is from Costa Rica. Criminal 

Justice areas are considered in the case studies of the use of Lean in Legal Aid in the UK 

and Portugal (Hines, Martins & Beale, 2008) and the appeal court of the Costa Rican 

supreme court (Zuniga & Murillo, 2014). In the second example, the article focuses on 

the individual case study and the benefits derived from the application of a lean 

methodology within judicial reform. Still, it draws on some of the challenges of gaining 

employee support and mistrust over the reasons for the introduction of continuous 

improvement. In the Legal Aid deployment, Hines, Martin and Beale (2008) present two 

applications and use these to evidence the applicability of lean in the public sector and 

to develop an early ‘supply-chain’ type model for the legal industry in general.  

A third UK focussed article explores the deployment of Lean in defence and the 

development of the Tornado Aircraft (Bateman, Hines & Davidson, 2014). This article 

asserts that while it provides further evidence of the applicability of Lean, the concept 

of ‘pull’ requires to be redefined for the different nature of service ‘demand’ in the 

public sector. The article which is focussed on the application of Kaizen in Human 

Resource Services in a national government function (Suárez‐Barraza & Ramis‐Pujol, 

2010), the case study explored processes such as recruitment. Like the previous articles, 

the individual case study sets out to evidence the applicability of lean in the public sector 

and examples the benefits which can be derived from there.   

These four examples of case studies in legal aid, court administration, aircraft 

development and recruitment from the UK, Costa Rica and Mexico demonstrate the 
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variety of services to which Lean has been applied but also the sporadic and sparse 

nature of the application of Lean in central government functions. However, a much 

broader insight can be gained from the remaining five articles identified as they all relate 

to the same deployment of lean within Her Majesty’s Custom and Excise (HMRC) in the 

UK. 

HMRC is a government department in the UK. While it is responsible for several 

functions, it is most well-known to customers for the calculation, management and 

gathering of Income Tax. The department has more than 70k employees, and all working 

adults and businesses in the UK are customers. (Radnor, 2010). Radnor’s initial paper 

introduces the ‘Pacesetter Programme’ which was the transformation of lean utilising 

the ‘Unipart Way’ and supported by external consultants.  The article discusses which 

lean tools work within the public sector and which do not. Although this is the core of 

the article, there are some broader discussion elements over the inclusion of staff and 

an over-focus on tools leading to a possible misalignment of approach to, in turn, over-

focus on waste.  

The ‘Pacesetter’ programme prompted several articles which focussed on the impact of 

the programme on staff.  An argument was presented that the programme harmed staff, 

performance and service to the public (Carter et al., 2011a), the findings reference a loss 

of support to staff and discretion by staff, prioritisation of target driven work and 

timescales at the cost of quality and service to the public. The article concludes that the 

sense of purpose of the staff and public service has been severely eroded. Carter et al. 

followed up their initial article with a further article (Carter et al., 2011b) which further 

explored the employee experience within HMRC. Still, they looked at the experience 

before and after the rollout of the ‘Pacesetter programme’. The article concludes that 

the introduction of lean led to a fragmentation of work activities, increased use of time 

and motion studies and regular or constant supervision, all of which presented a bleak 

outlook for public sector employees. 

Such was the perceived negative impact of the introduction of Lean on staff and the 

scale of the dispute which developed from the ‘Pacesetter Programme’ that this lead to 

further exploration (Carter et al., 2012) of whether the union representing staff in HMRC 

failed in their duty to represent the interests of their members and why any response 

from the union was ineffective. 
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The work of Carter et al. between 2011 and 2012 additionally prompted a response from 

Radnor, who authored the initial article (Procter & Radnor, 2014). This re-visited the 

impact on people and suggested that the views of employees were more nuanced than 

the findings presented in the articles by Carter et al. They stated that rather than 

wholesale negativity some staff welcomed the changes, finding clarity and structure to 

their work were positive elements and that the impact on the team depended on the 

environment into which Lean was introduced. 

The introduction of Lean to HMRC has been undoubtedly controversial. Still, the debate 

has focussed on the impact ‘lean’ has had and the over-focus on waste as initially 

suggested by Radnor (2010). From the literature, the question of how lean was deployed 

and how it was integrated into the performance management framework or whether it 

was considered that the integration of lean and Six Sigma would provide an additional 

depth and understanding of the challenge do not appear to have been raised. 

Overall, and again considering the scale of national government functions across the 

countries of the world, twelve articles identified which involve national government 

activities in only the UK, Costa Rica, Denmark, Ireland, Sweden and Mexico which cover 

only aspects of criminal justice, taxation, social insurance, defence and human resources 

does appear to leave significant gaps and lack of uptake of Lean Six Sigma and a focus 

on lean alone. The articles summarise individual deployments within individual 

departments and in some cases reference broader implications. Still, there is an absence 

of a clear vision evidenced beyond drivers brought about by budget challenges and 

reductions and a public-sector concept of ‘do more with less’. There is also no identified 

evidence of a strategic approach or how this could or should improve the quality of 

public sector services.            

There were fifteen papers identified in this review which relate to local or municipal or 

city government. These papers were mainly published from 2004 up to 2014 and then 

from 2017 to 2019. The nature of the papers is much broader than those identified as 

focussing on national government functions, eight of the papers focus on Lean, two on 

Six Sigma and five on Lean Six Sigma with the final paper where the detail of the 

continuous improvement methodology is not specified. The papers are from seven 

different countries with the most frequent being six papers from the UK, followed by 

four papers from the US.  
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Three of the US focussed papers are case studies of city government functions, payroll 

(Furterer & Elshennawy, 2005) where the benefits derived from the successful 

deployment of Lean Six Sigma are presented, and purchasing (Scorsone, 2008), where a 

case study of Lean is presented in a single department but broader considerations 

around the differences of employee relations in the public sector and some of the 

administrative laws which limit public sector functions. The paper concludes that these 

differences should be recognised but should not be treated significantly differently from 

the private sector, and taxation (McNary, 2008) where the Lean deployment in a single 

departments processes is detailed. The paper also discusses some of the broader 

considerations in the public sector. It suggests that benefits cannot always be measured 

by monetary savings and the public service element must be remembered. All three 

papers are case studies from different cities in different states.   

The fourth US focussed paper is the earliest paper identified in this review. It relates to 

a State Government department (Bigio, Edgeman & Ferleman, 2004) and a Six Sigma 

review of the IT infrastructure which supported all other state departments and with an 

emphasis on critical events and recovery. The paper focusses on the implications and 

benefits of the deployment.   

Five of the other papers which relate to local government functions were from the UK 

and explored; procurement (Loader, 2010), policing (Barton, 2013; Antony et al., 2018; 

Antony, Rodgers & Cudney, 2019) and a paper containing three case study comparisons 

between police, fire and health (Fryer & Ogden, 2014). In the earliest published article 

Loader, explores the influence of lean on procurement practices in local authorities in 

England employing a survey and finds that it has not significantly influenced parties but 

that employees were open to the potential to apply lean. Barton (2013) focuses on some 

of the modern challenges to policing and the fragmented use of Lean; he concludes that 

no organisation has yet implemented a full lean programme and deployments remain 

fragmented.  

Fryer and Ogden (2014), explore some of the broader issues around the maturity of 

continuous improvement initiatives from the perspectives of the employees and 

considers topics such as leadership, performance management, communication, 

training, reward and recognition. The most recent papers provide case studies of the 

application of Lean Six Sigma in policing (Antony et al., 2018; Antony, Rodgers & Cudney, 
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2019). The six UK papers begin to explore some of the broader issues around 

organisation-wide programmes but mainly remain focussed on the application of Lean 

alone.   

Of the remaining six papers, two are focussed on local government in Spain, one on city 

government in Italy, one is on policing in Israel and one on policing in Taiwan and finally, 

one on municipal public transport in Turkey. In Spain, Suarez-Barraza, Smith and 

Dahlgaard-Park (2009) the deployment of Lean and in particular kaizen across three local 

councils. In particular, it explored how it was implemented and discussed some of the 

inhibitors around consultants who did not fully understand public sector considerations, 

lack of consolidated strategy and integrated practices and lack of buy-in from staff. The 

second paper focussed on Spain (Suarez-Barraza & Miguel-Davila, 2014), explored the 

use of kaizen in two Spanish and a Mexican town hall setting and looking at the 

development of a model which adapted kaizen to local government to support public 

sector orientated projects. The paper from Italy (Di Pietro, Mugion and Renzi, 2013) 

examines the use of lean and customer service tools within a city government 

environment. The authors consider the role of the customer in public sector functions 

and how kaizen applications can support improved customer experience.   

The papers which focussed on policing covered a case study of the use of Six-Sigma in 

caseload management in Taiwan (Chen, Lin & Chen, 2008) and the benefits derived from 

an improved management process. Secondly, the paper which focussed on the 

application of lean for aligning road traffic enforcement focussed on strategic 

requirements and reduce waste in the administrative process (Adler et al., 2012) and 

finally, application of Lean Six Sigma in occupational health, typing services and other 

human resources functions. 

In summary, the papers identified in this review which relate to local government 

functions do show a focus on lean and a slant towards the use of kaizen during the early 

years of the period examined but did move more into a focus on Lean Six Sigma latterly.  

There is more consideration of the evidence on the broader issues around the role of 

employees, customers and the broader strategic implications than from those papers 

which explored national government functions. This stated, the deployments remain 

sporadic and fragmented, and there are no examples identified of organisation-wide 



Literature Review 

51 

programmes which are effectively integrated into strategic aims and business 

operations.      

2.6 Discussion 

This section of the chapter seeks to draw out the common barriers, challenges and 

themes which can be most frequently seen across different departments or functions 

within the public sector to identify learning which can be positively used by practitioners 

at all levels. The gaps identified through this systematic review are also explored and 

presented to evidence the current scale and breadth of Lean and Six Sigma deployment 

across the public sector. 

As can be seen by the breakdown across different functions or business areas of the 

public sector, the stage of development in the implementation of CI is not merely 

evidenced by the number of published papers but additionally the nature of the 

discussion. While central and local government departments show focus on individual 

case studies of Lean and question the suitability and applicability to the public sector. 

There is more evidence of an agreement on the appropriateness of the methodologies 

in health and education albeit still discussion over the acceptance of the academics and 

medical staff rather than administrative staff and functions. 

What is clear from the papers included in the review is that there is a growing emphasis 

in the broader implementation planning, strategy and leadership as well as staff 

involvement and empowerment in the areas of health and education and to a greater 

extent than in other areas of the public sector. This stated when the scale and impact of 

the public sector across the world is considered, and there are significant gaps in 

different public-sector departments or functions as well as across countries. This 

additionally supports the three-strand approach to the literature review and evidences 

the importance of culture and motivation as core elements of continuous improvement. 

The broader emerging themes which are evidenced from this review of the literature, 

as well as the research gaps, are discussed in the next two sections.  

2.6.1 Emerging themes from the systematic literature review of CI in the public 

sector 

This section explores the most frequently discussed common themes from the analysis 

of papers included in this systematic literature review.  
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Firstly, it was observed that many of the most recent papers reviewed still include 

commentary on the origins of Lean and Six Sigma in the manufacturing sector and 

discuss the question their applicability to the public sector (Leggat et al. 2015; McCann 

et al. 2015; Bamford et al. 2015). The evidence of successful use of Lean or Six Sigma is 

growing annually as shown by the literature review; however, the scale of the public 

sector means that there are significant functions, departments and services where there 

is no published record of application of continuous improvement methodologies. This 

literature review demonstrates that the most researched area is healthcare, to the 

extent that some scholars argue that the potential of Lean across healthcare is 

evidenced (Waring & Bishop, 2010). On the other hand, scholars’ comment on the range 

of healthcare functions where there is as yet little or no evidence of the application of 

Lean or Six Sigma (Liberatore, 2013). Where there is general agreement is that there is 

a focus on individual projects or case studies. Still, there is a lack of commentary on the 

organisation-wide deployment of improvement methodologies.  

A further element of the discussion on the suitability of Lean Six Sigma to the public 

sector is whether the methodology is new and whether it is merely a facet of Taylorism, 

a forced import to the public sector from the manufacturing industry. Some suggest that 

it is an aspect of New Public Management (NPM) as introduced to the public sector in 

the 1990s as part of the drive to introduce private sector business methods to the public 

sector (Carter et al. 2011a; Carter et al. 2012; Lindsay et al. 2014; Radnor & Osborne 

2013). It is from these expressed views that the question remains in some scholar’s 

minds, whether lean, Six Sigma or Lean six sigma are suitable to deliver efficiency and 

effectiveness in the public sector. The alternative school of thought is that its 

introduction is simply part of a much broader government approach to bring a range of 

private sector policies and practices to the public sector utilising the logic that any 

private sector is driven to be efficient and any aspect can be transferrable to improve 

the public sector.  

It is clear, therefore that the public sector more broadly is not convinced around the 

transference of specific methodologies which are more closely associated with other 

business sectors. Still, beyond this, the analysis of the literature demonstrates that in 

the pockets where CI methodologies have been used within the public sector, lean is the 

dominant methodology. Proudlove, Moxham and Boaden (2008) comment on this 
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regarding healthcare, while Radnor and Osborne (2013), comment on the focus on lean 

more generally in the public sector.  The pattern of the literature tends to describe the 

methodology and then discuss the application to the function or area. It does not tend 

to reference which criteria were used to select the methodology, how it was compared 

with strategic aims or organisational culture or cultural fit to the organisation. It is 

therefore very little in the literature which identifies why a methodology was selected. 

However, in healthcare it was determined that there was some evidence of staff being 

steered away from Six Sigma (Chiarini & Bracci, 2013), there is also evidence of scholars 

arguing for the early adoption of six sigma in healthcare (Proudlove, Moxham & Boaden, 

2008).    

However, when exploring the literature there is extensive comment as well that 

although lean is utilised, there is a growing amount of evidence that the whole 

methodology has not been adopted, nor even a wide range of tools and techniques with 

commentary around overreliance on rapid improvement events (Radnor, Holweg & 

Waring, 2012; Kinder & Burgoyne, 2013; Radnor & Osborne, 2013). This again links back 

to the planning and preparation to incorporate continuous improvement into public 

sector organisations. This implication is further supported by observations of rushed 

implementation (Papadopoulos & Meralli 2008) and the need to build a friendly and 

enabling environment for lean (Hines, Martins & Beale 2008). 

It is therefore observed that although much of the research indicates lean deployments 

in various areas of the public sector, it is not well understood why lean was selected. 

Still, there are a large number of instances where there has been an over-reliance on 

individual tools rather than incorporating the methodology into the business approach 

of the organisation. This is potentially not helped when there is additional evidence of a 

lack of shared understanding of what lean is, as discussed below.       

In further critically examining the emerging picture, the analysis evidences the sporadic 

implementation of methodologies. Where they do exist a dominance of Lean alone and 

even in these circumstances, there is also a clear body of evidence identified by the 

analysis of the systematic review to suggest that one of the challenges is also a lack of 

shared understanding of what lean is within those organisations. In a higher education 

context, the different understanding between managers, the academic and 

administrative staff are highlighted (Thirkell & Ashman, 2014). More basically, where 
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narrow ‘tools and techniques’ approaches were observed, there was no communication 

of the broader approach or philosophy (Thomas et al., 2015). Indeed Waterbury (2015), 

comments that lean itself challenges some of the core theoretical frameworks in some 

disciplines and as such a shared agreement is challenging. 

In healthcare, it is observed that leaders find difficulty in describing Lean to employees 

(Waring & Bishop, 2010) and that there is a failure to understand the complexities and 

demand-led nature of healthcare as such Lean is not effectively articulated (Radnor, 

Holweg & Waring, 2012). Radnor and Osborne (2013), raise the broader issue of this lack 

of more comprehensive understanding of Lean as part of overall business models and 

structures within the public sector more generally. There are, however, additional 

arguments that the focus on tools or improper implementation of lean are merely 

attempting to restart a management fad. (McCann et al. 2015) 

These are only some examples of the apparent confusion over what lean is within the 

context of the public sector, attributed by various scholars to lack of leadership 

understanding, miscommunication, lack of knowledge of customers or culture in the 

public sector or different viewpoints of different types of professionals within 

organisations. This adds to the developing theme identified in this review of the 

importance of preparation, of readiness within the organisation and of precise planning 

and linkages to the vision, strategy and culture of the organisation.   

The emerging themes identified a lack of a cohesive understanding of what continuous 

improvement meant more strategically or holistically and more of a focus on whether 

methodologies associated with the private sector could be suitable in the public sector. 

Still, the dominance of Lean alone is suggestive of a lack of organisational consistency in 

identifying and selecting methodologies suited to problems being tackled, and this is 

further evidence by the literature which demonstrates that organisations showed 

inconsistencies even in what they meant by lean approaches.  

However, the public sector can be referred to as very much of a people-centric and 

service focused area. Beyond methodologies, the impact on people and the culture and 

practices of the public sector was a clear theme which emerged from the analysis, in 

particular, the role of employees and human resources functions or departments. As 

part of the broad debate over the implementation of lean in HMRC in the UK, there are 

several papers which discuss the impact on people (Carter et al., 2011a; Carter et al., 
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2011b) and debate the nature of whether there was empowerment to employees at all 

(Carter et al., 2012; Procter & Radnor, 2014).  

The debate around Lean outcomes leading to work intensification for staff is also evident 

in healthcare (Stanton et al. 2014). It can be seen to derive from the public sector budget 

challenges and focus on cost reduction leading to fewer employees and more work for 

those that remain. A survey of staff experiences (Lindsay et al., 2014) identified mixed 

results where some staff felt that mundane tasks had gone and allowed a focus on high-

value tasks, but some staff felt left behind and negatively impacted. This leads back to 

the strategic direction and rationale for continuous improvement and a gap in discussion 

around disbenefits in the Lean application as well as benefits and how these are 

articulated and balanced.   

However, a lack of staff involvement is discussed across public sector areas, the inclusion 

of front-line staff in the setting up and implementation of continuous improvement 

initiatives is recognised (Abdallah, 2014) along with the fact that different staff groups 

may have different needs, understanding and roles in such initiatives. There is evidence 

of initiatives being implemented without the involvement of staff who deliver the 

services which are being reviewed despite the stated importance of their participation 

(Lodge & Bamford, 2008; Barton, 2013; Di Pietro, Mugion & Renzi, 2013).  

There is evidence of negative impact on staff through work intensification but also a 

clear need to involve staff in any continuous improvement initiative to separate value 

and waste and improve service provided (Bortolotti et al., 2018). This again comes back 

to the approach taken by an organisation and the importance of the planning and 

implementation of any initiative. Furthermore, there is a lack of evidence in the 

literature of these areas. These issues also raise consideration of the role of Human 

Resource Management within the organisation and the balancing of delivering 

management aims with employee rights and how these impact on the HR policies and 

practices within the organisation and the impact of misalignment between HR and 

continuous improvement (Thirkell & Ashman, 2014).  The relationship is such that it is 

also argued in one systematic literature review from healthcare (Leggat et al., 2015) that 

successes in continuous improvement programmes in healthcare have been dependent 

on effective HRM practices.     
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The role of positive and enabling HRM as part of any successful continuous improvement 

initiative (de Koejier, Paauwe & Huijsman, 2014) is commented upon and the associated 

benefits to employee well-being, trust and organisational performance. Earlier in this 

review, the debate over the suitability of Lean and Six Sigma to the public sector was 

raised in HR terms. It is also suggested in the literature that while elements and tools 

and techniques were transferred some of the learning from HRM practices in the 

manufacturing sector have not been considered (McIntosh, Sheppy & Cohen, 2014).  

This reaffirms the importance of HRM as an integrated aspect of any continuous 

improvement initiative but also perhaps raises the question of how to ensure the human 

resource processes are efficient, effective and responsive. It may be that such processes 

(Suarez-Barraza & Ramis-Pujol, 2010) are a starting consideration for readiness and 

planning before implementation.  

2.6.2 Research gaps 

It can be seen that the common themes drawn from this review incorporate several 

issues which are part of the bigger picture around implementing any continuous 

improvement initiative and while the scarcity of papers compared with the wide range 

of public sector functions across the world is noted, there are some identified gaps 

beyond simple functions, services or countries which again impact on the more strategic 

issues of organisational change, culture and efficiency and effectiveness.  

2.6.2.1 Strategic alignment 

A common theme in published papers is the budget pressure on public services (Barton, 

2013; Douglas, Antony & Douglas, 2015; Balzer, Brodke & Thomas, 2015) although there 

are small pockets of recognition that Lean or Six Sigma are not exclusively about cash 

savings (McNarry, 2008).  What is not referenced is how any continuous improvement 

programme aligns with an organisation's strategic goals, where do the organisations see 

itself in the future and how will lean, Six Sigma or Lean Six Sigma contribute to that vision 

and support that journey. It is argued that there will always be questions of sustainability 

of any continuous improvement programme if it sits aside from the core focus and aims 

of the organisation, an example of this is found in Svensson et al. (2015).   

While there are some examples of discussion around strategic elements such as 

leadership (Waterbury, 2015) and readiness (Antony, 2014) for Lean Six Sigma in 

education, and similarly those elements in a small number of papers on health (Waring 
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& Bishop, 2010), (Stanton et al., 2014), these are more recent considerations and 

perhaps reflect a maturity in organisations which have been using Lean and Six Sigma 

for longer and is not reflected in other areas of the public sector who have utilised Lean 

or Six Sigma or Lean Six Sigma.  

More broadly there is a distinct lack of published research about preparation for 

implementation, communication, staff briefing and training, staff involvement and 

motivation as well as vision, strategy and relationship with performance metrics or 

processes. It is implied through the number of papers referring to budgetary challenges 

as part of the drivers that ‘quick wins’ (de Souza & Pidd, 2011), are the focus of the public 

sector and embedding a culture and considering long term sustainability are not 

features in the thinking of those implementing continuous improvement programmes.  

In this context, it is suggested that implementations are rushed (Papadopoulos & 

Meralli, 2008) often in the belief that this may relieve immediate budget pressures, and 

this may account for the lack of evidence on organisation-wide use of continuous 

improvement methodologies in any form (D’Andreamatteo et al., 2015). The importance 

of planned use of continuous improvement methodologies, assessing organisational 

readiness, then having a clear implementation plan and a plan for sustaining the 

continuous improvement initiative is not discussed outwith a small number of more 

recent papers as shown above.  

2.6.2.2 External Governance, stakeholders and customers 

Government policies have an element of impact on all sectors of business. They are 

particularly relevant to the public sector as the government are not only the providers 

of the budget, but policies derive from the political strategy or viewpoint (Kettl, 2000). 

Therefore, it is not only the leadership of the department or function in the public sector 

which will impact on the success or otherwise of a culture of continuous improvement 

but also the leadership of the national or local elected members.  

There is a significant gap in the literature around whether any governments have led, 

either effectively or ineffectively, in this area and whether that has influenced the 

success of attempts to improve public sector services or more broadly led public sector 

reform (Christensen & Laegreid, 2007). It is additionally noted that there is a gap around 

evidence of organisation-wide implementation of improvement initiatives which it is 

suggested also speaks to the apparent gap in governmental leadership in this area.       
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The voice of the customer is not fully understood across a range of public sector 

organisations. It is recognised that the concepts of the public as the service user is one 

aspect but also the public as customers who have not used the service but may need to 

one day. For example, this may include policing or health, or simply the public as the 

taxpayer who funds the service.  

This is further complicated by the public sector service supply chain where the internal 

customers may rely on other departments or services as part of the efficient and 

effective delivery of public services. There is some recognition in the literature that this 

is not fully understood, and further research is required (Hines & Lethbridge, 2008; 

Heath & Radcliffe, 2010; Radnor & Osborne, 2013). It is suggested that in line with the 

building picture of research gaps identified through this review, a shared understanding 

of the customer and how the continuous improvement programme will consider the 

needs and views of internal and external customers as part of the strategic aims and 

implementation planning.   

2.6.2.3 Organisational Culture 

The literature does broadly recognise the importance of employee involvement across 

some areas of the public sector (Stanton et al., 2014; De Koejier, Paauwe & Huijsman, 

2014; McCann et al., 2015) and in some cases, comment positively on the level of 

involvement of employees (Radnor & Walley, 2008).  

The broader considerations of organisational change, employee’s motivation and 

commitment, how that is supported and encouraged by management and the 

associated HR policies and practices, including reward and recognition, are not 

discussed. Equally, how these contribute to a culture where continuous improvement is 

part of the ethics and values of the organisation are not widely referenced. Public Sector 

employees, while not wholly altruistic, are more likely to value intrinsic rewards in 

recognition of their service (Perry, Hondeghem & Wise, 2010) and this is linked to 

employee motivation, and sense of accomplishment, and worth through recognition of 

competence. This may be a particular strength within the public sector when considering 

continuous improvement methodologies, as a further intrinsic reward may be 

considered to be choosing how to perform a role or task and by definition involvement 

in designing the process. As such organisational culture could be a positive support to 

the introduction of continuous improvement strategy or a hindrance, but there is very 
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little identified in the literature that comments on this and consideration of how 

employees would be rewarded and or recognised for their efforts and involvement.        

2.7 Conclusions and future research agenda 

It is unclear from the literature review how public sector organisations select their 

continuous improvement methodology and why, for example, Lean is selected over Six 

Sigma and what criteria is used to inform the selection. However, the literature does 

show an apparent pre-occupation with tools and techniques, as shown in individual case 

studies. These case studies do deliver individual savings and benefits, but no evidence is 

presented of the embracing of Lean or Six Sigma or Lean Six Sigma as a system integrated 

into the working practices of a business model. Equally, the preparation for 

implementation in considering organisational fit and readiness are not discussed. 

Healthcare has provided most of the case studies, and most recently some reflective 

articles have suggested an overreliance on kaizen and rapid improvement events 

(Radnor, Holweg & Waring, 2012; Radnor & Osborne, 2013) and short term outcomes 

and benefits. It is recognised that the global financial crisis still impacts public sector 

budgets from 2007 and associated pressures transfer into the year on year budget 

reductions and the need for ‘quick wins’ (Antony, Rodgers & Gijo, 2016). This has the 

potential to impact on how organisations select and implement continuous 

improvement methodologies.            

The criticism of the application of Lean within the public sector also recognises the 

financial challenges but also suggests that this in itself was seen by some academics only 

as opportunities for consultancy projects within the public sector (Carter et al., 2016). 

The question of whether continuous improvement is simply a forced example of New 

Public Management, transferring commercial methodologies into public sector settings 

regardless of organisational fit, or whether the financial challenges have led to a rush to 

adopt and implement without consideration of readiness, implementation planning and 

building a sustainable model remains unanswered. Indeed, in considering this as part of 

the implementation of lean in a hospital, the execution was assessed to be ‘fragile and 

feeble’ (McCann et al. 2015).      

Indeed, it is argued that lean applies to all sectors (Womack & Jones, 2003) and there is 

evidence of the success of Six Sigma in Government IT functions, human resources, 

healthcare and banking (Antony, Banuelas & Kumar, 2006). However, the public sector 
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shares experience with the service sector and challenges have been experienced with 

shared definitions, lack of evidence around critical success factors and barriers and 

challenges to implementation (Gupta, Sharma & Sunder M, 2016) and other areas 

identified within this review. The question then, is whether the individual case studies 

denoting success are evidence of the applicability of Lean, Six Sigma and Lean Six Sigma 

in the public sector or whether, as Leggat et al. (2015) suggests, unsatisfactory 

methodologies limit the conclusions?       

This literature review identifies the apparent lack of a systematic approach or model 

within which continuous improvement methodologies are applied in the public sector. 

There is some small reference to readiness factors within higher education (Antony, 

2014), but this is not considered in other areas. The role of leadership appears likewise 

to be little commented on within public sector usage of continuous improvement 

methodologies, the involvement and training of staff is also not commented on 

significantly through the literature. Equally, there is no evidenced exploration of how 

public sector motivation and individual, organisational culture impact and inform 

organisation or sector-specific adaptions of methodologies to sustain their use. It is 

suggested that softer aspects such as, leadership, participation and training are part of 

the evolution of methodologies such as lean (Holmemo, Rolfson & Ingvaldson, 2018), 

this is possibly intended more as a viewpoint on the emerging ways in which continuous 

improvement is introduced as the continuous improvement methodologies have always 

included such ‘softer’ elements, for example, Imai (1986) in his book on kaizen discusses 

management commitment, employee involvement, policy deployment and so on.  

The debate, therefore, continues over the applicability of Lean, Six Sigma and Lean Six 

Sigma in the public sector. The case studies of individual usages demonstrate, to some 

extent, how the methodologies can bring benefits and the preceding section 

summarises the themes which emerge from the literature, however, the gaps in the 

literature which are not explored and which may form a broader research agenda 

include; 

• Evidence of the use of continuous improvement as a system,  

• How customer voice is captured and applied to change and improvements,  

• How senior leadership commit to and support the development of a culture of 

continuous improvement,  
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• How staff are trained, supported and valued for their knowledge, skills and 

involvement,  

• How individual involvement is recognised and rewarded in a public sector 

context, and 

• How continuous improvement is aligned with the values, beliefs and strategic 

direction of public sector organisations or bodies.  

Evidence of these gaps in knowledge being answered through a developing research 

agenda will assist in moving the much broader debate forward around the future of 

continuous improvement methodologies and in particular the commonly used 

methodologies of Lean, Six Sigma and Lean Six Sigma in the public sector.  

Given that this research explores the internal organisations, the second knowledge gap 

identified from the literature review (customer voice) is not included. The remaining 

five knowledge gaps which have either been identified by the literature or from the 

analysis of the literature have been summarised as key themes which present 

phenomena to be explored relevant to this research. These are presented in figure 2.11.        

2.8 Context of Literature Review to this Research 

The analysis and discussion of the literature review evidences the sporadic deployment 

of continuous improvement within the public sector. While there are individual case 

studies which show the success of improvement activities on a project level, there is a 

lack of evidence of a more strategic and holistic approach around defining CI, linking its 

deployment to organisational objectives and developing a culture within the 

organisation where CI is a core value and individuals feel empowered and able to 

contribute. This reflects in chapter 1 and the observed phenomenon within the case 

study organisations.   

Presented in three clear sections, the literature review chapter provides a fundamental 

overview of organisational culture and its complexity, and while some models offer a 

unitary perspective (Deal & Kennedy, 1982; Handy, 1991; Cameron & Quinn, 2011) as a 

starting point for culture, Schein (2010) in particular, comments on the complexity of 

organisations and the sub-cultures and micro-cultures that exist particularly across 

leadership and senior management as well as levels throughout the organisations, 

making specific mention of the sub-cultures around front-line employees and first-line 

managers.  
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Given the importance of values and motives within organisational culture, the research 

is additionally carried out within the context of the public sector and public service 

motivation. This is to explore whether a predominance of public service motivation is an 

existing cultural component of the organisations and whether this supports and 

predisposes the organisations towards the effective deployment of CI given a desire by 

employees to make a difference or whether a culture of public sector motivation more 

operates as a barrier to this with employees seeking to be safe, secure and less 

accountable than in the private sector. For example, Buelens and Van Broeck (2007) 

commented on public sector workers working fewer hours and showed less willingness 

to exert less effort on behalf of their organisations. One of their most robust findings 

was that the organisational hierarchy commonly found in public sector organisations 

was a decisive moderating factor for public sector employees.     

In recognising the complexity of organisational culture, the espoused differences 

between the motivation of public sector workers, the systematic literature review on 

the most prominent methodologies in continuous improvement (Lean, Six Sigma and 

Lean Six Sigma), reflects the significant gaps in such deployments in the public sector. 

The literature additionally identifies that where these have occurred, they have been 

focussed on case studies and on the tools and techniques where the gaps identified 

suggest that while overall strategy and precise plans and roadmaps, as well as employee 

involvement and cultures within organisations, are essential, these are gaps in the 

existing literature but are reflected in an emerging recognition that insufficient attention 

has been given to these areas (Papadopoulos & Meralli 2008; Hines, Martins & Beale 

2008).      

In considering the systematic literature review of continuous improvement 

methodologies in the public sector, employee involvement and empowerment feature 

in the success factors and are evidenced in the gaps in deployment; however, motivation 

and culture do not feature as strongly as factors such as leadership. Additionally, the 

literature identifies gaps in the approach, and these have been discussed as the themes 

emerging from the literature review. Still, the literature does not move significantly 

beyond identifying these issues and explore how they are addressed. Given this, there 

was insufficient information to develop a hypothesis despite clear indication of the areas 

requiring to be addressed. This has then supported the need for an abductive approach 
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to the research, which is further discussed in Chapter 3. The overview of key themes are 

summarised at figure 2.11; 

Leadership

Strategic alignment

CI as a system

Cultural alignment

Training,  
Development & 
Empowerment

Emerging Themes

 

Figure 2.11: Overview of themes identified in the literature review 

 

2.9 Chapter Summary 

The chapter explores the three areas as expressed in the body of knowledge presented 

in Figure 1.1. It identifies where they intersect and where there are existing research 

gaps, for example the importance of alignment of values and beliefs at an organisational 

level to the continuous improvement initiative are broadly identified and explored. In 

contrast, the impact of public service motivation on continuous improvement initiatives 

is far less explored. Of the six gaps identified, five have been summarised as themes 

relevant to this research. After that,  the initial research objectives have been reviewed 

to ensure that they cover all five of the themes identified in the literature review and 

which are relevant to the research.  The themes suggest that the areas of focus in this 

research reflect the current questions being asked and identified as requiring further 

exploration. As such, the initial objectives remain valid, but the themes from the 

literature review have informed their wording and specificity. They are updated and 

presented below; 

1. Establish the leadership and follower perceptions on organisational culture, as 

they relate to continuous improvement within the emergency services case 

study organisations (RO1) 
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2. Critically compare individual values and motivations as they relate to 

compatibility with continuous improvement methodologies. (RO2)  

3. Establish and categorise the opportunities, challenges and barriers to 

embedding a culture of continuous improvement in the emergency services. 

(RO3) 

4. Develop and synthesise theoretical principles into a theoretical framework for a 

sustainable culture of continuous improvement. (RO4) 

The objectives also remain in alignment with the aim presented in Chapter 1. The next 

chapter explores the methodology for the research, including the design and 

development of the data gathering tools as well as the approach to analysis, all of which 

are based on addressing the research objectives and have been informed by the 

literature review in this chapter.   
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Chapter 3                                                                                            

Research Methodology and Design 

3.1 Introduction 

This chapter explores the considerations around research philosophy and approach and 

the authors thinking behind the research strategy adopted as part of this thesis. 

Throughout the chapter, the methodological approaches are considered and compared 

with current thinking. The detailed discussion is presented as part of the rationale for 

the approach taken in this research. Throughout the chapter, reference is made back to 

the aim and objectives of the research to test approaches against them. For ease of 

reference, the aim and objectives of the research are; 

3.1.1 Aim 

The aim of this research then is to seek a more complete and deeper understanding of 

whether emergency services can be advantaged in succeeding with continuous 

improvement initiatives due to their employees motivation and culture. The literature 

review additionally identified gaps which were reviewed and presented as five themes 

relevant to the aim and which were then used to review and update the objectives. All 

five themes are explored within the research objectives and are applied to develop a 

practical framework for a strategically and culturally aligned system of continuous 

improvement in the public sector. 

3.1.2 Objectives 

1. Establish the leadership and follower perceptions on organisational culture, 

as they relate to continuous improvement within the emergency services 

case study organisations (RO1) 

2. Critically compare individual values and motivations as they relate to 

compatibility with continuous improvement methodologies. (RO2) 

3. Establish and categorise the opportunities, challenges and barriers to 

embedding a culture of continuous improvement in the emergency services. 

(RO3) 

4. Develop and synthesise theoretical principles into a theoretical framework 

for a sustainable culture of continuous improvement. (RO4) 
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3.2 Research Paradigm and Philosophy  

A research paradigm is described as “the set of common beliefs and agreements shared 

between scientists about how problems should be understood and addressed” (Kuhn, 

1962). It is asserted that a research paradigm can be characterised by its ontology, 

epistemology and methodology (Guba, 1990). As there is no single agreed and accepted 

research philosophy for researching business management areas (Tsoukas and Knudsen, 

2003), the component characteristics of a research paradigm are considered below. 

3.2.1 Ontology 

Ontology is described as the assumptions the research makes about reality (Easterby-

Smith, Thorpe & Jackson, 2012). Ontologists additionally commonly divide things into 

two categories ‘abstract’ and ‘concrete’ (Effingham, 2013). The concrete encompassing 

physical ‘things’ which exist in time and space and the abstract, and this may be said to 

include, thoughts, feelings and perceptions. Given that this research explores the culture 

and motivation of organisations and individuals as well as barriers and challenges 

experienced or perceived by people, the assumptions are more in the abstract.  

Ontological approaches can additionally be expressed as sitting in continua between 

Objectivism and Subjectivism (Saunders, Lewis & Thornhill, 2016). In the extreme sense, 

objectivism seeks facts and truth about the social world where subjectivism considers 

that reality is made up of perceptions which inform actions of social actors. This is 

exampled through social constructionism (p130) which states that reality is constructed 

through social interaction where people create partially shared meanings and realities. 

This research explores the beliefs and perceptions of social actors within three 

organisations. As such, the units of analysis are the three case studies and the five 

management levels (subcultures) within each of the case studies. The organisations 

were selected as they were established and recognised public sector services and as 

described in Chapter 1, have an element of shared identity as the ‘emergency services’ 

and particularly in emergencies operate as inter-agency teams. A further driver in 

identifying three organisations from which case studies can be derived is the 

vulnerability of undertaking a solitary case study (Yin, 2003) and the potential criticism 

of the uniqueness of findings from a single study. Recognition of the authors 30 years’ 

service within one of the case study organisations means that the authors own 

subjectivity may be a factor and should be recognised and challenged through the 
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research design and analysis and findings. As such a broadly subjectivist approach is 

taken, albeit a mixed-methods approach is adopted as surveys are utilised within each 

of the case studies to provide richer evidence and address the complicated questions 

which are the focus of this thesis. 

The ontological approach undertaken in this thesis which includes three case studies 

and which consists of primary data gathered from semi-structured interviews conducted 

by social actors with a variety of involvement and responsibility in each of the 

organisations is largely subjective. It gathers qualitative data to assist in answering the 

research objectives as well as a questionnaire aimed at gathering more quantitative 

data. The use of a questionnaire may be more of an objective approach and that this is 

preferable for a questionnaire (Saunders, Lewis & Thornhill, 2016).   

3.2.2 Epistemology 

Whereas ontology refers to assumptions about reality, epistemology refers to 

assumptions about knowledge (Saunders, Lewis & Thornhill, 2016). The epistemological 

question relates to what acceptable knowledge is in any discipline. In a business 

management context, it is the question of whether the social world can and should be 

studied in the same way as the natural sciences (Bryman & Bell, 2015).  

Therefore, each research paradigm is based on its own ontological and epistemological 

assumptions (Scotland, 2012). The nature of the assumptions can sit on a continuum 

with subjectivism at one end, objectivism at the other end (Saunders, Lewis & Thornhill, 

2016). Objectivism incorporates the assumption of the natural sciences and as such, 

considers realism as independent of individuals and equally experienced by all social 

actors. At the other end of the continuum, subjectivism includes the assumption that 

reality is made up of the perceptions and consequent actions of people.    

3.2.3 Philosophies 

Saunders, Lewis and Thornhill (2016) go on to identify that the five most common major 

philosophies in business and management are positivism, critical realism, interpretivism, 

postmodernism and pragmatism. These are considered below in turn.  

3.2.3.1 Positivism 

The philosophy of positivism is most associated with the natural sciences (O’Gorman & 

MacIntosh, 2015) albeit it is argued that social science areas such as business 
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management would benefit from using the same assumptions (Donaldson, 1996). The 

philosophy of positivism originates in the works of Francis Bacon and Auguste Comte, 

among others and is focussed on strict scientific empiricist method (Saunders, Lewis & 

Thornhill, 2016). In the context of this research, a positivist approach would be to 

consider the three case study organisations as physical objects and observations of their 

work would be utilised in drawing observable and measurable facts in pursuit of a single 

‘truth’ or evidenced ‘law’ which could be applied. The challenge of adopting such an 

approach is that the perceptions of individuals within an organisation and their 

motivations for working in the organisation are subject to interpretation and 

contextualisation by the individual and not easily observable. Positivist approaches 

typically deductive and are usually used to test hypotheses through approaches such as 

surveys, statistical analysis or experiments (Johnson & Onwuegbuzie, 2004; Saunders, 

Lewis & Thornhill, 2016) 

3.2.3.2 Critical Realism 

Critical realism is a step beyond direct realism and similarly is concerned both with what 

we see and what we experience, however rather than the sum of this adding up to reality 

it is only the individual's experience of reality and is therefore only the first step in 

understanding, with the second step being how the individual has mentally processed 

the sensation or experience (Saunders, Lewis & Thornhill, 2016). It is argued, that this 

recognition that reality is not as it is experienced rather the recognition that the 

individual has also interpreted what they have seen and experienced and the reasoning 

backwards from the experience to the reality is known as ‘retroduction’ (Reed, 2005). 

This is considered particularly useful in complex social situations and for example, can 

assist in nursing professionals understanding the perspective of patients and their 

relationships in a healthcare environment (Williams, Rycroft-Malone & Burton, 2017).  

In practical terms, it has also been argued that adoption of a critical realism philosophy 

allows the use of multiple methodologies which in turn supports a more detailed and 

accurate analysis (Johnson & Duberley, 2000).    

3.2.3.3 Interpretivism 

This philosophy focusses on the behaviour and conduct of people (Hay, 2011). 

Interpretivism grew as a critique of positivism like the origins of critical realism 

(Saunders, Lewis & Thornhill, 2016) and contends that different people, for example in 
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a work environment, see and experience their working environment differently. It is 

further suggested that interpretative approaches ‘do not merely study beliefs, ideas or 

discourses’. They study beliefs as they appear within, and even frame, actions, practices 

and even institutions’ (Bevir & Rhodes, 2003).  

Accordingly, interpretivism is usually associated with an inductive approach where the 

researcher does not seek to test a hypothesis, rather collects the relevant data and 

follows the outcomes developed through the analysis. It has been assessed that 

interpretivism is the best epistemological approach for those seeking to research and 

investigate an organisation at a deeper level as the range of appropriate methodologies 

may include interviews, observations and the application of secondary data and as such 

increases the relevance of the findings in terms of their potential applicability in other 

areas (Bititci & Ates, 2008; Easterby-Smith, Thorpe & Jackson, 2012).  

In the context of understanding organisations, it is more recently argued that a positivist 

approach allows researchers to develop an objective understanding of organisations 

which provides findings which are more meaningful for managers to make decisions. In 

contrast, an interpretivist approach limits the ability to make decisions due to the 

subjective nature of the findings. Therefore, it is suggested that no single philosophy can 

lead to a full understanding of an organisation and therefore, a mixed approach of 

positivism and interpretivism can support improved understanding (Uduma & Sylva, 

2015).           

3.2.3.4 Post-Modernism 

Post-Modernism moves beyond interpretivism and is further again from positivism 

(Saunders, Lewis & Thornhill, 2016). The philosophy places importance on the use of 

language and power relations, emphasising the flux, fluidity and change. A post-

modernist approach would be one of deconstruction where established ‘truth’ is 

questioned, and inconsistencies and gaps are sought to identify minority views that may 

have been silenced or at least quietened. Within the specific context of business 

research, post-modern philosophy has been applied to marketing and strategic 

leadership and the investigation of corporate strategy (Knights & Morgan, 1991). Still, it 

has been argued that post-modernism is on the decline in business research (Eriksson & 

Kovalainen, 2016). In the context of this research, one of the recognitions is the potential 

subjectivity of the author given his personal experience of working in the area over 30 
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years; a post-modernism approach would particularly recognise this and indeed 

emphasise the potential impact of the relationship between the researcher and the 

subject (Saunders, Lewis & Thornhill, 2016)        

3.2.3.5 Pragmatism 

This philosophy would suggest that the philosophy of the research is not the starting 

point, which instead is a problem and the purpose of the research is to identify a 

practical solution, one or other research philosophy may support this or a mix of 

philosophies may be appropriate (Saunders, Lewis & Thornhill, 2016). A pragmatist may 

use single or multiple methods as appropriate to what they consider will allow reliable 

and relevant data to be collected, which in turn will advance the research (Keleman & 

Rumens, 2008).   

In a public-sector context, Ihuah and Eaton (2013), explore the sustainability of public 

housing and focus on the problem as the first step and seek a research design which will 

best support the identification of a solution rather than starting with a philosophy which 

will inform the research design.         

3.2.4 Research paradigm and philosophy in Summary 

The research being undertaken is intended to explore organisational and individual 

culture, beliefs and values to understand whether or how these align or misalign with a 

culture of continuous improvement and thus identify any barriers, challenges or 

opportunities. As such, this research does not commence from the standpoint of testing 

a hypothesis rather seeks to gather evidence to build an understanding of the 

relationships and their nature. This research commences from a more subjective 

perspective as the social actors involved in the study will hold their interpretations of 

culture and derive meaning through their values and beliefs.  

A summary of the five research philosophies discussed is presented (Table 3.1) for 

comparison and rationalisation of selection purposes. 
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Philosophy Ontology Epistemology Axiology  Typical 

Methods 

Positivism One true reality Observable and measurable facts Researcher is 

detached and neutral 

Deductive, 

quantitative 

Critical Realism External, 

Independent 

Facts are social constructions Researcher 

acknowledges bias by 

world view and 

cultural experience 

Retroductive, 

range of 

methods and 

data type to fit 

subject matter 

Interpretivism Multiple 

interpretation 

Focus on narratives, stories and 

perceptions 

Researchers are part 

of what is researched, 

subjective 

Inductive, 

qualitative 

Postmodernism Some meanings are 

dominated and 

silenced by others 

Focus on absences, silences and 

repressed/oppressed meanings 

Researcher and 

research embedded 

in power relations 

Deconstructive 

– reading texts 

and realities 

Pragmatism ‘Reality’ is the 

practical 

consequence of ideas 

Focus on problems, practices and 

relevance 

Research initiated 

and sustained by 

researchers’ beliefs. 

Following 

research 

problem, range 

of methods 

Table 3.1: Comparison of five research philosophies (adapted from Sanders et al., 2016) 

 

In considering each philosophy, a positivist approach was not identified as most 

appropriate. This research is not intended to challenge established policy or practices 

and identify minority views which may not have been considered or expressed, instead, 

to identify and understand the opinions, beliefs and perspectives of social actors in the 

same vein, the starting point is investigative rather than a recognised problem for which 

a solution is sought. So in considering the philosophical stances of post-modernism and 

pragmatism, these are not regarded as appropriate nor followed in this research design. 

It is also believed that a mixed-methods approach is more supportive of seeking answers 

to the research objectives and developing understanding.  The option of utilising both 

qualitative and quantitative methods is best placed to identify valid evidence given the 

scale of the organisations included in the survey and the overall number of employees.  

The most careful considerations in terms of research philosophy and the assumptions 

applied to this research by the researcher are the considerations of adoption of critical 

realism or interpretivism. The study has been informed by the gaps and themes 

identified in the systematic literature review of the use of continuous improvement 

methodologies in the public sector and the gaps in research around cultural alignment, 

employee engagement and involvement and exploration of values and beliefs and 

whether these complements or clash with a culture of continuous improvement and the 

application of methodologies. As such, the research does not start from the data as 
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would be suggested by an interpretivist approach and a critical realist approach is more 

supportive of comparing theory and findings through the research process.  

Given that the focus of critical realism is more on understanding and explaining rather 

than prediction (Easterby-Smith, Thorpe & Jackson, 2012) and is a useful compromise 

between positivist and interpretivist philosophies and in particular “combine the 

strengths and avoid the limitations of positivist and interpretivist paradigms” (Saunders, 

Lewis & Thornhill, 2016). Accordingly, a critical realism philosophy is adopted as most 

appropriate to the subject and research objectives as well as the experience and 

assumptions of the researcher. This informs the next stages of research design and the 

methodological options.       

3.3 Methodological Options and Considerations 

In considering the research design within the methodology to be utilised in this research, 

the theoretical developmental approach is first considered. In a practical sense, 

Saunders, Lewis and Thornhill (2016) suggest that one way of differentiating between 

quantitative and qualitative research is to distinguish between numeric data and non-

numeric data. They go on to suggest that this is narrow as commonly within business 

management research, questionnaires may be used initially but followed up by 

interviews to expand on or seek to explain findings from the analysis of the 

questionnaires. As such mixed methodologies are commonly used albeit can be 

combined in different ways. This consideration is deconstructed below to consider the 

most appropriate approach and options specific to this research. 

3.3.1 Theory Development 

This research has been informed by the critical and systematic literature reviews 

presented in Chapter 2 and by the gaps and challenges identified within the literature 

as shown in figure 2.11; leadership, strategic alignment, cultural alignment, systematic 

deployment of CI as well as people development and involvement. As outlined in 

Chapter 1, the theory being explored is the gap between the theoretical implication that 

public sector employees are disposed to CI through their culture and motivation around 

‘making a difference’ and the practical experience that these factors are not apparent in 

public sector CI deployments. Through the literature reviews, it is also recognised within 

the origins of Lean and Six Sigma that broader principles such as teamwork, respect, 

leadership were as important as tools and techniques applied to processes. Accordingly, 
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the researcher has not adopted a deductive approach, which may be described as 

testing a theory to either validate or invalidate (Easterby-Smith, Thorpe & Jackson, 

2012). The existing literature concerning the phenomena is limited in that it identifies 

that these factors exist and are important but does not go beyond this to consider their 

relationships and how these factors might be understood and addressed. As such, an 

inductive approach has not been selected for this research. The inductive approach is 

described as “…collecting data to explore a phenomenon and …generate or build 

theory” (Saunders, Lewis & Thornhill, 2016, P145).  

In initially considering the research objectives, the literature review has covered and 

discussed the development of the dominant methodologies of Lean, Six Sigma and Lean 

Six Sigma and their application in the public sector and additionally existing research and 

theories in the fields of public sector motivation and organisational culture. The research 

presented, for example, Gambi et al. (2015), suggested that these factors may 

additionally impact on culture change and therefore, the research objectives raised in 

this thesis. Accordingly, an abductive approach is considered as the most appropriate 

and relevant approach to this research as existing theory and research identifies gaps 

but does not encompass sufficiently developed data to form a hypothesis. Informed by 

the literature review, this has been incorporated into the design of questionnaires. It 

has been utilised as a part of the quantitative approach to initially engage with 

employees within the organisations identified. A more inductive approach has been 

used through qualitative methods utilising semi-structured interviews to develop some 

of the initial responses and develop a richer understanding of responses to 

questionnaires.  

The approach of abduction, incorporating induction and deduction are commonly 

utilised in business management research (Yin, 2003; Easterby-Smith, Thorpe & Jackson, 

2012; Saunders, Lewis & Thornhill, 2016.). The emerging approach, therefore adopted 

by the researcher, informed by the literature review and tested against the existing 

published literature in the field, is one of abduction. Where some existing theory is 

utilised to modify or develop a new theory (Saunders, Lewis & Thornhill, 2016) in 

support of this mixed methods of quantitative and qualitative approaches are employed 

in the design of this research.  



Research Methodology and Design 

74 

3.3.2 Approaches to Mixed Method Research 

Mixed methods research allows researchers to combine different methodological 

approaches. The interest in mixed-method research has been increasing (Tashakkori & 

Creswell, 2007), this level of interest is further supported by the summary of the number 

of calls for an increase in mixed methods research in business presented by Harrison 

(2013), through his analysis of mixed methods designs published in the Journal of 

Business Research. The approach taken in the theory development for this research has, 

therefore ruled out any mono or multi-method quantitative or qualitative research 

approach alone as the assessed most effective approach to seeking answers to the 

specific research questions. However, logical consideration is now given to the options 

of characteristics considered for the mixed-method approach adopted. 

Concurrent mixed methods research is described by Saunders, Lewis & Thornhill (2016) 

as utilising both qualitative and quantitative research methods within a single phase of 

data collection. This approach could additionally be considered to be a convergent 

parallel design as the data is collected in a single phase, analysed separately but 

interpreted collectively (Creswell & Plano-Clark, 2011). This approach is preferred to a 

sequential approach such as explanatory or exploratory sequential (Creswell et. Al, 

2003) as the interview data will not be used to inform the questionnaire data as it is 

directly the different sub-cultures which will be explored in the research. The data can 

be used to compare how each data set supports the other in a concurrent triangulation 

design. In a concurrent approach, the qualitative and quantitative data are treated 

equally in terms of importance to the research and integrated at the point of collection 

(Creswell et al., 2003). The approach is additionally exampled as a method which may 

benefit the complexity of research in the health sector (Doyle, Brady & Byrne, 2009) and 

by implication, areas of the wider public sector as included in this research where 

complexity is a challenge.  

A further option on approach to mixed methods research is to take a sequential 

approach where the research is phased, and the qualitative and quantitative research 

elements come one before the other. Saunders, Lewis & Thornhill (2016) describe this 

approach as using the second phase to expand or elaborate on the initial findings. An 

approach where qualitative research is followed by quantitative is described as 
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sequential exploratory research design and where quantitative is followed by qualitative 

as a sequential explanatory research design.   

This research considers the perspectives, values and beliefs of individuals within 

organisational structures. It utilises questionnaires to gather quantitative data on these 

perspectives from individuals in different roles across three organisations. The research 

also uses semi-structured interviews to collect a deeper understanding of individual 

perspectives and where a questionnaire has additionally been completed, further 

explore responses and probe the responses by participants. The research is carried out 

over a single phase of data gathering. As such, the quantitative and qualitative data is 

gathered before analysis and combined to develop a deeper and richer understanding 

of participants perspectives on the research subject. The characteristics can therefore 

be categorised as a concurrent mixed methods research.  

3.3.3 Triangulation 

The decision to include qualitative and quantitative research in a mixed-method 

approach to the study is also supportive of providing triangulation to the data which will 

assist in understanding the data and checking and testing that understanding through 

more than one source (Saunders, Lewis & Thornhill, 2016). This approach additionally 

can be viewed as assisting in adding depth and breadth to the research (Denzin, 2012) 

and this is considered particularly relevant to this research where the complexity of the 

case study organisations has already been presented and described in the introductory 

chapter. 

There are four types of triangulation described by Patton (2002), data triangulation, 

investigator triangulation, theory triangulation and methodological triangulation. Given 

that this research is being undertaken in furtherance of a degree of Doctor of 

Philosophy, the data gathered is by a sole researcher and is not, therefore, triangulated 

through the exploration of data collected by multiple researchers. The methodology is 

additionally triangulated using surveys in furtherance of a quantitative methodology and 

semi-structured interviews in support of a qualitative methodology. Finally, elements of 

theoretical triangulation are also utilised as this study focusses on embedding and 

sustaining a culture of continuous improvement but draws upon the influence and 

relevance of theory espoused in the study of both organisational culture and public-

sector motivation.    
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3.3.4 Controversy and Debate in Mixed Methods Research       

The methodological options considered and applied to this research have been 

discussed and an explanation laid out of the relevance of an abductive approach to 

mixed-method research, supported by elements of triangulation. This stated, it is 

recognised that mixed methods research has been the subject of controversy and 

debate.  Creswell (2011), references the challenge around defining a mixed-methods 

approach and whether it became seen as the panacea and whether it is accurate the 

language in expressing combinations of qualitative and quantitative approaches. 

Creswell lists eleven controversies and their associated questions. The question arises 

therefore of whether mixed methods in any combination or form could be considered 

as a research paradigm in any specific field or area of research? or whether it is more 

generally descriptive of individual approaches and whether even a common language is 

being used to describe mixed-methods research.  

This reflection caused the author to question the research philosophy underpinning this 

current work and whether practically the philosophy driving the development of the 

strategy and the design of the research is one of pragmatism. This is because the 

research elements could be said to be structured to support the solving of a problem 

and designed to identify practical solutions or outcomes. Indeed, pragmatism has been 

described as a philosophical partner for mixed methods research (Johnson & 

Onwuegbuzie, 2004). However, critical realism supports the researcher's outlook of the 

world explicitly as well as in the context of this research. It supports the perspective that 

as well as individuals experiencing the world through their senses, they additionally 

internalise and process the meaning that the individual ascribes to the experience or 

event.  

Accordingly, the broader challenges and debate around the development, fitment and 

meaning of language around mixed methods research is noted and in the context of this 

research is, in practical terms, used to describe that fact that a questionnaire is used to 

gather initial views, thoughts and data. Such data is then further probed and developed 

incorporating semi-structured interviews and analysed together to provide a richer and 

more in-depth analysis of what participants believe and perceive in the context of 

sustaining continuous improvement approaches in public sector organisations.                         
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3.4 Data Collection Methods and Techniques 

Qualitative research is associated with a variety of strategies (Saunders, Lewis & 

Thornhill, 2016), and some of those can be combined and used within methods such as 

case studies. This section considers such a variety of strategies and considers their use 

in this research and where appropriate how they can be combined. 

3.4.1 Case Study 

Case studies are initially explored given the introduction of the research in chapter one 

and the explanation of the organisations which form the core focus of the study within 

the broader public-sector structure. The case study is a prominent method for gaining a 

deeper understanding of the nature and complexity of the phenomenon under 

investigation (Collis & Hussey, 2003). Yin (2014), states that case study methods were 

historically confused with ‘doing fieldwork’ as in ethnography or participant observation 

and describes the clarification of case study as a separate method through the evolution 

of definitions summarising them as two-fold, the scope and features. He further states 

that a case study method is an all-encompassing method which can embrace different 

epistemologies and philosophies. 

Case studies have been argued as relevant for use by both positivist and interpretivist 

researchers and inductively as well as deductively (Saunders, Lewis & Thornhill, 2016).  

It has additionally been argued that while positivist and interpretivist philosophies have 

dominated the discussion, a critical realist view allows a fuller opportunity to explore 

the generalization of findings (Tsang, 2014). The use of cases and multiple cases to build 

theoretical constructs or propositions has additionally been argued as viable (Eisenhardt 

& Graebner, 2007).      

A case study method allows the researcher to adopt both qualitative and quantitative 

approaches (Saunders, Lewis & Thornhill, 2016) which can be drawn from other 

methods such as, archival records, interviews, surveys, forms of observation and 

documentation (Eisenhardt, 1989; Yin, 2014).  A case study is summarised as an in-depth 

enquiry into a topic or a phenomenon within its real-life setting (Yin, 2014).  

It can be seen, however, that a case study method is an extremely broad approach and 

the elements of which may be combined in different ways, with other methods and from 

different theoretical viewpoints. As such, there are various options for building and 
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approaching a case study strategy. Yin (2014), describes four case study strategies based 

on combinations of either single or multiple case studies and holistic or embedded 

approach to data gathering and analysis.  The important test in considering each strategy 

is the relevance and suitability to the research questions (Saunders, Lewis & Thornhill, 

2016) and as such, the strategies are considered in turn in the next paragraphs.   

In the context of this research, a ‘case’ specifically references an organisation rather 

than a person, process or event. Yin (2014) argues that a single case approach is most 

appropriate where the circumstances under investigation and rationale are, critical, 

unusual, common, revelatory or longitudinal. In considering the breadth and scale of the 

public sector, it is challenging to argue that one single organisation can be classed as, 

critical to the delivery of service development nor that there is an established shared 

commonality between the organisations nor revelatory to the broader public sector. 

Also, this research itself is time-limited by the requirements for the submission of the 

thesis and as such a longitudinal approach cannot be utilised. This is contrasted with a 

multiple case design which has been increasingly used (Yin, 2014) and has been 

described as more compelling and can be regarded as more robust (Herriott & Firestone, 

1983).  The challenge in multiple case designs can be a practical issue for the researcher 

and relates to the time and resources required to achieve the study (Yin, 2014). As such, 

a consideration in multiple case studies is a replication design from an experimental 

approach where the same methodology and activities are replicated in each of the case 

study organisations. 

 A further significant practical consideration for the researcher is accessibility to the case 

whether a person, organisation or process etc. The introduction to this thesis provides 

the researchers background within policing and associated understanding of the 

organisation. In the context of the research objectives, Police Scotland cannot in 

isolation be considered wholly representative of the public sector nor can it be 

evidenced that results from policing can be extrapolated or generalised to include other 

elements of the public sector.  

As such, it is argued that there are standard and generalisable elements. However, the 

inclusion of the fire and ambulance services provide a more robust basis for 

generalization. While each stands as a separate organisation, as discussed in chapter 

one, there are overlaps in the organisational approach and working practices through 
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the roles of emergency responders. This commonality is intended to be used as evidence 

supportive to the generalisation of the data analysis and findings, but the existing 

working relationships of the organisations are assessed by the researcher of supporting 

the achievability of a single researcher undertaking a multiple case study. 

 The second dimensions to be considered are holistic and embedded. A holistic approach 

would be utilised, where there are no apparent sub-units of data to be considered (Yin, 

2014). In such cases identified risk exists where the broad approach considers the global 

implications of the research questions only and may lead to a more abstract than 

operational exploration and consequently findings. An embedded approach, by 

contrast, would utilise sub-units of data, where the risk to be considered is the over-

focus on component parts or elements of the study and does not step back to look at 

the global picture and broader analysis and findings (Yin, 2014). In this case, the research 

objectives seek to understand the barriers, challenges and opportunities around 

embedding a culture of continuous improvement within the organisation. However, the 

research design will recognise that the views of managers may differ from other staff 

and may differ according to factors such as duration of employment within each 

organisation. As such, the researcher considers that the sub-units of data require to be 

evaluated and critically reviewed across the three organisations. Accordingly, an 

embedded multiple case study is assessed as most appropriate to the research 

objectives which form the core of this work.  

The final consideration presented in adopting a multiple case study method is whether 

to take a replication or sampling logic. Replication can be described as powerful as it can 

be used to more easily identify patterns and reduce the likelihood of chance allowing a 

more complete picture to be drawn (Eisenhardt, 1991). Yin (2014) describes the use of 

a sampling logic for circumstances where a researcher seeks to establish the frequency 

of a phenomenon. This does not sit well with the research objectives in this work, nor 

when considering the complexity of the broader question around the scale of the public 

sector and the use of only three case studies focussed on related organisations within 

the public sector. It does not follow that the application of a sampling logic to three 

organisations can be used to represent the wider public sector and would 

understandably be challenged. For this reason, a multiple case study approach is utilised 

rather than a single case to more robustly draw findings from the analysis and a 
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replication logic is used to argue the broader applicability to the public sector more 

generally.  

Given that the case study organisations have been selected as they work together in 

certain areas and share some similarities in function but are distinct organisations with 

explicitly different roles as articulated in chapter 1, it is reasonable to consider that the 

research may show some similarities in findings as such this approach would follow what 

Yin (2014) would term literal replication logic.               

3.4.2 Archival Research 

Archival or documentary research may take a wide range of forms including, but not 

exhaustively, internal meeting documents, agenda’s, contracts, reports, publications 

and statistics (Saunders, Lewis & Thornhill, 2016). The use of documentary evidence has 

more commonly been associated with historians rather than social researchers (Scott, 

1990) however the use of documentary materials has increased through the growing 

availability of data due to the internet Saunders, Lewis and Thornhill, 2016).  Scott (1990) 

suggests four measures for assessing documents for use in social research: authenticity, 

credibility, representativeness and meaning.  

While archival or documentary materials may be of value as part of the research process, 

it is also of note that such secondary documentation was not created for the purpose of 

the research being undertaken and as such care should be taken to applying it to 

research and it will commonly be used in conjunction with other materials (Saunders, 

Lewis & Thornhill, 2016). Within the context of this research documentary research has 

been utilised in providing context around the three organisations used as case studies 

and in particular as part of understanding the organisational values and beliefs and in 

considering how these relate to the values of quality management systems in particular.   

3.4.3 Experiment 

The use of laboratory experiments in social sciences is not historically widely used except 

for psychology albeit some argument is presented for the benefit of experiments in 

economics and other areas of social sciences (Falk & Heckman, 2009). The purpose of 

an experiment is described by Saunders, Lewis & Thornhill (2016) as “to study the 

probability of a change in an independent variable causing a change in another 

dependent variable.” (p178). Given the importance on the use of hypothesis in the 
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design of an experiment and contrasted with the approach already detailed in this 

chapter for this research, it is clear that an experiment approach does not support the 

investigation of the research objectives. Given this simple consideration, an 

experimental approach is not considered supportive of the research objectives and is 

accordingly not further explored in this chapter.  

3.4.4 Survey 

Survey strategies are common in business and management research (Saunders, Lewis 

& Thornhill, 2016), albeit are commonly used with a deductive research approach. A 

survey strategy allows the collection of quantitative data and is often perceived as a 

reliable and authoritative methodology. The methodology can be described as the 

preferred method for answering the ‘what’, ‘who’, ‘where’, ‘how many’ and ‘how much’ 

in the context of research questions (Yin, 2003). Surveys may be conducted in a range 

of different methods which include face to face or telephone, structured or semi-

structured interviews, self-completed mail or online questionnaires (Forza, 2009).  

It is considered appropriate and achievable to integrate a survey method with a case 

study approach to research (Gable, 1994). Finally, consideration for the use of survey 

methods was also given in due respect to the frequency of survey usage identified 

through the papers included as part of the systematic literature review.  

3.4.5 Ethnography 

Ethnography has its roots in anthropology and can be described as the earliest 

qualitative research strategy (Saunders, Lewis & Thornhill, 2016). An ethnographic 

approach to research to greater understand issues or experiences in cultures or sub-

cultures has been applied in elements of public sector services with examples in nursing 

(Robertson & Boyle, 1984; Cruz & Higginbottom, 2013) and education (Hammersley, 

2006). An ethnographic approach would commonly include researchers living amongst 

the persons studied to observe and talk to the subjects to develop the understanding of 

beliefs and behaviours (Cunliffe, 2010). This approach is considered as an influencer 

included in exploring the research objectives is the impact on organisational culture. As 

part of a literature review on instruments used to explore organisational culture, 

including ethnography, were considered by Jung et al. (2009). The study found that there 

were no clear preferences for methods in studying organisational culture and that the 

methods applied very much depended on the research focus.   
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Ethnography is commonly used as an inductive approach, which has commonality with 

this research. While several data gathering techniques can be applied, participant 

observation, along with interviews, is also commonly used (Robertson & Boyle, 1984). 

Ethnography is also described as a challenging strategy due to the timescale and 

intensity required (Saunders, Lewis & Thornhill, 2016). This is therefore considered in 

the context of three case studies being used in this research and the ability of the single 

researcher to commit the time required across all three organisations. Beyond this, the 

focus on observation is questionable in delivering research data specific to the research 

objectives as it is not clear that the actual and perceived barriers and challenges of 

individuals to contributing to continuous improvement initiatives can be observed. 

Indeed if no existing mechanism or process exists in the organisation, observation is 

challenging.  

When considering, working within the environment of the case study organisations, one 

of the argued negatives of an ethnographic strategy is that the observations are 

interpreted and presented by the researcher which can lead to questions about 

individual bias (Saunders, Lewis & Thornhill, 2016).  Finally, the fundamental approach 

for an ethnographic strategy is to consider groups of persons and how they interact; this 

is not truly aligned with the research objectives. Given these considerations, an 

ethnographic strategy has not been adopted as part of this research.  

3.4.6 Action Research 

Kurt Lewin is credited as the originator of action research, described as an iterative 

process where those involved in work participate in the discussion and are interested in 

developing practical solutions (Adelman, 1993). An attractive aspect of action research 

to the current project is the intention that research should have implications in the 

workplace beyond the research (Saunders, Lewis & Thornhill, 2016). The achievability of 

this across three separate organisations is considered challenging by the author and the 

initial approach of understanding the current state, culture and understanding of 

continuous improvement as articulated in the research objectives may be a step beyond 

the current project.     

3.4.7 Grounded Theory 

A further strategy considered for this research was ‘Grounded Theory’ as characterised 

by Saunders, Lewis and Thornhill (2016). They describe a method that is grounded in or 
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developed from data to then develop a theory. Grounded theory in management 

research has been applied for over 30 years, and its use has been widespread in nursing, 

education and psychology (Locke, 2001). The adoption of grounded theory can be 

described as using a methodology that is attentive to the issues of interpretation of data 

but has also been open to misunderstandings such as the presentation of raw data or 

used in the absence of having a research methodology (Suddaby, 2006).  

It has also been suggested that as a method it is in danger of losing credibility due to an 

‘anything goes’ approach by researchers when adopting the methodology and needs 

more discipline and clarity of structure (Jones & Noble, 2007). As a method, grounded 

theory has not been adopted in this research as the approach does not begin with the 

data. It has been argued earlier in this chapter that an abductive approach is being used 

rather than a deductive and as such a theory or hypothesis is not being tested instead 

research objectives have been developed and informed by a literature review.           

3.4.8 Narrative Enquiry 

The detailed personal account or story of a person in social research can provide rich 

and unmistakable evidence of how a situation was experienced by the individual 

(Saunders, Lewis & Thornhill, 2016). The method differs from an interview where 

participants may be asked to summarise experiences or data may be broken up to be 

analysed following interviews and is more intended to be a complete narrative of their 

experience (Chase, 2011).  Given the level of detail and provision of the chronological 

narrative, this method is usually utilised with very small sample numbers (Saunders, 

Lewis & Thornhill, 2016).  As such, it does not support the scale and breadth of this 

research exploring as it does a mixed-methods approach of case studies across three 

organisations in the view of the author.   

3.4.9 Summary of research strategy and alignment to methodological choice and 

philosophy 

Following consideration of the range of methodological options which were tested 

against the research aim and objectives, the choices which have informed the research 

design are summarised in Figure 3.1 below. Within each of the three case studies, the 

interviews and questionnaires were planned to run in parallel. 
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Interpretivism

Post-
modernism

Pragmatism

 

Figure 3.1: Summary of research design (Saunders, Lewis & Thornhill, 2016) 

 

3.5 Sourcing and Selecting Data 

This section of the chapter details the data collection methods and tools which are 

drawn from the methodology and are informed by the context of the research and case 

study organisations discussed in Chapter 1. 

3.5.1 Case Study 

The three case study organisations utilised in this research are described in Chapter 1 as 

part of the context for this research.  As illustrated, the organisations were selected 

partially regarding the practical ability to access relevant staff, partly due to the 

researchers understanding of the organisations and finally due to the similarities in the 

organisations as first responders and emergency services. As such, there is clearly no 

random sampling of the case study organisations instead they have been identified in 

the early stages of this research to ensure similarity  This stated, the selection of the 

organisations are only an aspect of the design of a case study. Yin (2014) discusses the 

importance of the development of a case study protocol and further describes the 

development of a protocol as desirable for a single case study but essential for a multiple 

case study.  

A plan for a case study should contain the following elements. 

• Objective—what to achieve? 

• The case—what is studied? 
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• Theory—frame of reference 

• Research questions—what to know? 

• Methods—how to collect data? 

• Selection strategy—where to seek data? (Robson, 2002) 

Some of these elements are discussed earlier in the chapter and form the broader 

research considerations; however, the case study protocol is described as the container 

for design decisions for the study as well as the procedures for carrying out the research 

(Runeson & Host, 2009). Yin (2014, p85-86) states that there should be four sections in 

a case study protocol.  

A. An overview of the case study 

B. Data collection procedures 

C. Data collection questions 

D. A guide for the case study report 

In consideration of this good practice, a case study protocol has been prepared for this 

research and is contained in appendix ‘A’. The protocol was referred to throughout the 

research process. 

3.5.2 Selecting Samples 

There are two main options for sampling, which can be used to support the research 

and maximise the opportunity to generalise the sample data. Probabilistic sampling 

methods include simple random sampling, stratified random sampling and cluster 

sampling (Collis & Hussey, 2003). It has been argued that probability sampling, while 

suited for quantitative research are rarely suitable for qualitative research (Marshall, 

1996) as they support the ‘what’ questions more than the ‘how’ and ‘why’. Marshall also 

argues that the research questions or objectives should, therefore drive the sampling 

approach. Whilst this research is mixed methods and has elements of quantitative 

analysis an additional consideration was the impact on the case study organisations of 

such a specific sample requirement and the extent to which this might create additional 

organisational concerns regarding access (Saunders, Lewis and Thornhill, 2016). In 

particular in regards to Police Scotland and the Scottish Fire and Rescue Service given 

their ongoing merger communications and internal surveys. 
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The second option is non-probability sampling and in particular, convenience sampling 

and purposive sampling (Collis & Hussey, 2003). Convenience sampling is described as a 

non-probability sampling method where members of the target population meet 

specific criteria such as, accessibility, geography, availability or willingness to participate 

(Etikan, Musa & Alkassim, 2016). However, linked to this is the potential disadvantage 

of bias caused by the selection process, this has been minimised by including invitations 

to participate to persons known to work in the organisations but not known personally 

to the researcher. Also, the opportunity to self nominate to participate in the research 

by including the links on internal websites or closed social media groups.   Purposive 

sampling, on the other hand, is the specific selection of participants due to their skills or 

knowledge or in the case of case studies where the participant will be of particular 

relevance or focus (Neuman, 2014).   

The first consideration discussed is the identification of the population and any target 

population as a subset of the overall population (Saunders, Lewis & Thornhill, 2016). As 

has already been discussed in this chapter, the population are employees of Police 

Service of Scotland, Scottish Ambulance Service and Scottish Fire and Rescue Service. 

Within this, no function, department or specialism has been specifically targeted. It was 

intended to encourage the broadest possible participation for the questionnaires 

undertaken as part of the research and to maximise full completion of the questionnaire 

around the semi-structured elements as such Convenience sampling was selected as the 

most appropriate technique.   

The exception to this is a subset of the interviews where functions are identified to 

understand the organisational perspectives and selection has been informed by the gaps 

and themes in the literature review. The subgroup of specifically targeted personnel for 

interview requests and the rationale for them are shown in Table 3.2. 
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 Police Fire Ambulance Rationale 

Audit Scotland All organisations Identify assessment of 

the organisational 

approach 

Oversight Committee Scottish Police Authority Scottish Fire & Rescue 

Service Board 

Scottish Ambulance 

Service Board 

Identify assessment of 

the organisational 

approach 

Executive Chief Constable, Deputy 

Chief Constable, Assistant 

Chief Constables, Directors 

Chief Officer, 

Deputy Chief Officer,  

Assistant Chief Officer, 

Directors 

Chief Executive, 

Directors 

Identify leadership view 

on organisational 

approach 

Staff 

Associations/Unions 

Scottish Police Federation, 

Association of Scottish Police 

Superintendents, UNISON, 

GMB 

Fire Brigade Union, 

GMB  

UNISON, 

GMB. 

Identify employee 

perspectives on the 

organisational approach 

    Table 3.2: Summary of targeted interviews and rationale 

 

Given, the explicit role-based qualifying criteria for participants, purposive sampling was 

identified as most appropriate for the interview element of data collection. 

The recognised risk of using non-probability sampling techniques is that this may be 

limiting to the generalisation of results to a broader population (Etikan, Musa & 

Alkassim, 2016). Part of the mitigation of this risk is the inclusion of multiple case study 

organisations, as discussed earlier in this chapter. 

3.5.3 Survey 

In selecting a survey method, consideration was also given to undertaking more than 

one approach to meet the objectives of the research. Both the use of questionnaires 

and interviews were utilised to capture a breadth of qualitative data but also explore 

some of the data in greater depth than may be possible in a questionnaire. Linking to 

Yin (2014) comments on the purpose of a case study, the questionnaire was focussed 

on the ‘what’ and ‘how’ and the additional interviews and provide an opportunity to 

explore the ‘why’ in greater detail as well as analyse variation between hierarchical sub-

cultures (Schein, 2010) in each case study organisation.      

3.5.3.1 Questionnaire 

Questionnaires tend to be used for descriptive or explanatory research and may be best 

used linked to other methods (Saunders, Lewis & Thornhill, 2016), they may also be 

alternatively referred to as instruments (Ekinci, 2015). As part of a survey method, 

questionnaires may also be deployed in different ways, including, face to face, 
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telephone, self-completion or online questionnaires (Collis & Hussey, 2003; Forza, 

2009). Structured questionnaires are most commonly used for face to face data 

collection to provide basic information. In contrast, semi-structured interviews offer an 

opportunity for participants to express ideas or perceptions (Simon, 2006) and therefore 

may take longer in completion and require the respondent an opportunity to consider 

and reflect on their response. The example used by Saunders, Lewis and Thornhill (2016) 

is where a questionnaire is utilised to discover attitudes and interviews are then used to 

explore and understand the perspectives. This description accurately covers what is 

intended in this research and why interviews have complemented questionnaires. 

As stated in the introductory overview to this chapter, the meeting of the objectives 

requires both factual information regarding the knowledge of participants around the 

approach of their organisation to continuous improvement as well as their motivations 

and reward as well as their perceptions of the values and culture of the organisation.  

3.5.3.2 Interviews  

As referenced in the previous section, in addition to questionnaires, semi-structured 

interviews were additionally used as part of the survey and the broader case study 

method. These were identified in preference to either structured or unstructured 

interviews which were discounted as the level of knowledge and interpretation of the 

interviewees was considered likely to vary significantly as was the approach to CI by their 

organisation. This risked limiting the opportunity to probe understanding in the case of 

structured interviews. Similarly, unstructured interviews were discounted as the 

content of each interview was informed by the literature review, and as such, there were 

common elements which were desirable to include in each interview. Discussion groups 

or group interviews were discounted due to the availability of the interviewees given 

their seniority within their organisations.     

Such interviews can be referred to as qualitative research interviews (Saunders, Lewis & 

Thornhill, 2016), they are further described as structured around critical themes or 

questions and that these may vary from interview to interview. As discussed in the 

design of the data collection tools, the questions have been drawn from the themes 

identified by the literature review which operate within the theoretical framework of 

organisational, culture, public service motivation and continuous improvement shown 

in Chapter 1.  
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It was additionally recognised that undertaking semi-structured interviews had 

disadvantages as participants may have limited time to consider and answer complex 

questions (Easterby-Smith, Thorpe & Jackson, 2012). However, these presented the 

more significant opportunity to probe more deeply into the perceptions, values and 

beliefs of the participants and was explicitly selected for the executive interviews given 

their role in developing the culture and evolution of the organisation (Deal & Kennedy, 

1982; Handy, 1991) and the importance of leadership in the success of continuous 

improvement initiatives (Waring & Bishop, 2010; McCann et al., 2015). 

3.6 Design and Piloting of identified methods 

The research data collection techniques identified as the best position to support the 

objectives are concurrent mixed methods. As such, the design of each tool is considered 

in this section of the chapter. 

3.6.1 Questionnaire 

The internal validity and reliability of the data in addition to the response rate or level 

can depend on the design of the questionnaire (Saunders, Lewis & Thornhill, 2016). 

Design considerations include the use of open and closed questions, where closed 

questions are easier to complete and to compare for analysis (Foddy, 1994) there was 

an identified need for open questions to obtain the perspectives and opinions of 

participants.  

Guided by the research objectives and informed by the themes from the literature 

review as presented in Figure 2.11, the questionnaire was structured around four 

sections;  firstly the contextual section sought to identify the case study organisation, 

role and non-identifiable personal information about each respondent to additionally 

use this data to determine the membership of sub-cultures within the sample (Schein, 

2010). In particular, as they referred to hierarchy, secondly, continuous improvement to 

explore the organisation's approach and personal understanding, thirdly, a section of 

questions relating to organisational culture and finally a section pertaining to 

motivation.  

The overall completion time required for the questionnaire was considered, and while 

marketing research suggests that ten minutes is the optimum and twenty minutes is the 

maximum time in respect of individual participation (Revilla & Ochoa, 2017), practical 
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consideration was additionally given to the impact on participating staff within the case 

study organisations, the effect of completion on duties and the consideration of 

organisational access if completion time was lengthy. This was a design consideration 

and assessed using Qualtrics software as well as through the pilot phase of 

development.  

The design principle additionally sought to maximise consistency and format of question 

types (McGuirk & O’Neill, 2016) to increase useability. As such, closed questions were 

most commonly formatted as ‘rating’ questions (Saunders, Lewis and Thornhill, 2016) 

and used a ‘Likert’ format with five option response. Likert-style options with seven or 

ten responses were considered as part of the design. Still, the reliability and validity of 

data are unconnected to the number of response points on a Likert type scale (Matell & 

Jacoby, 1971). As such, a five-point response was consistently used, again to increase 

useability as well as response rate and response quality (Babakus & Mangold, 1992; 

Sachdev & Verma, 2004). Where the data to be elicited could not be formatted as a 

rating question, list and ranking questions were utilised (Saunders, Lewis & Thornhill, 

2016). To further and more deeply explore participants perceptions from a qualitative 

perspective, open questions were placed at the end of each section of the questionnaire 

(McGuirk & O’Neill, 2016).   

To ensure focus on achieving the research objectives, a template (Appendix ‘B’) was 

developed to ensure each question was linked to the objectives, sat within the scope of 

the research and was informed by the literature review. The questionnaire was after 

that piloted as discussed further on in this chapter. 

3.6.2 Interview 

The mixed-methods approach of the research design meant that a semi-structured 

interview was included to provide additional qualitative data to support the case study. 

In themselves, Semi-structured interviews are often referred to as qualitative research 

interviews (Saunders, Lewis & Thornhill, 2016). The literature review informed the 

interviews themselves and as such a semi-structured approach supported the inclusion 

of key themes and gaps as well as ensuring the research objectives were thoroughly 

addressed, while still leaving an opportunity for probing views and perceptions of 

interviewees. 
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While supporting a depth of qualitative enquiry, interviews can be time-consuming and 

expensive to conduct and can be much more complicated to design and carry out 

(Mason, 2002). A further potential negative impact is that the interviewee only has a 

short time to consider their response (Bititci & Ates, 2008). These were recognised, and 

the potential impact was built into the research data collection period.  

To ensure key points were covered and appropriate prompts were included where 

relevant, an interview schedule (Appendix ‘C’) was developed to ensure key themes and 

prompts were supported by evidence and related to the research questions. Also, the 

schedule was used as a guide to the researcher during the actual face to face interviews. 

3.6.3 Pilot Phase 

The first draft of the questionnaire was piloted through the provision of the draft online 

using Qualtrics. This did not only assess the questions and to refine the questionnaire in 

the context of both individual questions as well as an overall flow but also the delivery 

mechanism and the associated appropriateness of the questions styles for delivery via 

the online format.  

The draft itself included an explanatory introduction as well as informed consent for 

participation in the questionnaire in line with the ethical considerations discussed later 

in this chapter. As presented earlier in this chapter, the draft was structured around the 

key themes, and each section ended with an open question and opportunity for further 

comment as the respondent saw fit.  

Ten persons participated in the pilot, and these were evenly divided between retired 

employees of the case study organisations and academics who were in similar fields of 

study.  This number was recognised as the minimum valid number for piloting (Fink, 

2013) while balancing the time and resource demand on the researcher (Saunders, 

Lewis & Thornhill, 2016).  

The rationale behind the selection of recently retired staff from the case study 

organisations was that they would not be participating in the final study but would 

possess extensive knowledge of their organisations. They would also be in a position to 

comment on the readability and completion time but more importantly be in a position 

to provide feedback if any questions were unclear or otherwise ambiguous. The 

academics would similarly be able to comment on the readability but additionally the 
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suitability of the individual question format from both design and content perspectives 

and so the representativeness and suitability of the questions (Saunders, Lewis & 

Thornhill, 2016). The guidance provided to participants in the case study requested 

feedback in all the areas discussed and supported the good practice suggested by Bell 

and Waters (2014). 

The questionnaire was thoroughly reviewed on receipt of pilot feedback and refined to 

reflect the suggestions which were minor and related to grammar and typing errors as 

opposed to substantive issues with the meaning and nature of the questions. A copy of 

the full published questionnaire is presented at Appendix ‘D’. In addition to the pilot, 

questionnaire responses were regularly reviewed during the data-gathering phase to 

identify any emerging or common issues in the responses (Saunders, Lewis & Thornhill, 

2016).  

The schedule for the semi-structured interview was similarly piloted and commented on 

by five academics working in similar fields of study, including the researcher’s 

supervisors. The rationale for piloting was the same as for the questionnaire. However, 

members of the case study organisation were omitted as the researcher would be in a 

position to clarify or reword questions during the interview itself.  Many of the themes 

within the schedule were intended as prompts for the interviewer. To ensure all 

interviewees were able to make an informed decision to participate, a standard 

invitation letter was developed (Appendix ‘E’) and delivered via email at the point of 

request. Also, whereas the questionnaire incorporates an informed consent agreement, 

a separate participant consent form (Appendix ‘F’) was developed and was completed 

by each participating interviewee. 

3.7 Analytical Tools for Data 

As referenced in 3.3.2, the quantitative and qualitative data were analysed separately in 

a convergent parallel approach to the mixed methods research. The tools used for each 

data set are discussed below. 

3.7.1 Quantitative Data 

The quantitative data from the questionnaire were analysed using IBM SPSS Statistics 

version 24 to carry out an appropriate range of analysis (Collis & Hussey, 2003) in 

addition to Microsoft Excel which was utilised to create the figures for presentational 
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purposes. It was additionally noted that as with all self-reported data, there was a risk 

of common method bias caused by multiple sources (Liang, Saraf, Hu, & Xue, 2007; 

Podsakoff, MacKenzie, Lee, & Podsakoff, 2003). To avoid this, the analysis followed 

several theoretical and statistical steps. Firstly, the confidentiality of the questionnaire 

was assured for participants, which minimises social desirability bias. Secondly, in order 

to avoid biases in responses the questionnaire was released to each organisation at 

different times and with different approaches to ensure the staggered completion of the 

questionnaires. Thirdly, as all data was collected via Qualtrics, ongoing examination of 

completion times and dates provided reassurance that clusters of completions at similar 

times, which would indicate, shared responses was not present in the sample.   

The initial consideration for the quantitative data was the internal reliability of the data 

as it relates to the design and delivery of the questionnaire as well as the participants 

common understanding of the meaning of the individual aspects of the questionnaire 

(Cooper & Schindler, 2008; Bryman & Bell, 2015). Cronbach’s’ Alpha is one of the most 

used reliability tests in operations management research (Forza, 2009) and medical 

education research (Tavakol & Dennick, 2011). The test is expressed as a measure 

between 0 and 1 to measure the extent to which items in the test measure the same 

concept (Cronbach, 1951). There are differences in opinion regarding the acceptable 

values for the test. Generally, 0.70 to 0.95 have been deemed to be valid (Nunally & 

Bernstein, 1994; Bland & Altman, 1997; DeVellis, 2003). G Power was used to calculate 

the minimum sample size based on power analysis (Faul, Erdfelder, Buchner, & Lang, 

2009; Hair et al., 2017). The G Power results demonstrate that the minimum sample size 

required to generate a power of 0.95 for the proposed study was 495 respondents. 

A further consideration concerning the analysis of the quantitative data and linked to 

the research objectives as they related to culture, was the relationship between sub-

cultures in the organisation as expressed through the hierarchy of management roles 

within the public sector bureaucracies examined in the case studies.  The Kruskal-Wallis 

test is used to test the differences among three or more independently sampled groups 

and is an extension of the two groups Mann-Whitney test (McKight & Najab, 2010). The 

test can be used to analyse the differences in ranks where the individual groups are 

different types of managers (Foster Jr., Wallin & Ogden, 2011).  Accordingly, the Kruskal-

Wallis test was selected to analyse the data from the sub-culture perspective of the 
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managerial hierarchy to understand whether there were different perspectives across 

the group’s themes or question areas of the questionnaire.     

3.7.2 Qualitative data 

For the semi-structured interviews, the majority of interviewees were known to the 

researcher and this reduced the requirements for trust building due to pre-existing 

relationships. Nonetheless, each interview commenced with an introductory session to 

explain the research and the use of data prior to recording and these introductions were 

not analysed (Saunders, Lewis & Thornhill, 2016). Member checking was also 

undertaken with transcripts being shared with some interviewees to confirm accurate 

recording and representation of data (Birt et al., 2016). 

The qualitative data from the interviews and questionnaires were analysed using NVivo 

12 Pro. Given the basis of the interviews being themes derived from a related literature 

review, a directed content analysis approach was utilised (Hsieh & Shannon, 2005). 

Some of the themes were, therefore, pre-figured. However, additional themes emerged 

from the analysis of the data (Rowley, 2012). A total of 28 themes were identified from 

the directed analysis of the interviews and were coded accordingly. These were after 

that regrouped into five overarching themes which would support the presentation of 

the data and the following analysis and discussion which are presented in the case study 

analysis chapters. The individual themes and overarching groupings developed from the 

analysis are shown in Figure 3.2. 
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Figure 3.2: Grouping of emerging themes from NVivo Coding of Interviews 

 

3.8 Ethical Considerations 

In keeping with Heriot-Watt Universities research and ethics policies, in advance of any 

work being undertaken on the case studies, application for approval was made and 

received from the Universities Ethics Committee. Key considerations in developing the 

application were the risk of harm to participants which included the risk of negative 

impact on self-esteem, career prospects or future employment (Bryman & Bell, 2015). 

To mitigate this, firstly, informed consent was sought and received from each participant 

so that they fully understood the nature of the research and how the data would be 

utilised. Participants were informed that they could withdraw that consent at any time.  

In addition to the informed consent, the data gathered during the interviews was 

anonymised to maintain the privacy of the results to the extent that only the researcher 

could match the exact results of the study with the relevant individual participant (Flick, 

2009). As part of the data collection process for the questionnaires, no personal data 

such as names, IP addresses or location was gathered, which could identify individuals 

and the interview responses were anonymised. All data was held on a password-

protected computer and backed up on a standalone password-protected hard drive to 

ensure the integrity of the data and manage access to all data that could be used to 

identify any participant.      
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3.9 Chapter Summary  

This chapter presents a detailed discussion of the research design and methods used in 

the study. Included are the considerations around the methods considered and rejected 

in addition to those that were selected. The multiple case study methodology within the 

critical realist design utilising mixed methods was the approach assessed as best suited 

to achieve the aim and the specific objectives of the research. The chapter additionally 

discussed the detail of the quantitative and qualitative tools, their deployment and the 

analysis of the derived data.  

The next three chapters present the data analysis and key findings of each of the three 

case studies commencing with the Scottish Ambulance Service. 
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Chapter 4                                                                                                      

Scottish Ambulance Service: Analysis and Findings 

4.1 Introduction 

As described in the history and context of the Scottish Ambulance Service (SAS) within 

Chapter 1, it is the most settled organisation included in the case studies. Unlike the 

other two case study organisations, it has existed as a national service since 1947 (St. 

Andrews First Aid, 2019). While it is an independent organisation, it does have strong 

links with the wider National Health Service (SAS, 2019) regarding performance, 

governance and improvement activities. This chapter presents the data collected from 

the relevant executive interviews as well as the questionnaire responses pertinent to 

this case study organisation.  

The structure of the chapter presents the analysis of the interview data firstly. After that, 

the questionnaire analysis of each element is structured into themes as detailed in 

Chapter 3 and illustrated in Figure 3.2. For comparison and discussion, the interview 

themes and questionnaire sections are shown together in Table 4.1. This same structure 

is used in Chapters 5 and 6 to support the cross-case analysis presented in Chapter 7 and 

to support discussion.  

Executive Interviews Questionnaire 

Individual experience & understanding Methodologies applied and approaches to CI 

Organisational strategy & approach Leadership for CI 

Organisational culture Organisational Culture and preparedness for CI 

Motivation for working in the organisation and contributing to CI 

External influences and impact (drawn from open questions included in the questionnaire) 

Embedding a culture of continuous improvement Challenges, Barriers and opportunities to embedding a culture of CI 

Table 4.1: Structure of data themes within Chapter 4 

 

The chapter concludes with a summary of the key points and the contribution made to 

the research objectives.    
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4.2 Overview of Executive Interviews 

Four of the interviews conducted related directly to this individual case study, and the 

interviewees are shown in Table 4.2 below. Whilst this is a small number of interviews 

about an organisation, it is observed that the purpose of the executive interviews is to 

capture the perspective of the leadership of each organisation. As such, the interviewees 

influence the strategy, culture and approach of the Scottish Ambulance Service, which 

is disproportionate to the number of interviews. One executive member of the Scottish 

Ambulance Service Board and three executive members of the organisation itself agreed 

to participate. Requests were made for representatives of the relevant unions also to 

participate. These were declined, and as such, this is the only one of the three case 

studies where union or staff association executives are omitted. The relevant 

interviewees are identified by the letter’s ‘B’, ‘C’, ‘H’ and ‘K’. 

Interviewee Role 

‘B’ Member of the Scottish Ambulance Service Board 

‘C’ Member of the Scottish Ambulance Service Executive 

‘H’ Member of the Scottish Ambulance Service Executive 

‘K’ Member of the Scottish Ambulance Service Executive 

Table 4.2: Interviewees participating in the Scottish Ambulance Service case study 

 

4.2.1 Individual experience and understanding 

One of the four interviewees spoke about having been trained in Six Sigma and having 

an understanding of Lean before commenting on the accessibility of ‘PDSA’ and the ease 

in which it could be trained and applied. All four of the interviewees spoke 

predominantly about their view that they had a straightforward and established 

approach to continuous improvement. This was exampled by Interviewee ‘C’ who 

stated; “The model for improvement we’ve adopted has been quite well-recognised, 

particularly within the fire and rescue service, and to an extent, the police service, as one 

that could usefully be applied in those contexts as well. Because it’s really easy, it’s kind 

of a Plan Do Study Act, which is a continuous improvement technique”.  

Interviewee ‘B’ expressed the view that historically the service moved away from Kaizen 

and Lean due to their view that such approaches were overly cumbersome, monolithic 

and involved too few people in the organisation. This view is notable for its 

disagreement with the literature which broadly recognises Lean in particular as being a 
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bottom-up methodology which involves employees (Lodge & Bamford, 2008; Barton, 

2013; Di Pietro, Mugion & Renzi, 2013). Additionally, the literature review in Chapter 2 

demonstrates that Lean is the dominant methodology in the health sector but that there 

is a lack of understanding of lean and an overreliance on kaizen and rapid improvement 

events (Radnor, Holweg & Waring, 2012; Radnor & Osborne, 2013). While interviewees 

all spoke about PDSA as a focus of continuous improvement, no organisational or shared 

definition of continuous improvement was articulated as part of the service strategy, 

despite this question being asked during the individual interviews. 

The interviewees, therefore, evidenced little training in different CI approaches and 

methodologies but expressed shared views of the consistent application of PDSA in the 

organisation and presented it as a move forwards from Lean and adoption of approach 

aimed at accessibility and increasing employee involvement as well as reducing 

complexity (Interviewees ‘B’ and ‘K’).    

The importance of leadership to the success of continuous improvement was expressed 

by interviewee ‘B’, who stated that the CI journey began with the board to secure 

understanding and expectation within the oversight body and all board members had 

received briefings and inputs. Interviewee ‘B’ stated; “I recognised right at the outset is 

that if we didn’t demonstrate visible leadership around this whole programme, then it 

was never going to work.”. Interviewee ‘C’ stated that the organisation has written into 

its personal specifications that senior managers must either have experience of CI or a 

willingness to learn. 

All interviewees expressed the view that visible leadership support was essential, and 

all four referenced speaking to practitioners on station and department visits. It was 

additionally noted that interviewee ‘C’ was displaying posters on their office walls of 

improvement activity undertaken by members of the service. Still, respondents also 

commented on the link between visible leadership and the importance of strategy and 

a vision for the service shared by executive leaders. Interviewee ‘K’ stated; “So, if you’ve 

got someone who really has a vision for the Scottish Ambulance Service in the future, 

then that helps to pull people along, doesn’t it?”   
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4.2.2 Organisational Strategy and Approach 

The executive interviewees spoke collectively about the adoption of the particular 

technique used within the service; however, there was less detail expressed around the 

strategy and roadmap to delivering CI on an organisational basis. Interviewee ‘B’ stated 

that the organisation had moved away from annual plans and into a more strategic 

planning cycle in which the organisation included its CI programme. Interviewee ‘C’ 

stated that ‘Quality is our business strategy’.  However, interviewee ‘K’ expressed some 

doubt about how clearly the importance of CI was expressed, suggesting it was more 

implicit than explicit in the strategic organisational documents. 

The executive interviewees, therefore, broadly felt that CI was integrated into their 

strategy and reported and monitored at a board level. Interviewee ‘C’ commented that 

there was widespread adoption of the approach “from front line staff all the way up to 

board level”. There was no commentary supplied by interviewees on what sat below 

organisational strategy in terms of policy and practice which might support the 

embedding of a CI culture. One of the gaps identified in the literature review in chapter 

2 is the lack of research on the alignment of CI activities to organisational strategy 

(Svensson et al., 2015). In this case, the interviewees express a view that they have done 

this and created such clear linkages; however, there is no evidence presented on any 

process or practice which supports this. Again, such data, integration with broader 

performance and so on is identified as one of the key success factors in CI deployment 

(Fryer, Antony & Douglas, 2007).  

4.2.3 Organisational Culture  

The interviewees within the SAS clearly and consistently presented the viewpoint that 

they had already undertaken a detailed journey towards creating and embedding a 

culture of continuous improvement and in their view, made significant progress towards 

this. Interviewee ‘B’ stated; “I think I can safely say, has now undergone significant 

cultural change, with continuous improvement being at the heart of everything that we 

do.” They went on to comment on what they perceived as the length of the journey but 

also the scale of the improvement culture in the organisation by observing “So, it didn’t 

happen overnight. Don’t let me pretend it did because it has taken us a long number of 

years to get to the level, we’re at now. Where I know I could go to any division in Scotland 
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and, if I was to call for improvement posters to be presented to me, I would get 12, 20 in 

every division, of active work that’s going on right now.” 

The view of other interviewees was similar in terms of the introduction, culture and 

sustained approach to continuous improvement with interviewee C stating “I think we 

need to continue to make sure that at all levels, people are properly inducted into, this is 

our approach within the Scottish Ambulance Service, this is why this is what it’s achieved 

in terms of the improvement or change that we’ve delivered thus far.” 

All of the interviewees considered that SAS had been on what they viewed as a long 

journey. They perceived that they had achieved a significant shift in culture towards 

continuous improvement, which commenced with the training and focus of their board 

and existed as part of every area of business commencing with induction and through 

promotion and specialisation. There was a recognition however that the journey is not 

complete and that there is an overreliance on key ‘champions’ within the service and CI 

is not yet second nature to the service (Interviewee ‘K’). These assertions are mainly 

explored around the alignment or misalignment of the employee’s perspectives in the 

analysis of the questionnaire data later in this chapter. 

Interviewees were consistent in their perspective that staff joined SAS to make a 

difference to the public and were therefore disposed to engaging in continuous 

improvement. This is exampled by Interviewee ‘C’ who stated, “pretty much everybody 

that joins our service joins because they want to make a difference. They want to improve 

experience for patients and save more lives. That’s the starting point, and you always 

really need to remember that.” 

Despite this perspective towards the disposition of staff, all interviewees commented 

on the need to engage and support their staff and the need for honesty regarding what 

was in their power to change and what was not. The critical tenet expressed across the 

interviews was the requirement for the staff to identify their priorities and 

improvements and support them in achieving this while not taking perspectives on 

public service motivation for granted instead continuing to nurture and develop such 

outlooks of staff. This consistent viewpoint is recorded; however, there is no 

commentary on how this is applied or achieved by executive leaders within the 

organisation. 
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4.2.4 External Influences and Impact 

In recognition of the role of public sector services in society and the relationship with 

politics and government discussed within the context for this research presented in 

chapter one. This aspect of the interviews was intended to explore the level of 

empowerment that executives within the organisation felt around CI as it related to the 

broader public sector and the role of government.  

In this regard there was a spread of perspectives around the interviewees, ‘B’ and ‘C’ 

both expressed the view that the Scottish Government had taken a very supportive 

approach to CI in the public sector and had shown an understanding of the approach 

and language, particularly in the health sector. Interviewee ‘B’ also stated, however, that 

the Government approach to targets and focus on short term activities and outputs 

rather than outcomes were a constant challenge to undertaking improvement activities. 

This was also commented on by interviewee ‘H’ who gave the example of a focus on 

ambulance attendance times and did not take account of ‘pre-entry questions’ which 

were focussed on prioritisation and provided evidence that more lives were being saved 

and this, in turn, was unrelated to ambulance attendance times. 

All of the interviewees spoke consistently and forcefully about the ‘patient journey’ and 

the online and personal methods of gathering the voice of the customer. The executive 

perspective is that this is a strength of the organisation, and feedback is gathered 

through multiple avenues and used to improve services. This was exampled by both 

interviewees ‘B’ and ‘H’ who stated that to provide leadership on the importance of the 

voice of the customer, each board meeting commenced with a patient providing the 

story of their experience or journey with the services. Interviewee ‘B’ commented that 

the approaches adopted by the service went beyond customer feedback and stated “ 

So, when you go into hospital now, my expectation, as part of the improvement cycle, is 

you’ll get a little paper which says ‘What matters to you?’ You’ll be invited to write down 

what matters to you. If you write down there, ‘I’d like to see my dog every day’, then 

somebody in that ward should be working out how you can see your dog every day.”  

4.2.5 Embedding a Culture of Continuous Improvement 

The interviewees from the SAS offered a consistent perspective of CI becoming part of 

the organisation's culture and a balance between stability and change in the 

organisation, and Interviewee ‘K’ exampled this in stating; “ we’ve got to find the balance 
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which is about people being curious and inquisitive about what might be better, but also 

not to do that every day is… You know, “I’m reinventing the world every day,” and the 

effort that it would take to do that.”. There were some suggestions that there were 

sustainability concerns for the future of CI, expressed through observations regarding 

the overreliance on a small group of advocates or champions. This would suggest that 

there is some doubt within the executive membership about the extent of culture 

change in the organisation.      

Interviewees were additionally asked their views around the barriers or challenges 

around embedding CI within the organisation as well as the opportunities which existed 

within the organisation to support such cultural change. These views are summarised 

below in Table 4.3. 

   Barriers/Challenges Opportunities 

Interviewee ‘B’ Inflexibility of previous use of Kaizen/Lean in 

Health 

None Identified 

Interviewee ‘C’ None Identified Focus on small localised improvements and 

staff respond strongly 

Interviewee ‘H’ None Identified People respond positively when you ask 

about making improvements, they don’t push 

back, and so there is a disposition towards 

improving.  

Interviewee ‘K’ People commit to improvements in their 

personal life but less in their professional life, 

the challenge is how they bring this 

commitment into their working life  

None identified 

Table 4.3: Overall summary of interviewees views on barriers and opportunities to embed a culture of 

continuous improvement    

 

The lack of examples of both barriers or challenges as well as opportunities in 

embedding a culture of CI presented by the interviewees may be indicative of the 

viewpoint previously expressed that the service has already achieved a healthy level of 

culture change to make CI part of the approach at all levels of the service. This executive 

perception is tested through a critical analysis of the data obtained from the employees 

of the organisation. However, what can be seen is that the focus of all comments in 

Table 4.3 relates to the staff and their involvement. Two interviewees comment 

positively on staff engagement when improvement initiatives are localised, whereas one 

interviewee comments on the difference in which staff commit to personal 

improvements but less so in their professional lives. 
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4.2.6 Summary of Executive Interviews  

There is a clear understanding of the organisation's approach to CI evidenced within the 

executive leadership at the level of the tools used and the strategic requirement for CI. 

Interviewees have also shown a clear understanding of the difference between CI and 

radical improvement as all members of the executive spoke about the difference that 

individuals can make and the small incremental changes that these focussed on rather 

than discussed the organisation's strategic change plan.  

Interviewees present a negative perception of Lean and Kaizen, and there is no mention 

of Six Sigma, albeit one interviewee has stated that they have been trained in this 

methodology. The sole reliance on PDSA, while simple and accessible to employees, 

could be seen as very restrictive for a broader CI initiative and may limit both the 

benefits developed as well as the sustainability of the initiative (Thomas et al., 2015; 

McCann et al. 2015). There is an equally expressed view that the organisation has a 

culture of CI largely and broadly embedded while also not suggesting that any such 

culture shift is complete, but this sits without a clearly expressed roadmap albeit hints 

at a network of champions, elements of recruitment including either knowledge of or 

willingness to embrace CI methodologies and elements of training through recruit, 

specialist and management training.  

There were several individual examples of CI activity carried out by staff within the 

organisation provided during the interviews but not explicitly the nature of the impact 

and the contribution to performance. The broad approach of the organisation as stated 

by the interviewees was one of a focus on culture change based on an employee-led 

approach, but without necessarily an explicit strategy, roadmap or performance links to 

the CI initiative.  

There was no explicit reference to a roadmap for the continued delivery and further shift 

in organisational culture. Similarly, each interviewee had a complementary view of the 

executive leadership role and approach. However, the impact of this and the employee 

perceptions at all managerial levels of the organisation is further explored in the analysis 

of data of the questionnaire, which is presented later in this chapter.  

It additionally could be suggested from the interviews that the methodology applied 

most broadly by the service was selected for ease and accessibility to promote 

sustainability, again, this perspective of the executive members is critically explored 
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later in the chapter. Interviewee ‘B’ stated; “I think, to me, the PDSA stuff, it is simple. It 

isn’t rocket science, at all, and people engage with it because they can see they can do 

it.” This supported the methodological approach, and accessibility and simplicity were 

presented as a preference for broader Lean or Six Sigma tools. It was also clear that 

within the organisation, there were quality management professionals and experience 

of Lean and Six Sigma. However, the organisational focus was summarised by 

Interviewee ‘H’; “Do we need a jobbing paramedic to be a Six Sigma Black Belt? 

Absolutely not. Do I want a jobbing paramedic to be saying to me every day, “See these 

jobs this week, they’ve really grated on my nerves, and I think we could do better. I would 

like to learn how to try something new.” The literature does not, of course, suggest this, 

nor might it be considered practicable to achieve but what was not provided in the 

executive interviews was a perspective around how the deployment of simple tools by 

staff (PDSA) or the use of quality professionals within the organisation such as black belts 

in Six Sigma coalesced into a roadmap or cohesive strategy for embedding CI in the 

organisation. 

It is finally observed from the interviews that the executive postholders consider that 

the organisation has made a transition towards embedding a culture of CI within the 

organisation.  This is exampled through Interviewee ‘B’ who stated; “I have brought that 

focus into a service which, I think I can safely say, has now undergone significant cultural 

change, with continuous improvement being at the heart of everything that we do.” 

The next section of the case study presents the results of the questionnaire undertaken 

within the broader organisation in line with the methodology and methods outlined in 

Chapter 3. After that, a comparative analysis is made of the perceptions of the executive 

postholders within the organisation and the wider workforce. 

4.3 Overview of Questionnaire 

In total, 694 respondents identified as being employed by the Scottish Ambulance 

Service. Following an initial review of the data, 101 responses were identified as 

incomplete. As such, a total of 593 survey responses were found to be fully completed 

and included in the analysis. As presented in the introductory chapter, the service has 

over 4,500 employees (SAS, 2019).  



Scottish Ambulance Service Case Study 

106 

The respondents identified their own level management responsibility within the 

organisation to inform analysis around organisational culture, motivation, knowledge 

and views within different levels of responsibility. Figure 4.1 is presented to show the 

overall breakdown as this is a core unit of analysis in presenting the data and in 

considering the employee views stratified by responsibility through the organisation. 

 

Figure 4.1: Overview of Line Management Responsibility of respondents 

 

As is shown, 433 (73%) respondents stated that they had no management responsibility, 

albeit many commented that while they did not have people management 

responsibilities, they undertook incident management or patient care management 

roles, this is recognised as an essential role but is not utilised in considering the results. 

91 (15%) respondents identified as first-line managers or supervisors and 34 (6%) and 

29 (5%) identified as middle and senior managers, respectively. 6 (1%) respondents 

within the sample advised that none of the management descriptions was 

representative of their role. Each of the themes used in the analysis is drawn from the 

literature review presented in Chapter 2 and aligned with the research objectives 

articulated within the Methodology in Chapter 3.  

4.3.1 Reliability of Data 

As presented within the methodology chapter, the results for each relevant set of 

responses was assessed using SPSS and in particular, the Cronbach Alpha test to 

understand the internal consistency of the sections of the survey to understand 

reliability before analysis (Tavakol & Dennick, 2011). The overall dataset (n593) returned 
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a value of 0.75. There are differences in opinion regarding the acceptable values for the 

test. Generally, 0.70 to 0.95 have been deemed to be valid (Nunally & Bernstein, 1994; 

Bland & Altman, 1997; DeVellis, 2003). The details of the interrelatedness of the 

questions included in each theme and the questions within the theme are presented in 

Table 4.3 below. However, it is recognised that one of the internal values is below 0.70 

but are above 0.60. It has been argued that 0.6 to 0.7 is an acceptable level of reliability 

whereas above 0.7 through to 0.95 is a good or more significant indication of reliability 

(Griethuijsen et al., 2014; Ursachi, Horodnic & Zait, 2015); accordingly, all reliability 

results are included and presented. 

Theme/Questions Mean Standard 

Deviation 

Cronbach Alpha 

Value 

Organisational Culture and preparedness for CI - - 0.67 

It is my role to make improvements in the workplace 3.35 0.77 - 

It is my role to make improvements in the service we provide 3.36 0.65 - 

I would like to make improvements in my workplace 4.42 0.24 - 

I would like to make improvements in the service we provide 4.51 0.21 - 

My organisation rewards and recognises my motivation through: 1.52 0.34 - 

Leadership for Continuous Improvement - - 0.91 

My manager encourages me to suggest improvements 2.61 0.87 - 

If I suggest improvements, my manager listens and supports me in implementing the 

suggestion 

2.59 0.72 - 

My manager gives me time to implement improvements I suggest 2.31 0.76 - 

My organisation is always looking to improve and do better 2.90 0.49 - 

My organisation has a clear approach to continuous improvement, and I understand how 

to contribute 

2.31 0.51 - 

I feel empowered and trusted to make improvements in the workplace and the services we 

provide 

2.17 0.74 - 

Methodologies Applied and Approaches to CI - - 0.85 

Are you aware of or have you been trained in ‘Lean’  1.32 0.93 - 

Are you aware of or have you been trained in ‘Six Sigma’ 1.18 0.48 - 

Are you aware of or have you been trained in ‘Lean Six Sigma’  1.14 0.50 - 

Are you aware of or have you been trained in ‘Kaizen’ 1.13 0.29 - 

Are you aware of or have you been trained in ‘Rapid Improvement Events’ 1.18 0.78 - 

Are you aware of or have you been trained in ‘Total Quality Management’ 1.28 0.53 - 

Are you aware of or have you been trained in ‘European Foundation for Quality 

Management’ 

1.12 0.22 - 

Are you aware of or have you been trained in ‘Public Sector Improvement Framework’ 1.29 0.33 - 

Motivation for working in organisation and contributing to CI   0.76 

Better work/life balance is the most important influence in my decision to work for the 

organisation. 

2.50 0.10 - 



Scottish Ambulance Service Case Study 

108 

Job security is the most important influence in my decision to work for the organisation. 3.56 0.58 - 

Public sector pension is the most important influence in my decision to work for the 

organisation. 

1.97 0.15 - 

Training & development opportunities are the most important influence in my decision to 

work for the organisation. 

1.98 0.31 - 

Making a difference is the most important influence in my decision to work for the 

organisation. 

3.59 0.22 - 

I would prefer to be recognised for my contribution to CI by financial reward 2.65 0.21 - 

I would prefer to be recognised for my contribution to CI by improved promotion prospects 2.64 0.39 - 

I would prefer to be recognised for my contribution to CI by lateral development 2.27 0.15 - 

I would prefer to be recognised for my contribution to CI by additional training 2.95 0.42 - 

I would prefer to be recognised for my contribution to CI informal thanks 2.65 0.27 - 

I should be provided with time in my working hours to undertake improvement activities 4.36 0.06 - 

I don’t mind doing some extra work to improve our internal processes 3.72 0.31 - 

I don’t mind doing some extra work to improve our services to the public 4.00 0.24 - 

Table 4.4: Overview of reliability of case study questionnaire data    

 

4.3.2 Significance of Data 

The research aim and objectives include the perspective of the culture and specifically 

sub-cultures of the organisation as they relate to the organisation’s hierarchy. 

Accordingly, the data were analysed by the role of the respondent within the 

organisation, specifically, senior manager, middle manager, first-line manager and no 

management responsibility. The Kruskal-Wallis H Test was after that applied to each 

question within the questionnaire. As the hierarchical sub-cultures within the 

organisation are structured around four levels, namely, no management responsibility, 

first-line manager, middle manager and senior manager, there are three degrees of 

freedom for comparison. The purpose of the test was, therefore, to ascertain if the 

distribution of responses was the same across all levels of the hierarchy of whether 

there was significance in the differences between those hierarchical levels. This analysis 

is intended to understand the significance or otherwise of the responses and 

perceptions within different levels of the organisation. Do different levels of employees 

within the organisation hold different views regarding continuous improvement (Foster, 

Wallin & Ogden, 2011)? The results are presented in Table 4.5.   
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Theme/Questions  No 

Management 

Responsibility 

(Mean) 

First Line 

Manager 

(Mean) 

Middle 

Manager 

(Mean) 

Senior 

Manager 

(Mean) 

Significance 

Organisational Culture and preparedness for CI       

It is my role to make improvements in the workplace  2.86 3.73 3.92 4.73 .000*** 

It is my role to make improvements in the service we 

provide 

 3.17 3.73 3.98 4.74 .000*** 

I would like to make improvements in my workplace  4.35 4.52 4.62 4.92 .000*** 

I would like to make improvements in the service we 

provide 

 4.46 4.52 4.70 4.92 .003** 

My organisation rewards and recognises my 

motivation through: 

 1.41 1.74 2.06 2.16 .000*** 

Leadership for Continuous Improvement       

My manager encourages me to suggest 

improvements 

 2.35 3.18 3.63 4.43 .000*** 

If I suggest improvements, my manager listens and 

supports me in implementing the suggestion 

 2.37 3.07 3.45 4.08 .000*** 

My manager gives me time to implement 

improvements I suggest 

 2.09 2.77 3.20 3.89 .000*** 

My organisation is always looking to improve and do 

better 

 2.77 3.06 3.51 3.88 .000*** 

My organisation has a clear approach to continuous 

improvement, and I understand how to contribute 

 2.16 2.54 2.99 3.32 .000*** 

I feel empowered and trusted to make improvements 

in the workplace and the services we provide 

 1.96 2.58 3.25 3.64 .000*** 

Methodologies Applied and Approaches to CI       

Are you aware of or have you been trained in ‘Lean’   1.21 1.33 1.97 3.25 .000*** 

Are you aware of or have you been trained in ‘Six 

Sigma’ 

 1.13 1.12 1.47 2.15 .000*** 

Are you aware of or have you been trained in ‘Lean 

Six Sigma’  

 1.10 1.06 1.38 2.13 .000*** 

Are you aware of or have you been trained in ‘Kaizen’  1.09 1.08 1.38 1.7 .000*** 

Are you aware of or have you been trained in ‘Rapid 

Improvement Events’ 

 1.09 1.11 1.99 2.72 .000*** 

Are you aware of or have you been trained in ‘Total 

Quality Management’ 

 1.22 1.22 1.60 2.34 .000*** 

Are you aware of or have you been trained in 

‘European Foundation for Quality Management’ 

 1.10 1.05 1.22 1.54 .000*** 

Are you aware of or have you been trained in ‘Public 

Sector Improvement Framework’ 

 1.26 1.26 1.40 1.96 .002*** 

Motivation for working in organisation and 

contributing to CI 

      

Better work/life balance is the most important 

influence in my decision to work for the organisation. 

 2.45 2.60 2.64 2.66 .182 

Job security is the most important influence in my 

decision to work for the organisation. 

 3.60 3.85 3.38 2.52 .001*** 

Public sector pension is the most important influence 

in my decision to work for the organisation. 

 1.93 2.11 2.21 1.89 .306 

Training & development opportunities are the most 

important influence in my decision to work for the 

organisation. 

 2.01 1.74 1.87 2.46 .132 
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Making a difference is the most important influence 

in my decision to work for the organisation. 

 3.63 3.37 3.46 3.86 .569 

I would prefer to be recognised for my contribution 

to CI by financial reward 

 2.62 2.68 3.42 3.02 .351 

I would prefer to be recognised for my contribution 

to CI by improved promotion prospects 

 2.55 2.68 3.42 3.02 .059 

I would prefer to be recognised for my contribution 

to CI by lateral development 

 2.22 2.41 2.52 2.56 .148 

I would prefer to be recognised for my contribution 

to CI by additional training 

 3.09 2.81 2.39 2.14 .008*** 

I would prefer to be recognised for my contribution 

to CI informal thanks 

 2.69 2.53 2.18 2.80 .736 

I should be provided with time in my working hours 

to undertake improvement activities 

 4.35 4.38 4.42 4.28 .830 

I don’t mind doing some extra work to improve our 

internal processes 

 3.62 3.87 4.16 4.32 .026** 

I don’t mind doing some extra work to improve our 

services to the public 

 3.95 4.02 4.29 4.46 .127 

Notes: **, *** significant at 5 and 1 percent level respectively 

Table 4.5: Overview of the significance of responses by management level.   

 

The Kruskal-Wallis test above supports the organisational culture perspective of sub-

cultures, where there the different perspectives between hierarchical groups are 

significant when considering the perception of the culture of continuous improvement, 

leadership for continuous improvement at both an organisational level as well as from 

a direct line management perspective and additionally as regards knowledge of 

improvement methodologies. In considering motivation for and participation in 

continuous improvement, this is shown to be primarily an individual perspective and not 

related to hierarchical sub-cultures albeit with certain exceptions which are discussed 

later in this chapter.  

4.3.3 Organisational Culture and Preparedness for Continuous Improvement 

This section presents the survey questions focussed on understanding the current 

culture of the organisation from the employee’s perspectives as they relate to both their 

view on whether improvement activity is within their role and also their desire to 

undertake improvement activity. The headings are drawn from the questionnaire and 

structured to represent the disparities evidenced in the responses. In some cases, the 

sections explore single areas of focus, and in others, they combine questions to explore 

the perceptions of the respondents further.  
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4.3.3.1 Internal Process Improvements vs External Service Improvements 

Within the literature, the lack of staff involvement in setting up continuous 

improvement initiatives was identified as a failure factor (Lodge & Bamford, 2008; 

Barton, 2013; Abdallah, 2014). This section considers whether the staff within the case 

study organisation consider it part of their role to participate in such initiatives and 

whether they would desire to be involved and additionally explores whether they 

prioritise either inward-facing improvements or improvements in service delivery. This 

additionally links to the research on public service motivation and seeks to understand 

whether staff view internal policy and practice improvement as being directly related to 

‘making a difference’ to the public in the service they provide (Horton, 2008). 

The mean responses presented by the hierarchical role within the organisation are 

presented below in Figure 4.2. The higher the mean is indicative of the strength of view 

of the sample group. 

 

Figure 4.2: Breakdown of employee perspectives on involvement by management responsibility    

 

With increased seniority in the organisation, data indicate a growing belief that it is 

within the individual’s role to make improvements within the organisation. Respondents 

with no management responsibility (mean: 2.86) do not consistently agree that internal 

improvements are in their role. While first-line managers (mean: 3.73), middle (mean: 

3.92) and senior managers (mean: 4.73) feel increasingly strongly that it is within their 

actual job role. When asked about improvements which were focussed on service 

quality rather than internal process, Senior, middle, and first-line managers felt similarly 

firmly regardless of whether improvements were internally or externally focussed. In 
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contrast, those employees with no management responsibility felt more strongly that 

improvements to service were within their roles (mean: 3.13).  

This data are suggestive that those with management responsibility feel similarly, but 

with increasing strength of viewpoint about whether internal or external improvements 

are within their respective roles. In contrast, the group with no management 

responsibility feel more strongly that improving service delivery is within their role than 

internal improvements. The different strength of feeling within hierarchical groups is 

significant, as shown in Table 4.4. The consideration that employees respond more 

strongly to improvement activity with outcomes which improve service delivery to the 

public is further discussed in the next chapter.  

The employee perspectives were further explored by contrasting their views on whether 

improvement activity was part of their role with their perspective on whether they 

would personally like to make improvements in their organisation. All four groups 

responded more strongly about whether they would like to make improvements than 

whether it was already their role, which is suggestive that there is a healthy cultural 

perspective around a commitment to improvement within the organisation. Such 

improvement activity is aligned with the culture and across sub-cultures. Those with no 

management responsibility returned mean scores of 4.42 concerning whether they 

would like to make improvements within the workplace and 4.51 about improving the 

provided service. While they do not consider it to be their role, there is a stronger desire 

actually to be involved in making improvements.  

The perspective of comparing what staff consider to be their role and what they would 

like to contribute evidence an increasing confluence of views suggestive of a shared 

belief when consideration is given of a desire to improve service to the public as all 

means are above 4.51 linked to this question area. Respondents cannot be seen at the 

lower levels of management seniority of the organisation to link internal process change 

to improving outcomes to the service for the benefit of the public. This is suggestive that 

there is no clarity on the roadmap for CI delivery within the organisation and the overall 

aim or intended benefits. As evidenced by the results of the Kruskal-Wallis test, the 

extent to which an employee feels that CI is part of their role depends on their 

hierarchical sub-culture.      
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4.3.3.2 Reward and Recognition Systems 

An aspect of employee perspectives on CI was additionally how their participation was 

recognised or rewarded. The literature presented in Chapter 2 identified a gap in 

understanding the importance of reward and recognition as success factor albeit some 

references were identified (Fryer, Antony & Douglas, 2007; Fryer & Ogden, 2014). 

Accordingly, the questionnaire explored perceptions of how the respondent’s 

participation or contribution was recognised and rewarded. The data across hierarchical 

groups are shown in Figure 4.3, with a mean of one being the most deficient perception 

and five being the strongest. 

 

Figure 4.3: Reward and recognition from management responsibility perspectives. 

 

While, the more senior the manager, the more likely they felt that their contributions 

were recognised or rewarded, the responses were reasonably negative across all groups 

with employees considering either that they were not rewarded or recognised. 

Additionally, any such recognition was very ad-hoc and dependant on individual 

managers. An essential feature of any CI system is a reward and recognition system 

(Bessant & Francis, 1999) with most systems focussed on rewarding the behaviour 

rather than the suggestion or value of the suggestion itself. The responses are indicative 

of no formal processes for recognition or a lack of use or awareness of such processes. 

As Chang (2005) states, reward and recognition of performance should be an exact 

product of performance measurement and contribution to an improvement in such 

performance. There is clear evidence that such processes are not part of the culture of 

the organisation from the employee’s perspective but particularly as regards the staff 
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group less senior in the organisation. Again, the Kruskal-Wallis test evidence that the 

differences in perspective depending on the hierarchical group responses shown Table 

4.5.  

4.3.3.3 Free text comments in relation to organisational culture  

Participants were additionally provided with the opportunity to add any additional 

comment within their responses about the culture of their organisation, and these were 

analysed further to understand the views and feelings of the respondents. A total of 74 

comments were made within the 593 completed questionnaires. These were analysed 

and are presented by themes using an affinity diagram as a method of presenting a large 

amount of data in a more manageable structure (Plain, 2007) and consolidates the 

gathered information (Spiridonidou, Kampi & Chorianopoulos, 2010). The themes are 

structured around the different management sub-culture levels included in the survey 

in Figure 4.4 below. 

No Management 
Responsibil ity                        

(53 Comments)

First Line Managers             
(13 comments)

Senior Managers                   
(7 comments)

Middle Managers                  
(1 comment)

Non-engaged leadership 
(4 comments)

Over focus on 
performance targets       

(3 Comments)

Lack of local 
communication               

(1 comment)

Lack of resources              
(1 comment)

CI too driven by data only 
(1 comment)

Lack of Strategy/planning 
(1 comment)

Lack of consistent 
recognition of staff          

(1 comment)

Non-engaged leadership 
(10 comments)

Over focus on 
performance targets       

(6 Comments)

Lack of consistent 
recognition of staff          

(4 comments)

Lack of Strategy/planning 
(8 comments)

Lack of empowerment   
(3 comment)

Lack of empowerment   
(1 comment)

Negative management 
behaviours                        

(12 comments)

Lack of resources              
(4 comments)

Lack of training & 
development structures          

(1 comment)

Lack of communication               
(3 comments)

Negative engagement by 
unions                               

(1 comment)

Over focus on personal 
experience                         

(1 comment)

Lack of communication               
(1 comment)

Negative management 
behaviours                        

(3 comments)

Lack of resource planning               
(1 comment)

Lack of empowerment   
(1 comment)

Lack of resources             
(1 comment)

 

Figure 4.4: Affinity diagram of comments made by participants in relation to organisational culture. 

 

Given the largest number of respondents identified as having no management 

responsibility, the most comments also come from this group. Broadly, all free text 
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comments made are negative around the culture with the most common theme in this 

area being negative behaviours of managers. These predominantly relate to the nature 

of communications around performance as well as perceptions of blame being 

attributed by managers when performance targets are not met. These perceptions are 

complemented by views of a distant leadership who have not worked on the frontline 

of the organisation and are not engaged in listening to and understanding staff. The third 

most common theme by staff with no management responsibility was a perception that 

the organisation is very short term focussed and reactive without a clear long-term 

strategy on CI. The next most commented on area was an over-focus on a target led 

culture, and this linked to the perceived negative behaviours of managers.  

The comments presented by the respondent group with no management responsibility 

align closely with failure factors from broader research around CI methodologies in 

manufacturing and services (Johnson & Swisher, 2003; Anbari & Kwak, 2004; 

Chakrabarty & Tan, 2007; Albliwi et al., 2014).  

Concerning first-line managers, there was a commonality of views about the 

engagement of leadership and their listening to front-line staff as well as an over-focus 

on performance targets rather than outcomes. Perhaps of note is that there were no 

comments made about management behaviours. Only one respondent who identified 

as a middle manager, commented on the organisation's culture, and their view was that 

the staff on the frontline were insufficiently listened to.  Finally, the most commented-

on theme by senior managers was also negative management behaviours and in 

particular communications around performance targets and the assignation of blame.  

The free text comments would broadly reflect the survey responses and in particular, 

the employee views on being listened to and on the organisation's approach and 

strategy towards CI. What does come out strongly from the analysis of the comments 

which is not evident elsewhere is a perception of a ‘blame culture’ in particular around 

performance targets which could be seen as an inhibitor to the development of the CI 

culture (Bessant & Francis, 1999).  

There is, therefore, a particular corollary with the poor views around reward and 

recognition with comments on negative management behaviours and comments 

suggesting a perceived blame culture in particular concerning performance targets. The 

comments related to staff not being listened to or feel they are insufficiently listened to 
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potentially also link to the different strengths of employee perspectives on 

improvement being part of their role and separately their desire to make a difference. 

The questionnaire comments and responses in this area would therefore suggest that 

there is a significant gap between the perspectives of the executive leadership of the 

organisation around the culture change journey and how embedded CI is within the 

organisation. Additionally, in all areas of this theme, there are different perceptions as 

it relates to place within the organisational hierarchy with each sub-culture evidencing 

a deteriorating perception of the progress and presence of success factors as they relate 

to research on successful and sustainable CI.  

4.3.4 Leadership for Continuous Improvement 

This theme explores the respondent’s perspectives on leadership for CI and the level of 

support and encouragement provided by managers which would support the 

sustainability of CI initiatives. Visible leadership is commonly referred to in the literature 

as a success factor for the implementation and sustainability of CI initiatives (Fryer, 

Antony & Douglas, 2007; Antony, 2014; Al-Balushi et al., 2014) and the organisational 

approach and commitment to CI will additionally influence the success and sustainability 

of the initiative. 

4.3.4.1 Organisational Leadership 

Employees provided their perspectives on whether their organisation sought to do 

better continually and prioritised improvement and linked to this whether they 

perceived that how the organisation did this was clear and whether they understood 

how they could contribute to this. It is argued in the literature that the sustainability of 

initiatives will be impacted negatively if it sits aside from the core strategy of the 

organisation (Svensson et al., 2015). The responses of each of the groups are shown in 

Figure 4.5. 
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Figure 4.5: Breakdown of employee perspectives on the organisations approach to CI 

 

The respondents with no management responsibility broadly disagreed that they 

perceived their organisation as seeking to continually improve and linked to this even 

more strongly disagreed that there was a transparent approach to CI. Again, there is a 

pattern of increasingly positive views as the seniority of each group rises with senior 

managers agreeing that somewhat they saw their organisation as seeking to improve 

continuously.  When this is considered along with the perspectives of the executive 

leadership interviews, it is clear that the organisation's approach to CI is less known, 

understood and embraced the further away from direct contact with executive 

leadership the respondent is.   

These responses are suggestive of a lack of clarity of the organisation’s priorities in this 

regard but also all groups responded more poorly around the clarity of the organisation's 

approach to CI and how they could become involved. Bessant and Francis (1999) 

comment on the need for strategic alignment and clarity of approach in terms of 

successful CI. This lack of research in the public sector regarding strategic alignment and 

integration of CI Initiatives was identified as a gap in the literature in Chapter 2.   

The strong senior leadership requirement which is a success factor of CI implementation 

(Hahn et al., 1999; Coronado & Antony, 2002; Laureani & Antony, 2017) was not 

consistently experienced by the employees across all levels of the organisation. Neither 

was there a perceived clarity of how the organisation approaches CI and how individuals 

become involved. This is also considered in the context of the previous theme where 
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culturally, there is an intense desire across all groups to become involved in 

improvement activity as drawn from the elements of public service motivation, but a 

lack of knowledge on how to become involved.    

In addition to the organisational leadership for CI, employees were also asked to 

consider the approach of individual leaders in the context of their line managers. 

 

Figure 4.6: Breakdown of employee perspectives on the leadership of managers in relation to CI. 

 

In considering, different levels of management responsibility, there is a clear shift 

towards individuals feeling more encouraged, listened to and supported in enacting 

improvements the more senior they become in the organisation. While this is positive 

for some of the organisation, the more senior the manager, the more removed from day 

to day operations they can be and the staff closest to the delivery of the service can be 

best placed to identify value from waste (Bortolotti et al., 2018). This can lessen staff 

involvement in continuous improvement despite the agreed importance to success and 

sustainability that they are involved (Barton, 2013; Di Pietro, Mugion & Renzi, 2013). It 

can be seen, therefore that the staff most attuned to the needs and activities where the 

organisation needs to improve are those who feel least supported concerning actually 

making improvements. It is additionally notable that the trust and support commented 

on is often highly valued by the recipient. However, managers would seem to welcome 

this from their managers but decreasingly demonstrate this as the seniority decreases 

in the organisation. 
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4.3.4.2 Empowerment 

While, the importance of employee involvement in continuous improvement initiatives 

is argued (Stanton et al., 2014; McCann et al., 2015) the feeling of being empowered 

and being trusted to deliver continuous improvement within employee roles is not 

extensively discussed in the literature (Rodgers & Antony, 2019).  

 

Figure 4.7: Breakdown of employee feelings of empowerment 

 

Again, the Kruskal-Wallis test applied to this question and presented in Table 4.5 

evidences that the distribution of responses is not consistent across the different 

hierarchical levels and there are distinct differences in perception through the 

organisational hierarchy. Again, the involvement and empowerment of staff to make 

improvements are classed as a critical success factor in sustaining successful CI initiatives 

(Abdallah, 2014).  

The free text comments made by respondents and presented in Figure 4.4 were 

explored to identify any consensus or underlying rationale around the culture and in 

particular, the differences experienced by different sub-cultures in a hierarchical 

organisation. Senior managers comment focussed on concerns around 

micromanagement and short- term focus on performance figures. This is, of course, 

contextualised by the 79% who stated that they did feel empowered and trusted to 

some extent. Similar, to comments on the organisation's approach, there was a feeling 

around a lack of resource planning and trying to do too much at any one time. Again, it 

was perhaps notable that the middle management group made the minimal comment.  
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The common themes across both the first-line manager group and those with no 

management responsibility were again focussed on a belief that the service was driven 

by short term performance targets and goals and was focussed on ‘firefighting’ with a 

lack of consistent priorities and strategy around CI. The different perceptions of being 

empowered across different hierarchical groups were to be relevant to the different 

level of the individual within the hierarchy. The full comments made regarding the 

organisational culture are contained within appendix ‘G’ and are presented by level of 

management responsibility.  

4.3.5 Methodologies Applied and Approaches to Continuous Improvement 

Having explored, understanding of continuous improvement and perceptions around 

the organisation's approach to CI, particularly about leadership and organisation 

culture, this section of the chapter explores the actual knowledge of the most common 

methodologies deployed regarding CI. The business excellence frameworks, European 

Foundation for Quality Management (EFQM) and its public sector-specific variation, 

Public Sector Improvement Framework (PSIF) were included due to their frequent use 

in the public sector in the context of CI (Rodgers, Antony and Penman, 2019). Figure 4.8 

shows the number of respondents who have received training in any methodology or 

framework presented by level of management responsibility within the organisation. 

 

Figure 4.8: Breakdown of respondents who have trained or have awareness in CI methodologies or 

frameworks 

 

The literature review presented in Chapter 2 demonstrated that whilst the application 

of CI methodologies was disparate across public sector functions, the dominant 
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methodology was lean, particularly within the health service.  The largest group of 

trained personnel within the case study organisation can be seen to be in Lean 

methodology and related Rapid Improvement Events (RIE) which apply lean tools. This 

would be considered to be supportive of the pattern identified in the literature. 

However, it is noted that while Lean is considered to be a bottom-up methodology 

(Hines & Lethbridge, 2008; Snee, 2010), the trained staff are predominantly senior and 

middle managers. Very low percentages of first-line managers and staff with no 

management responsibility identifying as having received any training or having 

significant levels of awareness.  

This is additionally true of other methodologies. Where formal training has occurred, 

this has been undertaken by middle and senior managers, indeed there is a much larger 

number of senior managers who state a level of knowledge of Lean as well as a 

knowledge of Six Sigma and Lean Six Sigma. The executive interviews identified that the 

organisational focus for CI was on deploying PDSA as a tool. It is possible that 

respondents with no management responsibility did not have an awareness of where 

this may fit into CI, regardless, this further evidences a reliance on a single tool used by 

the organisation which again reflects the public sector issues of overreliance on 

individual tools and techniques rather than embracing CI as part of an overall model 

(Radnor & Osborne, 2013). 

While not methodologies, the frameworks, European Foundation for Quality 

Management (EFQM) and the Public Sector Improvement Framework (PSIF) were 

included in the survey as executive interviewees frequently referenced the adoption and 

use of these frameworks in the context of continuous improvement. Within this case 

study organisation, it can be seen, however, that there are shallow levels of awareness 

or training in either framework, with the most robust response being the training of 

senior managers in PSIF. 

The knowledge of methodologies between levels of management within the 

organisation is shown as relevant by the Kruskal-Wallis test results shown in Table 4.5. 

There is not an awareness of CI methodologies across the organisation, which can be 

seen as challenging when seeking to support culture change through employee 

involvement in continuous improvement. It is, however clearly shown that the level of 
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knowledge of CI methodologies among the front-line staff of the organisation is shallow, 

which would be suggestive of a low maturity level for the organisation's approach to CI. 

4.3.6 Motivation for Working in the Organisation and on Continuous Improvement  

The presentation of the data relating to this case study has thus far focussed on the 

perceptions, feelings and knowledge of the individual as it relates to continuous 

improvement within their organisation. This research is focussed on continuous 

improvement but recognises that organisational culture and individual motivation play 

roles within successful implementation and delivery (Gambi et al., 2015). Accordingly, 

this section of the case study explores what motivates participants to work within their 

organisation and within that what motivates them to participate in improvement 

activities as well as how they would expect or prefer to be recognised or rewarded and 

whether this is in line with theories on public service motivation (Perry, Hondeghem & 

Wise, 2010). 

Firstly, respondents were asked to prioritise the factors which influenced their decision 

to work for the organisation. The first four options (Work/Life Balance, Job Security, 

Training & Development Opportunities) were drawn from the literature on public sector 

motivation (Perry & Hondeghem, 2008) and public sector employee’s priorities when 

compared with private-sector employees (Buelens & Van Broeck, 2007). The mean of 

the responses is presented by level of management responsibility in Figure 4.9. 

 

Figure 4.9: Influencing factors in choosing to work for the case study organisation 
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Those respondents with no management responsibility were split between job security 

and making a difference in terms of the most substantial influencing factors similar to 

the responses for middle managers. The only group which does not have the highest 

mean for ‘making a difference’ are first-line managers who prioritise job security as a 

group. This is the only influencing factor where the hierarchical management structure 

can be shown to evidence different perspectives as Job security is of particular 

importance to the less senior staff and less so to middle and senior managers.  The 

responses would support the results from the organisational culture section of the 

survey, where respondents felt that they wanted to make improvements. This aligns 

with the overall response that they work for the organisation most strongly to make a 

difference albeit other factors, particularly job security are influences.  

In this area, there is not a significant difference across hierarchical cultures in the 

organisation, with motivation being an individual driver which was independent of 

organisational seniority. The exception to this is job security which is of decreasing 

importance in the context of management seniority but a clear priority for staff with no 

management responsibility, this has not been presented amongst the strongest 

motivators within previous studies (Ritz, Brewer & Neumann, 2016). This would suggest 

that differentiation between public sector motivation and public service motivation 

discussed in the literature (Buelens & Van Broeck, 2007) is less compartmentalised than 

suggested. This is because elements of each are in evidence in the case study and are 

individual motivating factors less dependent on seniority in the organisation than other 

areas of the case study data. 

Linked to motivation for working in the organisation and the desire to make a difference, 

all groups of respondents strongly felt that there should be an explicit provision in their 

workload for improvement activities with all groups returning a mean of over 4.0 in 

response as shown in Figure 4.10;  
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Figure 4.10: Making contributions to continuous improvement 

 

Whilst recognising that there was a strong feeling across the organisation that part of 

the working day should include improvement activities, respondents were additionally 

asked about their feelings towards undertaking extra work aimed at improving internal 

processes or the provision of services. These results are linked to the gaps around an 

organisational roadmap to embedding continuous improvement, where previously the 

least senior staff in the organisation felt that CI was not within their role. There was clear 

stated sentiment towards a willingness to undertake additional work, but through all 

levels of the organisation, there was a feeling that staff should be provided time to 

undertake CI activities, through for example inclusion in job descriptions and task 

allocation by managers.    

Respondents felt more strongly about being involved in improvement activities where 

they perceived the outcome as directly improving service to the public than with 

improving internal processes where there was less clear linkage. This willingness to 

improve internal processes did show a clear difference in perspectives between levels 

of the organisation with more senior staff differentiating less between internal process 

and service improvements. This is again indicative that the improvement of service 

provision is a shared value across the organisation, whereas commitment to improving 

internal process varies by seniority in the organisation.  

The final question relating to motivation was linked to reward and recognition, 

respondents were asked how they would prefer to see their contribution to 
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improvements in the organisation to be recognised. The summary of responses by the 

level of management responsibility in the organisation is shown in Figure 4.11. 

 

 Figure 4.11: Preferences for reward and recognition amongst respondents 

 

The priorities for appropriate reward or recognition was not significantly different across 

the hierarchical groups in the organisation (Table 4.5). Elements of public sector 

motivation to ‘make a difference’ can be seen in the strength of responses around a 

simple, informal thanks where the literature would suggest that the gratification comes 

from the motivation of helping others (Ritz, Brewer & Neumann, 2016). Broadly, the 

method of recognition was more relevant to the individual rather than the hierarchical 

group. The exception to this is ‘Additional Training’ opportunities which were of greater 

priority and importance to those lower in the organisational hierarchy. It seems clear 

from the responses that any reward and recognition system should be broad and flexible 

to match contribution with reasonable reward albeit for less senior staff the provision 

of training is a valued form of reward and recognition. These results are also compared 

to the responses around whether staff feel recognised for contributions as shown in 

Figure 4.3, where there is strong feeling across all groups that their contributions are 

not currently recognised.     

4.3.6.1 Free text comments concerning motivation  

Participants were additionally provided with the opportunity to add any additional 

comment within their responses concerning their motivation for working in the 

organisation and contributing to improvement activities. These were analysed further 

to understand the views and feelings of the respondents. A total of 74 comments were 
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made within the 593 completed questionnaires. These were analysed and are presented 

by themes and structured around the different management levels included in the 

survey within the affinity diagram in Figure 4.12.  

 

Figure 4.12: Affinity diagram of comments made by participants in relation to motivation. 

 

Given the largest number of respondents identified as having no management 

responsibility, the most comments also come from this group. The largest numbers of 

comments in this group relate to dissatisfaction with a perceived lack of empowerment 

which reflects the survey responses. Still, specifically, respondents comment on the 

nature of standard operating procedures being overly prescriptive and rigid and in cases 

preventing them from doing what they view as right. Examples include “Cannot deviate 

from SOP’s, regardless of what is best for the patient as the organisation will not support 

you…” and “…evidence-based practice should be used in patient care not rigid 

application on SOP.” The second most common comment is respondents affirming their 

public sector motivation for doing the job and firmly asserting their desire to make a 

difference. 

First-line managers similarly most commonly commented on a feeling of lack of 

empowerment but secondly, on being demotivated by a lack of leadership, this is 

exampled through; “Higher management people skills are pretty poor in our 

No Management 
Responsibil ity                        

(45 Comments)

First Line Managers             
(15 comments)

Senior Managers                   
(7 comments)

Middle Managers                  
(1 comment)

Demotivated by  
leadership (4 comments)

Demotivated by lack of 
empowerment                  
(6 Comments)

Motivated by making a 
difference                         

(2 comment)

Demotivated by lack of 
recognition                        

(1 comment)

Demotivated by lack of 
development (2 

comments)

Motivated by making a 
difference (11 comments)

Demotivated by lack of 
work/life balance (4 

comments)

Demotivated by lack of 
reward & recognition (5 

comments)

Demotivated by lack of 
wellbeing care (4 

comments)

Demotivated by lack of 
empowerment                        
(12 comments)

Demotivated by 
Government Austerity 

Measures (4 comments)

Demotivated by 
Management culture          

(2 comment)

Demotivated by lack of 
training & development               

(2 comments)

Demotivated by being 
underused                               

(1 comment)

Better working conditions               
(1 comment)

Motivated by 
Empowerment                        
(1 comment)

Motivated by Challenge               
(2 comments)

Motivated by making a 
difference   (2 comments)

Motivated by Reward & 
Recognition                       
(1 comment)

Demotivated by decisions 
made solely on financial 

basis                                   
(1 comment)
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department, where you are more than ever dictated to.” and “middle managers empty 

stations of crews so that top managers are not confronted by road crews.” 

It is particularly noted that in the hierarchy of the organisation, the motivational factors 

that senior managers talk about positively and are valued in their roles are mirrored as 

lacking by those respondents with no management responsibility or who are first-line 

managers. It is additionally evident from Figure 4.11 that many of those who responded 

felt that they strongly wanted to reiterate their desire to make a difference and their 

public sector motivation. In many cases, this was their driver regardless or organisational 

culture or behaviours.  

Following on from organisational culture comments shown in Figure 4.4, there are again 

negative views on a lack of reward and recognition, and this emerges through a number 

of the themes in the survey. The full comments made by respondents around motivation 

are included as appendix ‘H’. 

4.3.7 Barriers, Challenges and Opportunities for embedding a Culture of 

Continuous Improvement 

Strongly linked to the research objectives, all respondents were provided with an 

opportunity to comment on what they viewed as the challenges and barriers (Appendix 

I) for continuous improvement in the organisation as well as the opportunities 

(Appendix J) to embedding a culture of CI. These questions were not supplementary to 

any of the other themes as with the previous opportunities for further comment at the 

end of survey sections.  There were 284 responses to the question of opportunities for 

a culture of CI within the organisation. A total of 220 comments were included in the 

analysis.  Three hundred forty-two responses to the question on challenges were made 

and once reviewed, were included in the analysis. The ten most commonly commented 

on opportunities are presented first in Figure 4.13. 
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Figure 4.13: Themes from responded comments on opportunities to embed a culture of CI. 

 

The largest number of respondents linked being a learning organisation to having a 

culture of CI. Fifty-one comments all viewed the further development of this area would 

create an opportunity. The only group not to comment in this area was middle 

managers. The views ranged from specifically course-based learning to carrying out 

‘debriefs’ timeously but was most concentrated on localised CPD to support learning 

and improvement.  

The most explicit direct opportunity to embedding CI was the theme on listening to staff, 

where 38 comments explicitly stated that staff had the knowledge and desire to 

improve, but the organisation needed to listen and to have clear structures and 

processes to harvest this data and desire. This is additionally linked to improved 

communication and engagement being beyond merely listening to staff, comments 

related to the opportunity being created by more clear and increased communication 

around CI and how staff could engage and be encouraged to do so. All four staff groups 

commented on these two areas. The only other area where there was comment across 

all groups was the opportunity to recruit staff with a public sector motivation outlook 

who were driven to make a difference and had fresh ideas and approaches. This is a 

broader recommendation for public sector organisations who do not consistently 

prioritise this in their recruitment (Ritz, Brewer & Neumann, 2016). 

Two themes which were very reflective of the organisational hierarchy were firstly a 

view that opportunity would be created if managers led by example in the context of CI 
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and empowered staff, were open to ideas, supported staff in implementing those ideas. 

These comments came from staff with no management responsibility or first-line 

managers. The second theme, focussed on the view of an existing opportunity to drive 

CI, which was the senior management perspective that the organisation had a motivated 

and committed workforce in terms of delivering services and which should support the 

implementation of CI.  

The most commented-on challenges and barriers are also presented and shown in 

Figure 4.14.     

 

Figure 4.14: Themes from responded comments on barriers & challenges to embedding a culture of CI. 

 

The most commented-on theme was leadership for CI, which was commented on by all 

levels of management within the organisation but accounted for over 20% of all 

comments made by respondents with no management responsibility. The comments 

focussed on perceived negative behaviours areas such as consistency of message, 

support for making improvements, leading by personal example and attitudes and 

behaviours, which would not support CI. This theme can also be linked to the perceived 

barrier on staff feeling that they are not listened to as regards suggestions for 

improvement or the effectiveness of planned change.  The area of most agreement was 

the view that unless improvement activities are built into roles and workloads, there will 

be no capacity for CI within the organisation. 

The barriers of staff not feeling valued and fairness or opportunity related in particular 

to reward and recognition and a feeling of a small few within the organisation receiving 
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training and opportunities came in particular from the groups of first-line managers and 

those with no management responsibility but were not commented on by senior and 

middle managers. 

Overall, all groups additionally commented on external influences and the nature of 

budget cuts and associated short term activities to meet financial targets being a barrier 

to undertaking improvement activity. 

4.4 Summary of the Scottish Ambulance Service Case Study 

In summarising the case study data for the Ambulance service, an overview of the data 

is presented in Table 4.6. 

Management Sub-
Culture 

Theme 

Organisational 
Culture & 
Preparedness for CI 

Leadership for CI Motivation Challenges & Barriers Opportunities 

No management 
responsibility 

Feel positive; it is 
their role to make 
improvements, but 
do not feel 
commitment is 
rewarded. 
Comment on 
negative 
management 
behaviours and 
overfocus on 
performance 
targets.  

Do not feel 
encouraged or 
supported by their 
managers and do not 
feel there is a 
transparent 
approach to CI. 
Comment on non-
engaged leadership 

and lack of strategy 

The strongest 
motivating factor was 
‘making a difference’ 
followed by job 
security. Most strongly 
wanted commitment 
rewarded by additional 
training. Most 
negatively impacted by 

lack of empowerment 

Lack of leadership was 
firmly the most 
commented-on area. 
Staff not being listened 
to was the next largest 
barrier but lack of 
training and lack of 
time provided for 
improvements were 
included The strongest 
external factor was the 
continuing impact of 
austerity measures 

Most 
commented on 
area was 
improved 
training and 
learning would 
create 
opportunities 
along with 
engaging with 
and listening to 
staff. Evidence 
of managers 
leading by 
example was 
also included. 

First Line Manager Feel positive; it is 
their role to make 
improvements, but 
do not feel 
commitment is 
rewarded. 
Comment on 
overfocus on 

performance targets 

Feel reasonably 
positive about 
management 
support and 
encouragement to 
make improvements. 
Comment on non-
engaged leadership  

The strongest 
motivating factor was 
job security, followed 
by ‘making a difference. 
Most negatively 
impacted by lack of 
empowerment 

Lack of time provision 
to make improvements 
was the key area 
followed by staff not 
being listened to.  

Improved 
training and 
learning 
opportunities 
and better 
engagement 
and 
communication, 
along with 
managers 
leading by 
example 

Middle Manager Strongly feel it is 
their role to make 
improvements but 
do not feel 
commitment is 
rewarded 

Feel encouraged, 
supported and 
empowered to make 
improvements. But 
less so than senior 
managers Broadly 
feel there is a clear 
approach to CI 

The strongest 
motivating factor was 
‘making a difference’ 
followed by job 
security. Most strongly 
wanted commitment 
rewarded by improved 
promotion prospects 

Lack of provision of 
time for improvements 
followed by lack of 
training were the key 
comments in this 
group 

Listening to 
staff was the 
most common 
opportunity for 
CI development 

Senior Manager Strongly feel it is 
their role to make 
improvements but 
do not feel 
commitment is 
rewarded 

Feel encouraged, 
supported and 
empowered to make 
improvements. 
Broadly feel there is 
a clear approach to 
CI. Comment on 
negative 
management 

behaviours 

The strongest 
motivating factor was 
‘making a difference’ 
followed by job 
security. Most strongly 
wanted commitment 
rewarded by improved 
promotion prospects 

Lack of time allocated 
to make improvements  

Felt that 
harnessing the 
high level of 
commitment of 
the workforce 
for CI was the 
largest 
opportunity but 
also included 
improved 
engagement 
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with and 
listening to staff  

Executive Leader Perception of 
significant culture 
change over a long 
period and through 
all levels of the 
organisation 

Perception of clear 
approach and visible 
leadership 

View of an engaged 
workforce who want to 
make a difference 
driven by public sector 
motivation 

The inflexibility of 
using kaizen/lean 
previously. Few 
barriers/challenges 
presented 

Focus on small 
localised 
improvements 
to engage 
frontline staff  

Table 4.6: Summary of key themes from data presented by organisational hierarchy 

 

The culture of the organisation is clearly showing that staff want to make improvements 

but that the strength of this commitment is directly related to the hierarchical sub-

culture of the organisation with those most senior feeling most strongly. The 

respondents additionally consistently feel that any commitment to improvement is not 

recognised nor rewarded by the organisation. While there are apparent differences, 

according to seniority, the perception of lack of recognition is consistently low across 

the organisation. These perceptions are distinctly at odds with the executive perception 

of significant culture change around embedding CI in the organisation. 

Considering the theme of leadership for CI in the organisation, the executive perspective 

of a clear approach and visible leadership is supported by senior managers and to a 

lesser extent middle managers albeit there is also a commentary on examples of 

negative management behaviours from both groups. This is not shared to the same 

extent by front line managers although they feel on balance optimistic about leadership 

but consistently refer to non-engaged leadership. The respondents with no 

management responsibility do not perceive there to be a clear approach to CI and do 

not feel encouraged or supported by their managers. Again, it is shown that each 

hierarchical sub-culture have a distinct perspective on this theme but that the greater 

organisational distance from the executive leaders the lower the feeling of support, 

engagement and encouragement as it relates to CI. This is again suggestive that there is 

a low maturity level of the approach to CI with leadership being less healthy as it relates 

to CI by the level of seniority.    

Motivation was an area where the levels of seniority in the hierarchy were not evidenced 

to be meaningful and were very much a personal choice. There is, however, a schism 

between the stated desire or driver of the workforce to make a difference and their 

actual feeling of opportunity, training, knowledge and empowerment to make such a 

difference. This would also suggest that the theoretical separation of ‘public sector 
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motivation’ and ‘public service motivation’ may not help investigate motivation as it 

relates to CI in the public sector. There is a clear presence of both but with job security 

being the non-public-sector motivation priority. The data on the nature of reward or 

recognition for ‘making a difference’ was however suggestive of differences between 

groups with less senior staffing valuing reward through further training and 

development and more senior staff feeling that this should be recognised in their 

promotion prospects. This again may be suggestive that any formal reward and 

recognition priority should take into account different sub-culture group perspectives to 

be seen as having value to that group. 

Unlike the executive group, the other groups considered there to be a range of 

challenges and barriers to embedding a culture of CI in the organisation. A number of 

the groups commented on the need to allocate and dedicate time for improvement 

activity, where the middle managers additionally felt that there was a lack of training. 

Most significantly for first-line managers and those with no management responsibility 

was a perception that they were not listened to. For the latter group, the most 

substantial barrier was, in their view, a lack of leadership for CI. 

The data as regards opportunities was focused on improved training opportunities and 

learning and engaging with staff from the perspectives of those with no line 

management and first-line managers and both groups commented on a desire to see 

managers leading by example. Middle managers felt that the most significant 

opportunity was in listening to staff and finally, senior managers, as with executive 

leaders, felt that harnessing the commitment and dedication of the staff was the most 

significant opportunity. 

The data is further compared with the literature and theories presented in Chapter 2, 

and these are structured for summary purposes around the first three research 

objectives.   

4.4.1 RO 1: Establish the leadership and follower perceptions on organisational 

culture as they relate to continuous improvement within the emergency 

services case study organisations. 

Within the executive interviews, there is a consistent view presented that the service 

has made significant inroads into embedding a culture of continuous improvement and 

that the organisation has a clear understanding of the selected PDSA methodology as 
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described. Culturally staff within the organisation have a varied perspective on whether 

it is their role to make improvements, and this inclusion increases in line with seniority 

in the organisational hierarchy. Still, in considering whether staff would like to be 

involved in making improvements, the hierarchy of responses evens out with staff at all 

levels of seniority expressing a desire to make such improvements. This is indicative of 

a shared set of values and understandings in this context (Martin, 2002) and as such 

evidences an organisational culture across the case study organisation.  This is linked 

with the strong staff response on the desire to ‘make a difference’ in their roles and 

supports theoretical concepts such as Public Service Motivation (Ritz, Brewer & 

Neumann, 2016). This stated it is additionally clear that stability and security are 

important motivating factors which would be more recognised as Public Sector 

Motivation (Perry & Hondeghem, 2008)  (Figure 4.9).  

Staff at all levels are motivated to engage with continuous improvement, still, within the 

hierarchy of the organisation articulate feelings of lack of empowerment and feeling 

valued and listened to. The importance of employee involvement is a thread through 

the literature (Stanton et al., 2014; McCann et al., 2015).  There is an intense desire that 

time to support CI should be built into workloads (Figure 4.10). Still, staff see external 

drivers in terms of cost-cutting, approach to performance data as hampering 

opportunities to improve service.  

There is additionally a clear knowledge gap in the organisation around CI methodologies 

and tools and options for improvement outwith senior management positions and 

increased training, engagement and empowerment of staff are seen as the critical 

factors in developing a culture of CI. There is a shared set of values and beliefs across 

the organisation as regards CI. Still, barriers and challenges are perceived to sit within 

the hierarchical structure of the organisation in terms of leadership, engagement and 

communication and commitment to achieving improvements through inclusion in 

workload.       

4.4.2 RO 2: Critically compare individual values and motivations as they relate to 

compatibility with continuous improvement methodologies. 

There is an evident lack of understanding within the organisation broadly around the 

options for methodologies, tools and techniques associated with CI (figure 4.8) This can 

inhibit problem-solving, and improvement as solutions are not driven by the assessment 



Scottish Ambulance Service Case Study 

134 

of the identified problem. The critical consideration presented in this objective is to 

explore whether CI methodologies are fundamentally rooted in manufacturing and 

while suitable in those environments unsuitable for public sector (Leggat et al., 2015; 

Bamford et al., 2015). Within the executive interviews, there are clear indications that 

the organisational leadership do not see a conflict in terms of values and beliefs but 

envisage a challenge in the complexity of methodologies such as Six Sigma concerning 

the challenges of delivering core roles. There is however no indication at any level that 

techniques aimed at reducing waste or managing variation in service are misaligned, and 

indeed the latter is a very much a strategic imperative for national organisation in terms 

of equal access to public services geographically. 

One of the key viewpoints presented by staff in this case study is that the current 

performance criteria applied to the organisation in terms of targets impede 

improvement activity. In contrast, one of the key criticisms presented academically 

around the fit of CI in the public sector is the complexity of services which cannot be 

measured in the same way as manufacturing. What is clear from the case study is that 

the staff feel driven by targets and this is an external factor in measuring success, and 

consequently improvements of the Ambulance service as such their level of service is 

measured in similar ways to private sector organisations and manufacturing services 

within those sectors.        

4.4.3 RO 3: Establish and categorise the opportunities, challenges and barriers to 

embedding a culture of continuous improvement in the emergency services.     

In summary of the case study, while executive interviews recognise the journey, there 

is a gap between perspectives of where on the journey the organisation is. Staff feel 

there is a need for more embedded training and development concerning CI as well as 

improved engagement and communications linked to clear evidence that staff 

suggestions are being listened to and where appropriate implemented. There is 

consensus across the organisational hierarchy that these activities will create 

opportunities to embed CI (Figure 4.13). There is an additional view from senior 

managers that the positive motivation of staff to make a difference needs to be 

harnessed and presented (from their perspective) the largest opportunity to the 

organisation. 
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In terms of barriers and challenges, staff voice a lack of leadership on continuous 

improvement as well as a lack of allocated workload time to achieve such improvements 

(Figure 4.14). Within the hierarchy of the organisation, as seniority decreases, comment 

on not being listened to increases. All levels of the organisation comment on budget cuts 

being a barrier to continuous improvement due to the need for year on year reductions 

being made which prohibits efficiency being realised due to organisational 

improvements due to timescales. 

The case study additionally supports the evidence from the literature review that there 

is an apparent lack of a systematic approach or roadmap to delivery of CI initiatives. 

Overall, the barriers and challenges presented from the case study data are internal 

factors relating to strategic alignment and shared understanding of the methodologies 

and journey as well as the need to harness the public sector motivation through staff 

involvement (Abdallah, 2014).  The findings broadly support the emerging themes 

identified from the literature review in chapter 2. Still, they relate less to actual 

methodologies and selection of tools and techniques around CI and more to the 

strategic approach by an organisation and the associated planning, delivery and 

harnessing of resources to improve services. There is a cultural fit around continuous 

improvement evidenced, but the gap between concept and implementation is currently 

perceived as vast and is varied across the hierarchy of the organisation. This is discussed 

further in Chapter 7.  

4.5 Chapter Summary  

This chapter presents the first of the three case studies undertaken as part of the 

research, firstly presenting the analysis of the executive interviews and after that the 

questionnaires.  

The analysis presents the research themes around the organisational culture as regards 

commitment to improvement and how it aligns with the values and beliefs of the staff, 

as well as knowledge of CI and motivation and considered these from the perspectives 

of the hierarchical sub-cultures within the organisation. These are summarised and 

finally considered in the context of the research objectives. 
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Objective Key Points 

RO1 • There is a clear gap in perception of where the organisation is on the CI journey between the leadership and 

the employees.  

• While there is a shared culture of wanting to make improvements, there are feelings of lack of trust and 

empowerment across the hierarchy of the organisation.  

RO2 • A similar gap exists between the leaders and employees knowledge of CI methodologies.  

• While there is no evidence of incompatibility of CI, the broad employee consensus is that externally applied 

target-driven culture does not measure the correct outcomes and negatively impacts on improving service. 

RO3 • Leadership in the organisation present a view of a clear approach to CI.  

• Employees comment on a lack of strategic alignment, leadership, structure and training and development to 

deliver CI activities.  

Table 4.7: Summary of research objectives from Scottish Ambulance Service case study 

 

The next chapter presents the second case study of Police Scotland and follows the same 

structure as this chapter to support readability and comparison.   

  



Police Scotland Case Study 

137 

Chapter 5                                                                                                  

Police Scotland Case Study - Analysis and Findings  

5.1 Introduction 

The Police Service of Scotland (Police Scotland) was created in 2013 by the 

amalgamation of the eight geographic police services and two national agencies 

(Scottish Government, 2012). It is the largest of the three case study organisations 

included in this research, with over 23000 staff and an operating budget of over £1bn 

(Police Scotland, 2019).  

The structure of the chapter presents the analysis of the interview data firstly, and after 

that, the questionnaire analysis. Each element is structured into themes as detailed in 

Chapter 3 and presented in Figure 3.2.  The chapter follows the same structure as 

Chapter 4 to maximise readability and opportunities for comparative analysis across the 

case studies. The identification of themes was discussed in Chapter 3, and the interview 

themes and questionnaire sections are shown together in Table 4.1 in the previous 

chapter.  

The chapter concludes with a summary of the key points and the contribution made to 

the research objectives.    

5.2 Overview of Executive Interviews 

Nine of the interviews conducted related directly to this individual case study. The 

interviewees are shown in Table 5.1 below. One executive member of the Scottish Police 

Authority, two members of HMIC(S) and three executive members of the organisation 

itself agreed to participate. Also, three executive postholders in the relevant staff 

associations and unions participated in the interviews. The relevant interviewees are 

identified by a unique letter. 

 

 

 

 

 



Police Scotland Case Study 

138 

Interviewee Role 

‘A’ Executive member of Her Majesty’s Inspectorate of Constabulary 

‘F’ Executive member of the Association of Police Superintendents (Scotland) 

‘I’ Executive member of Scottish Police Federation 

‘J’ Executive member of Her Majesty’s Inspectorate of Constabulary 

‘R’ Executive member of the Scottish Police Authority 

‘T’ Executive member police branch of Unison 

‘U’ Executive member of Police Scotland 

‘V’ Executive member of Police Scotland 

‘W’ Executive member of Police Scotland 

Table 5.1: Interviewees participating in the Police Scotland case study 

 

5.2.1 Individual experience and understanding 

Three of the interviewees spoke about a direct experience of EFQM and two of those 

also commented on some knowledge of PSIF. One further interviewee had no personal 

training but advised that a number of their staff were undergoing training in Lean.  None 

of the interviewees was of the view that Police Scotland had many any inroads into 

developing a culture of CI. This was exampled by Interviewee ‘U’ who stated, “that is not 

a culture that has been embraced by policing in Scotland, in my view. There have been 

various attempts to do that. People have been trained in some of these methodologies, 

in pockets.”.  

While some interviewees had an experience of business excellence frameworks, none 

had been trained in improvement methodologies, and several of the interviewees stated 

that they had not heard of some of the dominant methodologies such as Six Sigma and 

Lean Six Sigma. All of the interviewees had clear personal views on what CI meant to 

them; however, it was evident that there was no agreed organisational definition which 

would support a shared understanding. This was identified as a failure factor in 

implementing CI in the public sector (Waring & Bishop, 2010; Radnor, Holweg & Waring, 

2012).  

A clear difference between the interviewees from the ambulance service and the police 

service was the understanding of CI being directly related to external influences and the 

requirement for budget savings. Interviewee ‘F’ stated; “They talk about continuous 

improvement tool as a driver for change. It’s imperative within the organisation 

subliminally perhaps, or overtly, in terms of, we need to make savings. There’s a financial 
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envelope, within which the service is operating, which seems to be fixed by 

government.”. Additionally, given the lack of training and knowledge about 

methodologies, there was also evidence of the belief that methodologies were no 

suitable for the public sector, interviewee ‘U’ stated; “People don’t align that sort of 

public service vocation with the rather, sort of, functional methodologies of Lean Six 

Sigma. And probably their understanding of it coming from a manufacturing-type 

environment, where they would see it being more about efficiency and saving money, 

than they would about enhancing quality of service in a service-driven organisation”. 

This reflects evidence drawn from the literature review in chapter 2 where there 

remains a body of work which supports this view (Leggat et al., 2015; McCann et al., 

2015; Bamford et al., 2015). 

Leadership is widely recognised as a core success factor for embedding CI (Desai, Antony 

& Patel, 2012; Goodridge et al., 2015: Laureani & Antony, 2017). Interviewee ‘A’ stated; 

“So, I don’t know, at executive level, if the buy-in or understanding is there around 

continuous improvement and the tools and techniques to deliver it”. Again, the creation 

of the service and the external pressures were presented as an issue around leadership. 

Interviewee ‘I’ commented; “I believe that certainly for the first four years or so of the 

creation of the Police Service Scotland Continuous Improvement, with ‘Spend to Save’, 

‘Investment in People and Time’, ‘Our People Matter’, ‘Fairness, Integrity and Respect’ 

and ‘Your Wellbeing’, all of those were, effectively, bywords for ticking a box and saying 

you were doing it well even if you weren’t”. There was a strong agreement across the 

interviewees that CI had not been a focus for leadership within Police Scotland in its 

early years. Interviewee ‘F’ commented more widely on the emergency services stating, 

“A shared leadership model could and probably should be anchored within a continuous 

improvement approach”. It is clear from the interviews, that whilst the organisation uses 

words such as continuous improvement that there is an awareness that there has been 

no focussed or visible leadership in developing or delivering CI.  

5.2.2 Organisational Strategy and Approach 

As interviewee ‘A’ states, continuous improvement; “has been included and weaved into 

their [Police Scotland] strategy from that it’s a legal obligation so it should be. One view 

would be perhaps it’s mainstreamed, and actually, continuous improvement takes place 

all the time”, but they go on to state that this is not the case.  There is a clear view that 
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CI as a concept is a core element of the organisation's strategy; “You know, when we 

developed a long-term strategy, we had a vision around about excellence in service and, 

well, excellence would, kind of, make you think that you would need to improve, and 

there was some language around about that. The language of continuous improvement 

is in the long-term strategy.” (Interviewee ‘U’).  

There is an agreement that there is little beyond this and no cohesive approach to CI 

within the organisation. “I struggle to see where, you know, strategic meeting that I 

attend, we ever see the word improvement or continuous improvement or whether we 

ever refer to the sort of models that support that.” (Interviewee ‘V’). It is therefore clear 

that while there is a legal requirement on the service to improve and there is language 

to that effect within the organisational strategy, there is no roadmap or structured CI 

activities that sit below that that would support a culture change around CI. It is shown 

however that this is recognised by the interviewees. The importance of business strategy 

around CI linked to public values is expressed as a critical success factor (Juliani & de 

Oliveira, 2017) and more broadly the critical success factors evidence that strategies 

must have linked activities, practices and policies sitting below this such as, quality data, 

measurement and reporting, clear aims and objectives, monitoring and reporting (Fryer, 

Antony & Douglas, 2007), in organisational terms this covers the requirement for a 

roadmap around the CI initiative.      

5.2.3 Organisational Culture  

There was a wide variety of interpretation and perception within the interview group 

around the culture of the organisation. For some the culture around CI is viewed as 

unfavourable and focussed on austerity and budget cuts, “I think the pervasive culture 

and pervasive method of working is about cost-cutting to get down to a stable budget 

to deal with the structural deficit in the budget. There’s lots of politics around about 

some of that, but I don’t think there’s a sense of customer delivery” (Interviewee ‘F’) for 

others, the culture is limiting, “my sense is that policing’s still got a long way to go to 

really embrace innovation and adaptation and change” (Interviewee ‘R’).  

Most commonly interviewees refer to the challenge of sub-cultures which clash due to 

the ongoing integration of the staff into the new organisation. This is exampled by 

interviewee ‘V’ who states, “there is different styles and cultures of policing in different 

parts of the country, you couldn’t compare, you know, the Highlands to Glasgow. You 
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couldn’t compare Edinburgh to Glasgow.” The challenge for the interviewees is that they 

reference identity and process as culture regarding CI and describe how individual sub-

cultures identify. The interviewees express their perception of culture by expressing the 

differences and not the similarities (Martin, 2002).   

The limitation presented around a culture of improvement in the organisation is a 

perceived lack of empowerment. “So, we have a workforce of police support staff who 

are frustrated and being devalued, as a consequence of the fact that that hasn’t been 

dealt with. In terms of their willingness to engage and to help improve the service, I think 

their goodwill has been used up.” (Interviewee ‘F’). “our hardworking frontline staff, 

probably, are now at a position where because of austerity and resourcing, they just get 

through the day, and the capacity and space and energy to do anything more than that 

is probably difficult to ask for.” (Interviewee ‘V’). As such, there is an element of 

resignation presented that the workforce is exhausted by change, that goodwill is used 

up and that staff are seeking to simply ‘make it through the day’. The executive 

perceptions towards the multiple cultures of the organisation reinforce the lack of 

structure or process or leadership around CI and while they could be referenced as 

realistic evaluation of the culture of the organisation are more suggestive or indicative 

of a lack of confidence in the staff to drive and commit to improvement initiatives.  

5.2.4 External Influences and Impact 

The analysis of the interviews of the ambulance service was suggestive of broad support 

for what was perceived as support and leadership from the government. This presents 

very differently within policing where multiple interviewees comment on the negative 

impact of budget cuts and austerity measures on any CI activity to improve services and 

leading to a lack of capacity by front-line staff to contribute. As interviewee ‘U’ states; 

“There are some inherent tensions in the political system where whilst, on the one hand, 

they say, we want collaborative and collective leadership across public services. We want 

to embrace participatory budgeting at a place-based level. You know, the politics and 

the siloes of cabinet secretary’s responsibilities and some of the functions sometimes act 

as a tension against that.”  

Interviewees equally comment on the negative impact that austerity has had on 

enablers for CI activity; “the issue of annual budget allocations is a relatively new one. 

My observation is that it has been a product of austerity. Not that long ago, and whilst 
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it was better but certainly not perfect, the three-year funding cycles at least provided the 

opportunity for a much more strategic vision to be applied to some of the wider policy 

considerations that you could develop on a more stable and firmer footing.”(Interviewee 

‘I’). The leadership of the government and the policies and practices that impact on CI 

in public sector organisations was presented as a gap (Chapter 2) in the current 

literature. The interview analysis of executive leaders in the police service would suggest 

that this is a necessary but understudied area.   

5.2.5 Embedding a Culture of Continuous Improvement 

Across all executive areas explored in the interviews, a picture is presented of a 

recognition of the importance of CI as well as the legal obligation to improve but a 

shared recognition that there is no specific CI strategy or framework, roadmap or 

cohesive deployment of CI within the organisation. Interviewees were also asked about 

their views and perceptions to the barriers and challenges of embedding a culture of 

continuous improvement as well as the opportunities for doing so.  These views are 

summarised below in Table 5.2. 

   Barriers/Challenges Opportunities 

Interviewee ‘A’ Organisation views CI too narrowly as tools and 

techniques. 

The opportunity sits on the scale of change and 

improvement required. The values of the 

organisation are clear, and CI should build on this. 

Interviewee ‘F’ Weak leadership focussed on transactional activities There are gifted, talented people in the organisation 

the opportunity is in giving them a shared sense of 

purpose, encouragement, support and training.   

Interviewee ‘I’ Over focus on financial savings rather than service 

efficiency. Lack of empowerment of senior managers 

Focus on re-motivating people to generate 

development opportunities 

Interviewee ‘J’ Focus on radical long-term projects with no short term 

benefits. No mainstreaming of CI 

Police Scotland has become more receptive to 

feedback in a way that in the first couple of years it 

wasn’t so 

Interviewee ‘R’ Lack of structure and practices to support CI The leadership working well as a team and conveying 

the kind of behaviours that are going to be valued 

and rewarded in the organisation  

Interviewee ‘T’ Proud organisations can view improvement as criticism 

and feel the need to push back against opportunities to 

improve  

The knowledge and experience of the staff that can 

be harnessed to improve services 

Interviewee ‘U’ Lack of buy-in to the language of methodologies, lack of 

empowerment, recognition and links to an outcome 

focussed performance measurement system 

Need to recognise that manufacturing approaches 

will not work in policing and create a model relevant 

for the organisation it’s being placed into 

Interviewee ‘V’ Lack of communication on what improvement looks 

like. Change to budget arrangements 

Let’s get people trained, let's look at process from 

start to finish and use our professional people. The 

solution is our people  

Interviewee ‘W’ The size of the organisation combined with the need to 

drive more local control and empowerment to deliver 

CI. 

The opportunity sits with me in the Executive and 

then how we transfer that into our Superintending 

ranks, the key is middle managers. We are not there 

yet  

Table 5.2: Overall summary of interviewees views on barriers and opportunities to embed a culture of 

continuous improvement    
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Many of the recognised success and failure factors for implementing and sustaining CI 

across sectors are evidenced in summary (Desai, Antony & Patel, 2012; Albliwi et al., 

2014) as well as specific public sector factors (Fryer, Antony & Douglas, 2007; Rahbek 

Gjerdrum Pedersen & Huniche, 2011). CI initiatives are presented in the views of the 

executive interviewees. There is an evident lack of knowledge and understanding of CI 

through the organisation but a recognition that success rests with the employees and a 

need to develop a defined approach, lead by example and empower, reward and 

recognise employees. Many of these themes are evidenced through Chapter two and 

the literature presented therein.  

The overfocus on tools and techniques (Thomas et al., 2015) within CI methodologies 

rather than incorporating strategic and cultural change, shared understanding and 

integrated business practices around people and people development linked to CI 

(Thirkell & Ashman, 2014; de Koeijer, Paauwe and Huijsman, 2014). It can also be seen 

that to some extent the executive leadership at least in part are unconvinced that 

methodologies which can be viewed as rooted in manufacturing apply to the public 

sector (Leggat et al. 2015; McCann et al. 2015; Bamford et al. 2015).     

5.2.6 Summary of Executive Interviews  

The overview of the interviews suggests that the scale of the merger which created 

Police Scotland has been challenging, in particular, the speed at which the merger was 

implemented was commented on. The interviewees present a picture of a desire to 

embrace CI as a concept but gaps in knowledge and understanding around 

implementation and in particular, a pathway around the three stages of deployment 

(Readiness, implementation and sustainability). These areas have been under-

researched as they relate to the public sector and it can be argued from the literature 

and the executive views above that the focus on tools and techniques has in some way 

defined CI for the public sector. This would perhaps additionally support the suggestion 

that implementations in the public sector are rushed to relieve immediate budget 

pressures (Papadopoulos & Meralli, 2008).  

Positively, the interviewees identify many of the areas where the organisation has 

shortfalls, but competing priorities around short-term pressure to save money may 
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specifically prevent long-term activity to deliver positive changes to the organisation. 

This is where cohesive and sustained leadership and direction over a prolonged period 

are required. This needs to be combined with a focus on engaging the workforce through 

all levels of the hierarchy.   

The next section of this chapter goes on to explore the data from the questionnaire for 

this case study.  

5.3 Overview of Questionnaire 

In total, 92 respondents identified as being employed by Police Scotland. Following the 

initial review of the data, five responses were identified as incomplete. As such, a total 

of 87 survey responses were found to be fully completed and included in the analysis. 

As presented in the introductory chapter, the service has over 23,000 employees (Police 

Scotland, 2019). At the point of the research being undertaken, Police Scotland was still 

undergoing large scale organisational change. It had many internal staff surveys running 

and so declined to provide access to the questionnaire on their internal systems. This 

largely accounts for the difference in numbers between respondents from SAS and 

Police Scotland.    

As with respondents for all three case studies, they identified their own level 

management responsibility within the organisation to inform analysis around 

organisational sub-culture, motivation, knowledge and views within different levels of 

responsibility. Figure 5.1 is presented to show the overall breakdown as this is a core 

unit of analysis in presenting the data and in considering the different perspectives 

around hierarchical sub-culture. 
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Figure 5.1: Overview of line management responsibility of respondents 

 

As is shown, 17 (20%) respondents stated that they had no management responsibility, 

albeit similar to the ambulance service some respondents commented that while they 

did not have people management responsibilities, they undertook incident 

management or training management roles, this is recognised as an essential 

operational function but is not utilised in considering the results. 18 (21%) respondents 

identified as first-line managers or supervisors and 25 (29%) and 27 (31%) identified as 

middle and senior managers, respectively. As with Chapter 4, each of the themes used 

in the analysis is drawn from the literature review presented in Chapter 2 and aligned 

with the research objectives articulated within the Methodology in Chapter 3. They are 

presented in the same structure for each case study to optimise ease of comparison and 

discussion. 

5.3.1 Reliability of Data 

For this case study, the overall dataset (n87) returned a value of 0.75. There are 

differences in opinion regarding the acceptable values for the test. Generally, 0.70 to 

0.95 have been deemed to be valid (Nunally & Bernstein, 1994; Bland & Altman, 1997; 

DeVellis, 2003). The details of the interrelatedness of the questions included in each 

theme and the questions within the theme are presented in Table 5.3.  

Theme/Questions Mean Standard 

Deviation 

Cronbach Alpha 

Value 

Organisational Culture and preparedness for CI - - 0.73 

It is my role to make improvements in the workplace 4.49 0.26 - 

It is my role to make improvements in the service we provide 4.62 0.22 - 

I would like to make improvements in my workplace 4.80 0.10 - 

I would like to make improvements in the service we provide 4.88 0.07 - 

My organisation rewards and recognises my motivation through… 2.12 0.29 - 

Leadership for Continuous Improvement - - 0.89 

My manager encourages me to suggest improvements 3.74 0.16 - 

If I suggest improvements, my manager listens and supports me in implementing the 

suggestion 

3.58 0.24 - 

My manager gives me time to implement improvements I suggest 3.36 0.26 - 

My organisation is always looking to improve and do better 3.51 0.45 - 

My organisation has a clear approach to continuous improvement, and I understand how 

to contribute 

2.61 0.31 - 

I feel empowered and trusted to make improvements in the workplace and the services we 

provide 

3.16 0.28 - 
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Methodologies Applied and Approaches to CI - - 0.84 

Are you aware of or have you been trained in ‘Lean’  2.22 0.58 - 

Are you aware of or have you been trained in ‘Six Sigma’ 1.90 0.32 - 

Are you aware of or have you been trained in ‘Lean Six Sigma’  1.85 0.37 - 

Are you aware of or have you been trained in ‘Kaizen’ 1.37 0.28 - 

Are you aware of or have you been trained in ‘Rapid Improvement Events’ 1.35 0.25 - 

Are you aware of or have you been trained in ‘Total Quality Management’ 1.76 0.57 - 

Are you aware of or have you been trained in ‘European Foundation for Quality 

Management’ 

1.78 0.86 - 

Are you aware of or have you been trained in ‘Public Sector Improvement Framework’ 2.02 0.74 - 

Motivation for working in organisation and contributing to CI   0.87 

Better work/life balance is the most important influence in my decision to work for the 

organisation. 

2.18 0.59 - 

Job security is the most important influence in my decision to work for the organisation. 3.62 0.36 - 

Public sector pension is the most important influence in my decision to work for the 

organisation. 

2.42 0.26 - 

Training & development opportunities are the most important influence in my decision to 

work for the organisation. 

1.90 0.26 - 

Making a difference is the most important influence in my decision to work for the 

organisation. 

3.56 0.52 - 

I would prefer to be recognised for my contribution to CI by financial reward 2.65 0.43 - 

I would prefer to be recognised for my contribution to CI by improved promotion prospects 3.25 0.40 - 

I would prefer to be recognised for my contribution to CI by lateral development 2.95 0.06 - 

I would prefer to be recognised for my contribution to CI by additional training 2.22 0.61 - 

I would prefer to be recognised for my contribution to CI informal thanks 2.21 0.49 - 

I should be provided with time in my working hours to undertake improvement activities 4.47 0.09 - 

I don’t mind doing some extra work to improve our internal processes 4.38 0.30 - 

I don’t mind doing some extra work to improve our services to the public 4.48 0.29 - 

Table 5.3: Overview of reliability of case study questionnaire data    

 

5.3.2 Significance of Data 

The purpose of the Kruskal-Wallis H test was, to ascertain if the distribution of responses 

was the same across all levels of the hierarchy of whether there was significance in the 

differences between those hierarchical levels. This analysis is intended to understand 

the significance or otherwise of the responses and perceptions within different levels of 

the organisation. The results are presented in Table 5.4.   
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Theme/Questions No 

Management 

Responsibility 

(Mean) 

First Line 

Manager 

(Mean) 

Middle 

Manager 

(Mean) 

Senior 

Manager 

(Mean) 

Significance 

Organisational Culture and preparedness for CI      

It is my role to make improvements in the workplace 4.18 4.31 4.55 4.76 .030** 

It is my role to make improvements in the service we provide 4.37 4.44 4.70 4.83 .005*** 

I would like to make improvements in my workplace 4.68 4.74 4.91 4.79 .090 

I would like to make improvements in the service we provide 4.93 4.81 4.96 4.83 .234 

My organisation rewards and recognises my motivation 

through… 

2.10 1.82 2.01 2.51 .289 

Leadership for Continuous Improvement      

My manager encourages me to suggest improvements 3.56 3.60 3.86 3.85 .714 

If I suggest improvements, my manager listens and supports me 

in implementing the suggestion 

3.43 3.29 3.83 3.65 .000*** 

My manager gives me time to implement improvements I 

suggest 

2.95 3.45 3.49 3.45 .568 

My organisation is always looking to improve and do better 3.51 2.84 3.69 3.87 .719 

My organisation has a clear approach to continuous 

improvement, and I understand how to contribute 

2.31 2.34 2.87 2.85 .088 

I feel empowered and trusted to make improvements in the 

workplace and the services we provide 

2.94 2.83 3.30 3.42 .178 

Methodologies Applied and Approaches to CI      

Are you aware of or have you been trained in ‘Lean’  2.04 1.86 1.87 3.07 .005*** 

Are you aware of or have you been trained in ‘Six Sigma’ 1.91 1.63 1.68 2.34 .191 

Are you aware of or have you been trained in ‘Lean Six Sigma’  1.91 1.55 1.58 2.35 .051 

Are you aware of or have you been trained in ‘Kaizen’ 1.58 1.34 1.03 1.64 .001*** 

Are you aware of or have you been trained in ‘Rapid 

Improvement Events’ 

1.46 1.16 1.13 1.64 .003*** 

Are you aware of or have you been trained in ‘Total Quality 

Management’ 

1.96 1.40 1.28 2.51 .000*** 

Are you aware of or have you been trained in ‘European 

Foundation for Quality Management’ 

1.59 1.26 1.33 3.08 .000*** 

Are you aware of or have you been trained in ‘Public Sector 

Improvement Framework’ 

1.97 1.64 1.47 3.12 .001*** 

Motivation for working in organisation and contributing to CI      

Better work/life balance is the most important influence in my 

decision to work for the organisation. 

2.57 3.02 1.86 1.80 .009*** 

Job security is the most important influence in my decision to 

work for the organisation. 

3.15 3.59 4.02 3.63 .849 

Public sector pension is the most important influence in my 

decision to work for the organisation. 

2.27 2.16 2.40 2.76 .843 

Training & development opportunities are the most important 

influence in my decision to work for the organisation. 

2.32 1.90 1.75 1.79 .331 

Making a difference is the most important influence in my 

decision to work for the organisation. 

2.82 3.45 3.83 3.99 .269 

I would prefer to be recognised for my contribution to CI by 

financial reward 

2.16 3.02 3.01 2.46 .270 

I would prefer to be recognised for my contribution to CI by 

improved promotion prospects 

2.80 3.37 3.74 3.09 .896 
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I would prefer to be recognised for my contribution to CI by 

lateral development 

2.93 2.92 2.91 3.03 .724 

I would prefer to be recognised for my contribution to CI by 

additional training 

3.15 2.48 1.83 1.92 .001*** 

I would prefer to be recognised for my contribution to CI 

informal thanks 

2.06 1.81 2.00 2.92 .271 

I should be provided with time in my working hours to undertake 

improvement activities 

4.60 4.41 4.41 4.49 .581 

I don’t mind doing some extra work to improve our internal 

processes 

4.73 3.99 4.42 4.43 .324 

I don’t mind doing some extra work to improve our services to 

the public 

4.80 4.15 4.37 4.63 .032** 

Notes: **, *** significant at 5 and 1 percent level respectively 

Table 5.4: Overview of the significance of responses by management level.   

 

From the perspective of Police Scotland, it is shown above that there are areas where 

the responses are regularly distributed across the respondents. In areas such as culture, 

the desire to become involved in CI and to make improvements is an individual one and 

not related to place in the organisational hierarchy. In contrast, the consideration of 

whether it is an employees role to do so is dependant on the place in the organisational 

hierarchy. The other consistent data which is directly related to organisational hierarchy 

is the level of knowledge of CI methodologies which, as with the ambulance service, 

reduces in line with seniority with staff with no management responsibility or first-line 

managers rarely having heard of any of the methodologies.  All of the themes are 

presented in more detail in the next sections. 

5.3.3 Organisational Culture and Preparedness for Continuous Improvement 

This section presents the survey questions focussed on understanding the current 

culture of the organisation from the employee’s perspectives as they relate to both their 

view on whether improvement activity is within their role and also their desire to 

undertake improvement activity.  

5.3.3.1 Internal Process Improvements vs External Service Improvements 

A recurring theme within the literature is the lack of staff involvement in setting up 

continuous improvement initiatives. This has been identified as a failure factor (Lodge & 

Bamford, 2008; Barton, 2013; Abdallah, 2014). What has not been explored in the 

literature is the level or strength of staff desire to be involved in CI and whether they 

perceive this to be part of their role. Additionally, and linked to the public service 
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motivation driver of ‘making a difference’ (Buelens & Van Broeck, 2007; Horton, 2008) 

this section explores whether they perceive there to be a difference between inward-

facing improvements or improvements in service delivery.  

The mean responses presented by the hierarchical role within the organisation are 

presented below in Figure 5.2. The higher the mean is indicative of the strength of view 

of the sample group. 

 

Figure 5.2: Breakdown of employee perspectives on involvement by management responsibility    

 

When asked about improvements which were focussed on service quality rather than 

internal process, all groups felt more strongly than with internal improvements but 

again with increasingly strong commitment. In line with seniority within the 

organisation, data indicate the growing belief that it is within the individual’s role to 

make improvements within the organisation, respondents with no management 

responsibility (mean: 4.18) consistently agree that internal improvements are in their 

role, where first-line managers (mean: 4.31), middle (mean: 4.55) and senior managers 

(mean: 4.76) feel increasingly strongly that it is within their actual job role.  

While there are apparent differences between the organisational hierarchy sub-cultures 

about the strength of their view, it is commented that all hierarchy groups feel that it is 

both their desire and role to make improvements. It is noted that for all groups, the 

means are higher about the view that they have a responsibility to improve than their 

desire to improve, albeit all mean values are above 4 out of 5.    
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5.3.3.2 Reward and Recognition Systems 

An aspect of employee perspectives on CI was additionally how their participation was 

recognised or rewarded. The literature presented in Chapter 2 identified a gap in 

understanding the importance of reward and recognition as a success factor albeit some 

references were identified (Fryer, Antony & Douglas, 2007; Fryer & Ogden, 2014). 

Accordingly, the questionnaire explored perceptions of how the respondent’s 

participation or contribution was recognised and rewarded. The data across hierarchical 

groups are shown in Figure 5.3. 

 

Figure 5.3: Reward and recognition from management responsibility perspectives. 

 

While the most senior managers felt that their contributions were recognised or 

rewarded, the group with the second-highest mean were those with no management 

responsibility. First-line managers recorded the lowest average around feeling 

recognised and rewarded. The responses were reasonably negative across all groups 

with employees considering either that they were not rewarded or recognised or that 

any such recognition was very ad-hoc and dependant on individual managers. As stated 

in Chapter 4, Bessant and Francis (1999) view a critical feature of any CI approach is the 

reward and recognition system with most systems focussed on rewarding the behaviour 

rather than the suggestion or value of the suggestion itself. The responses are indicative 

of no formal processes for recognition or a lack of use or awareness of such processes. 

There is clear evidence that such processes are not part of the culture of the organisation 

from the employee’s perspective but particularly as regards the staff groups less senior 

in the organisation.  
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5.3.3.3 Free text comments in relation to organisational culture  

Participants were additionally provided with the opportunity to add any additional 

comment within their responses concerning the culture of their organisation. These 

were analysed to further understand the views and feelings of the respondents. A total 

of 32 comments were made within the 87 completed questionnaires. These were 

analysed and as with the other case studies, are presented by themes. The themes are 

structured around the different management sub-culture levels included in the survey 

in Figure 5.4 below. 

 

Figure 5.4: Affinity diagram of comments made by participants in relation to organisational culture. 

 

Unlike the ambulance service case study, the largest number of respondents self-

identify as senior managers, and the most comments also come from this group. The 

only comment made across all groups is the lack of staff involvement in developing CI. 

However, a lack of leadership is commented on across three groups, as is the negative 

impact of short-term budget allocation.  

The comments presented again align closely with failure factors from broader research 

around CI methodologies in manufacturing and services (Johnson & Swisher, 2003; 

Anbari & Kwak, 2004; Chakrabarty & Tan, 2007; Albliwi et al., 2014).  

No Management 
Responsibility                         
(5 comments)

First Line Managers               
(8 comments)

Senior Managers                   
(13 comments)

Middle Managers                  
(6 comments)

Lack of staff involvement 
(1 comment)

Over reliance on external 
consultants                       

(1 comment)

Negative impact of short 
term budgeting                 

(1 comment)

Lack of leadership              
(1 comment)

Lack of focus on support 
services (1 comment)

Lack of Strategy/planning 
(2 comments)

Lack of Strategy/planning 
(1 comment)

Negative impact of 
unions   (1 comment)

Lack of staff involvement                        
(2 comments)

Lack of consistent 
communication               

(1 comment)

Lack of staff involvement                            
(2 comments)

Lack of leadership                               
(1 comment)

Lack of quick wins               
(1 comment)

Lack of focus on  
wellbeing                           

(1 comment)

Lack of resources             
(1 comment)

Lack of consistent 
recognition of staff          

(2 comments)

Risk aversion stifles 
change                               

(1 comment)

Lack of leadership              
(1 comment)

Negative impact of short 
term budgeting                 

(1 comment)

Negative impact of short 
term budgeting                 

(1 comment)

Lack of empowerment                  
(1 comment)

Negative management 
behaviours                        

(1 comment)

Lack of staff involvement 
(1 comment)

Over focus on pleasing 
partners                            

(3 comments)

Over focus on 
performance targets        

(1 comment)

Lack of stability                
(1 comment)
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A factor not referenced in any literature is the view presented by senior managers of a 

disproportionate focus on pleasing partners through delivering activities and priorities 

which were more within their roles than policing.  

The free text comments would broadly reflect the questionnaire responses, and in 

particular, the employee views on being listened to and on the organisations perceived 

lack of strategy and planning around CI. While an absence of leadership in CI is a similar 

theme to the ambulance case study, there is a clear difference around all groups in that 

the police service respondents do not comment on negative management behaviours 

to the same extent, albeit it is commented on within the senior management group 

alone.  

5.3.4 Leadership for Continuous Improvement 

Visible leadership is commonly referred to in the literature as a success factor for the 

implementation and sustainability of CI initiatives (Fryer, Antony & Douglas, 2007; 

Antony, 2014; Al-Balushi et al., 2014). This section explores the respondent's 

perspectives on the support and encouragement of leaders around CI as well as the 

organisational approach and commitment to CI. 

5.3.4.1 Organisational Leadership 

It is argued in the literature that the sustainability of initiatives will be impacted 

negatively if it sits aside from the core strategy of the organisation (Svensson et al., 

2015). As such, employees provided their perspectives on the organisations approach to 

CI and linked to this whether they perceived the organisations approach was clear and 

whether they understood how they could contribute to this. The responses of each of 

the groups are shown in Figure 5.5. 
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Figure 5.5: Breakdown of employee perspectives on the organisations approach to CI 

 

The first-line manager group of respondents were least favourable in regards to the 

organisation seeking to improve whilst the other groups all returned means between 

3.5 and 4.  However it was clear that while most groups viewed the organisation 

generally positively concerning seeking to improve, all groups returned the view that the 

organisation did not have a transparent approach to CI, nor were they clear on how they 

could contribute. This is contrasted with the respondent’s views from the preceding 

section, where they viewed CI as being part of their role and that they wished to 

contribute to such improvement activity. This suggests that the employees do not see 

any clear structure or process which would allow them to do so.  This would align with 

the analysis of the executive interviews where there was little knowledge of CI 

articulated nor any description of the organisational approach to CI. 

As referenced in Chapter 4, Bessant and Francis (1999) comment on the need for 

strategic alignment and clarity of approach in terms of successful CI. The lack of research 

in the public sector concerning strategic alignment and integration of CI Initiatives was 

identified as a gap in the literature within Chapter 2 and is discussed in Chapter 7.   

An agreed success factor for CI implementation and sustainability is leadership (Hahn et 

al., 1999; Coronado & Antony, 2002; Netland, Powell & Hines, 2019). Strong leadership 

was not consistently experienced by the employees across all levels of the organisation, 

nor is there a perceived clarity of how the organisation approaches CI and how 

individuals become involved. This is also considered in the context of the previous theme 
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where culturally, there is an intense desire across all groups to become involved in 

improvement activity as drawn from the elements of public service motivation, but a 

lack of knowledge on how to become involved.    

In addition to the organisational leadership for CI, employees were also asked to 

consider the approach of individual leaders in the context of their line managers. 

 

Figure 5.6: Breakdown of employee perspectives on the leadership of managers in relation to CI. 

 

Broadly, all hierarchical sub-cultures show the same pattern in commenting on 

leadership for CI, across all perspectives there is a deteriorating perception of the level 

of commitment, from listening, through to supporting and finally to enabling 

implementation. Similar to the ambulance case study, the senior and middle managers 

perceive the highest levels of support and encouragement in contributing to CI. In 

contrast, the two less senior groups feel lower levels of support. Again, the more senior 

the manager, the more removed from day to day operations they can be and the staff 

closest to the delivery of the service can be best placed to identify value from waste 

(Bortolotti et al., 2018). It is additionally observed that the experience of each 

hierarchical group and feeling of support or encouragement is viewed positively by that 

group. However, each group immediately subordinate has a diminishing view, as such 

the managers do not appear to exhibit the same commitment to their teams as they 

value and experience from their managers in the context of CI.    
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5.3.4.2 Empowerment 

The importance of employee involvement in continuous improvement initiatives is 

argued (Stanton et al., 2014; McCann et al., 2015). It is additionally generally referred to 

as a critical success factor for CI across all sectors (Desai, Antony & Patel, 2012; Abdallah, 

2014; Juliani & Oliveira, 2017). 

 

Figure 5.7: Breakdown of employee feelings of empowerment 

 

The Kruskal-Wallis test applied to this question and results presented in Table 5.5 

indicates that the distribution of responses is consistent across the different hierarchical 

levels, and there are no distinct differences in perception through the organisational 

hierarchy. Accordingly, while the group that feel most empowered are the senior 

managers and the group who perceive they are least empowered are the first-line 

managers. However, none of the respondent groups returns mean responses that would 

suggest they feel strongly empowered in the context of CI.   

The free text comments made by respondents and presented in Figure 5.4 were 

explored to identify any further indications around employees feelings of 

empowerment. However, this is only directly referred to in one comment made by a 

senior manager. The full comments made about the organisational culture are 

contained within appendix ‘K’ and are presented by level of management responsibility.  

5.3.5 Methodologies Applied and Approaches to Continuous Improvement 

The data from the ambulance service case studied evidenced deficient levels of 

awareness and knowledge around CI methodologies. The police service responses 
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explored the level of knowledge in the same way. Again, the business excellence 

frameworks, EFQM and PSIF were included due to their common use in the public sector 

in the context of CI (Rodgers, Antony & Penman, 2019). Figure 5.8 shows the number of 

respondents who have knowledge or training in any methodology or framework 

presented by level of management responsibility within the organisation. 

 

Figure 5.8: Breakdown of respondents who have trained or have awareness in CI methodologies or 

frameworks 

 

The literature review presented in Chapter 2 demonstrated that whilst the application 

of CI methodologies was disparate across public sector functions, the dominant 

methodology was lean, particularly within the health service.  Across all methodologies 

presented, the senior management group show the highest level of awareness or 

training, with the highest mean returns for the two business excellence frameworks and 

Lean. Differently from the ambulance service case study, the group that presented the 

second highest mean across all methodologies was those with no management 

responsibilities. The first line and middle managers were the least aware of 

methodologies with each group returning very similar mean scores. It is of course 

contextualised through a broadly low level of awareness or knowledge of methodologies 

within the case study organisation with only three responses returning means of over 

three and all of those within the senior management group. The majority of knowledge 

of methodologies across all groups was less than 2, as presented in Figure 5.8.        

The knowledge of the majority of methodologies between levels of management within 

the organisation is shown as relevant by the Kruskal-Wallis test results shown in Table 
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5.4. Similar to the ambulance service, there is not an awareness of CI methodologies 

across the organisation. This can be seen as challenging when seeking to support culture 

change through employee involvement in continuous improvement and similarly would 

be suggestive of a low maturity level for the organisation's approach to CI. 

5.3.6 Motivation for Working in the Organisation and on Continuous Improvement  

This section of the case study considered what motivates participants to work within 

their organisation and in particular what motivates them to participate in improvement 

activities and how they would expect or prefer to be recognised or rewarded and 

whether this is in line with theories on public service motivation (Perry, Hondeghem & 

Wise, 2010). 

As with the preceding case study, respondents were asked to prioritise the factors which 

influenced their decision to work for the organisation. The first four options (Work/Life 

Balance, Job Security, Training & Development Opportunities) were drawn from the 

literature on public sector motivation (Perry & Hondeghem, 2008) and public sector 

employee’s priorities when compared with private-sector employees (Buelens & Van 

Broeck, 2007). The mean of the responses is presented by level of management 

responsibility in Figure 5.9 below. 

 

Figure 5.9: Influencing factors in choosing to work for the case study organisation 

 

The high means across the groups concerning the importance of job security and for 

‘making a difference’ again suggest that the separation of public service and public 

sector motivation descriptions is not useful in understanding employees motivations as 
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elements of both are prioritised by respondents. For all groups except senior managers, 

the most important motivating factor is job security, followed by making a difference. 

For senior managers, this is reversed.   Similar to the ambulance service, the motivation 

is shown to be mainly an individual choice and perception without clear different 

perspectives between hierarchical sub-cultures. The exception to this is the responses 

to work/life balance where this is most strongly prioritised by first-line managers but is 

viewed as a less critical motivating factor by middle and senior managers.    

Linked to motivation for working in the organisation and the expressed desire to make 

a difference, all groups of respondents strongly felt that there should be an explicit 

provision in their workload for improvement activities with all groups returning a mean 

of over 4.0 in response as shown in Figure 5.10.  

 

Figure 5.10: Making contributions to continuous improvement 

 

All hierarchical groups responded strongly that time to undertake CI should be built into 

workloads. Still, there are additionally high means returned that staff are willing to 

undertake additional work to improve both process and services. This is suggestive that 

the provision of time in the working day for improvement activity would generate even 

higher returns and commitment from staff.  

It is particularly notable in this case study what the highest mean about undertaking 

extra work to improve processes or to improve services comes from the group with no 

management responsibility. In contrast, in other related questions or the preceding case 

study, the highest mean has been returned by the senior management group.  The 
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lowest means of the hierarchical groups were returned by the first-line managers, who 

were also the group that showed the prioritisation of work-life balance along with job 

security over ‘making a difference’.  

As with the ambulance service case study, these results are linked to the gaps around 

an organisational roadmap to embedding continuous improvement, which is identified 

as a critical failure factor in Lean Six Sigma through a systematic literature review (Albliwi 

et al., 2014). This again tracks back to the respondent’s feelings that there is not a clear 

approach to CI nor a straightforward way of contributing, but there is a high level of 

desire to make such contributions. In the police service case study, respondents 

differentiate less between internal improvements and improvements to service, with 

the group with no management responsibility differentiating the least.  

The final question relating to motivation was linked to reward and recognition, 

respondents were asked how they would prefer to see their contribution to 

improvements in the organisation to be recognised. The summary of responses by the 

level of management responsibility in the organisation is shown in Figure 5.11. 

 

 Figure 5.11: Preferences for reward and recognition amongst respondents 

 

The priorities for appropriate reward or recognition was not distributed differently 

across the hierarchical groups in the organisation (Table 5.4) except for additional 

training, which was a strong preference for staff with no management responsibility. 

Broadly, the method of recognition was more relevant to the individual rather than the 

hierarchical group. The first line and middle managers prioritised promotion prospects 
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followed by financial rewards as their priorities for recognition. Similar to the ambulance 

service case study, the responses support the assertation that any reward and 

recognition system should be broad and flexible to match contribution with reasonable 

reward. For less senior staff, the provision of training is a valued form of reward and 

recognition.  

5.3.6.1 Free text comments concerning motivation  

Participants were additionally provided with the opportunity to add any additional 

comment within their responses about their motivation for working in the organisation 

and contributing to improvement activities. These were analysed to further understand 

the views and feelings of the respondents. A total of 19 comments were made within 

the 87 completed questionnaires. These were again analysed and are presented by 

themes and structured around the different management levels included in the survey, 

within the affinity diagram in Figure 5.12 below. 

 

 Figure 5.12: Affinity diagram of comments made by participants in relation to organisational culture. 

 

Within the text responses, a sense of perception of lack of empowerment is shown 

across the three groups with management responsibility. It is the most strongly 

commented area by senior managers.  Again the broader comments reflect recognised 

success and failure factors for CI deployment, this is most clearly reflected in the first 

line managers comments around, training, communication and recognition but is 

focussed on by one respondent, for whom any change appears too late as they state 

No Management 
Responsibility                         
(1 comment)

First Line Managers               
(7 comments)

Senior Managers                   
(8 comments)

Middle Managers                  
(3 comments)

Demotivated by lack of 
empowerment                  
(1 comment)

Motivated by making a 
difference                         

(1 comment)

Demotivated by lack of 
recognition                        

(1 comment)

Motivated by making a 
difference (1 comment)

Demotivated by poor 
communication               

(1 comment)

Desire to leave 
organisation                      
(1 comment)

Demotivated by lack of 
training & development               

(2 comments)

Demotivated by lack of 
empowerment                        
(5 comments)

Demotivated by 
management behaviours               

(1 comment)

Motivated by making a 
difference   (1 comment)

Demotivated by lack of 
government support                       

(1 comment)

Demotivated by decisions 
made solely on financial 

basis                                   
(1 comment)

Demotivated by lack of 
empowerment                  
(2 comments)
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that they wish to leave the organisation. The full comments made by respondents 

around motivation are included as appendix ‘L’. 

5.3.7 Barriers, Challenges and Opportunities for embedding a Culture of 

Continuous Improvement 

Strongly linked to the research objectives, all respondents were provided with an 

opportunity to comment on what they viewed as the challenges and barriers (Appendix 

‘M’) for continuous improvement in the organisation as well as the opportunities 

(Appendix ‘N’) to embedding a culture of CI. These questions were not supplementary 

to any of the other themes as with the previous opportunities for further comment at 

the end of survey sections.  There were 51 responses to the question of opportunities 

what a culture of CI would look like within the organisation.  Sixty-seven responses to 

the question on challenges were made, and once reviewed were included in the analysis. 

The ten most commonly commented on areas of perceived opportunities are presented 

first in Figure 5.13. 

 

Figure 5.13: Themes from responded comments on opportunities to embed a culture of CI. 

 

Across all groups of staff, a perceived opportunity was the motivated workforce, which 

aligns with workforce comments on the willingness and desire to undertake CI. These 

comments were presented in the context that staff felt that they did not have training 

or knowledge about CI, were not listened to nor empowered to make improvements, 

which prevented them from making contributions. As such, a critical opportunity was 
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viewed as listening to staff and communicating with them around CI to harness 

commitment. The middle and senior managers commented on opportunities created by 

the development of a clear CI structure on methods, approaches and clarity on how staff 

could be involved. These groups also spoke about a need for their managers to lead by 

example in embracing and driving CI within the organisation.     

Overall, the comments as regards opportunities suggest the perception that the 

workforce is willing to contribute, but there is no clear leadership and approach to CI 

understood by staff across the hierarchy and including senior managers. This is reflective 

in the knowledge gaps around CI commented on in the executive interviews. This again 

is suggestive that for the employees, one of the most fundamental frustrations is the 

desire to make improvements without the opportunity to do so.  The most commented-

on challenges and barriers are also presented and shown in Figure 5.14.     

 

Figure 5.14: Themes from responded comments on barriers & challenges to embedding a culture of CI. 

 

The two most commented on areas were related and commented on across all 

hierarchical groups. The perception that budget cuts and associated lack of resources in 

particular people to deliver front line services has meant that there is insufficient 

capacity to deliver core tasks. This is further reflected in the views that reductions in 

service from other public service agencies have had a double impact as the requirement 

for the service still exists and the expectations are that the police are required to step in 
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to deliver such services. The next most commented on theme was leadership for CI, 

which was commented on by all levels of management within the organisation but most 

strongly by the senior management group. It is suggestive that they are seeking 

leadership on CI and as such, are not providing such leadership themselves due to gaps 

in approach to and understanding of CI.  

The comments also focussed on perceived negative behaviours by managers, 

particularly around introducing change activity to develop examples for promotion 

rather than focus on improvement, which provided benefits. The comments suggested 

that while ‘leading change’ was a key criterion in the promotion process, making actual 

improvements was not and so was not outcome focussed, but activity focussed.  These 

comments also suggested that the perception was one of self-development for 

promotion purposes rather than delivering improvements. This theme can also be linked 

to the perceived barrier on staff feeling that they are not listened to as regards 

suggestions for improvement or the effectiveness of planned change.   

5.4 Summary of Police Scotland Case Study 

In summarising the case study data for Police Scotland, an overview of the data is 

presented in Table 5.5. 

Management Sub-

Culture 

Theme 

Organisational 

Culture & 

Preparedness for CI 

Leadership for CI Motivation Challenges & Barriers Opportunities 

No management 

responsibility 

Feel positive; it is 

their role to make 

improvements, but 

do not feel 

commitment is 

rewarded. Comment 

lack of staff 

engagement and lack 

of communication   

Broadly feel 

encouraged/ 

supported by their 

managers but do 

not feel there is a 

clear approach to 

CI. Comment lack of 

strategy for CI and 

lack of leadership 

by example 

The strongest 

motivating factor 

was job security, 

followed by 

‘making a 

difference’. Most 

strongly wanted 

commitment 

rewarded by 

additional training. 

Broadly felt there 

was a by lack of 

empowerment 

Lack of resources was 

firmly the most 

commented-on area. 

The next largest 

barrier was but lack of 

training and 

understanding of CI  

The most common 

theme was that 

opportunity lay in 

listening to and 

valuing staff as they 

were motivated to 

contribute but felt 

excluded.  

First Line Manager Feel positive it is 

their role to make 

improvements, but 

as a group feel 

commitment is 

rewarded the least.  

Feel least optimistic 

about management 

support and 

encouragement to 

make 

improvements. 

Have the most 

pessimistic view of 

organisations CI 

approach.  

The strongest 

motivating factor 

was job security, 

followed by 

‘making a 

difference. Most 

negatively 

impacted by lack 

of empowerment 

Most commented on 

budget cuts and 

negative management 

behaviours around the 

focus on personal 

advancement over 

leading by example 

and supporting 

improvements  

Improved training 

and learning 

opportunities and 

better engagement 

and communication, 

along with listening 

to staff 

Middle Manager Strongly feel it is 

their role to make 

improvements but do 

not feel commitment 

Feel most strongly 

that they are 

encouraged, 

supported and 

The strongest 

motivating factor 

was job security, 

followed by 

Lack of resources 

aligned with budget 

cuts were the most 

Improved 

communication and 

engagement with 

staff, creating an 
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is rewarded. 

Comment on the lack 

of staff involvement 

and lack of 

recognition 

empowered to 

make 

improvements. Are 

unclear on the 

approach to CI 

‘making a 

difference’. Most 

strongly wanted 

commitment 

rewarded by 

improved 

promotion 

prospects 

significant barriers for 

this group.  

approach to CI and 

managers leading by 

example.  

Senior Manager Most strongly feel it 

is their role to make 

improvements but do 

not feel commitment 

is rewarded. 

Comment on 

overfocus of pleasing 

partners than core 

functions 

Feel encouraged, 

supported and 

empowered to 

make 

improvements. 

Broadly feel there is 

a clear approach to 

CI. Comment on 

overfocus on 

pleasing partners 

The strongest 

motivating factor 

was ‘making a 

difference’ 

followed by job 

security. Most 

strongly wanted 

commitment 

rewarded informal 

thanks 

Lack of leadership 

around CI followed by 

the impact of budget 

cuts and lack of 

resources.  

Listening to staff, 

improved 

communications and 

engagement as well 

as managers leading 

by example around CI   

Executive Leader Comment that the 

culture has been 

impacted by a focus 

on austerity and 

budget cuts with 

limitations to culture 

change linked to lack 

of empowerment of 

staff 

Expressed a lack of 

knowledge and 

understanding of CI. 

No clear or visible 

leadership around 

CI presented, 

expressed a lack of 

cohesive approach 

to CI  

Negative impact of 

austerity and lack 

of capacity 

impacted on the 

ability of staff to 

contribute 

Need to engage and 

listen to staff and 

harness skills and 

experience and then 

train and develop 

those people 

Lack of leadership 

and buy in to CI along 

with lack of structure 

and practices. No 

mainstreaming of CI   

Table 5.5: Summary of key themes from data presented by organisational hierarchy 

 

Similar to the ambulance service, the culture of the organisation is clearly showing that 

staff want to make improvements but that the strength of this commitment is less 

related to the hierarchical sub-culture of the organisation. This is evidenced as those 

with no management responsibility, and the middle and most senior managers tend to 

feel more strongly than first-line managers, unlike the ambulance service there is a much 

stronger perception by respondents across all groups that contributing to improvements 

is within their role. The respondents felt more strongly than ambulance service 

colleagues that they were rewarded and recognised. However, this was still not a 

strongly felt perception with low mean scores across all hierarchical groups but the 

lowest being first-line managers. The executive interview analysis also shows that those 

participants recognise there has been no culture shift towards embedding continuous 

improvement. 

With the Police Scotland case study, all groups feel broadly encouraged and supported 

by their managers to suggest and implement improvements. Still, groups feel that there 

are no structures or processes to support this as there is not a clear strategy or approach 

to CI. The senior managers and those with no management responsibility both perceive 

there to be a lack of leadership as it relates to CI. This is again suggestive Police Scotland 
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use the term CI at a strategic level but that there is a gap around strategy and roadmap 

where there is no cohesive approach seen to exist at any level of the organisation.    

Except for the senior management group, the other hierarchical groups prioritised job 

security as their priority for working in the service followed by ‘making a difference’. 

This prioritisation of stability and security may be derived from the creation of the 

service and the radical change disruption that has resulted. It may also be mirrored in 

the executive leadership comments and the main negative impact on motivation being 

the austerity measures and resultant lack of capacity. The first line manager group felt 

the least empowered of all the groups and similar to the ambulance service, those with 

no management responsibility prioritised additional training as the most important 

reward for contributing to CI. In contrast, the first line and middle managers prioritised 

improved promotion prospects. The senior managers felt most strongly that an informal 

thanks were the most suitable recognition.     

Across all groups, there is an agreement that the most significant barrier to a culture of 

continuous improvement is the impact of budget cuts and austerity measures which 

have led to a perceived lack of capacity to deliver core services. This is aligned with 

senior managers expressing the view that the impact of such measures on partners in 

the public sector has exacerbated this as the police service have been expected to pick 

up responsibilities cut by partners. However, outwith resource and budgets, a lack of 

leadership around CI was additionally considered to be a barrier. Notably, a lack of 

leadership around and buy in to CI was commented on as a barrier by executive 

interviewees.    

The data as regards opportunities was focused on listening to staff, engaging and valuing 

their experience and then training and developing those staff. This was recognised 

across all groups, including the executive leaders and was a source of consistent 

agreement.   

The data is further compared with the literature and theories presented in Chapter 2, 

and these are structured for summary purposes around the first three research 

objectives.   
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5.4.1 RO 1: Establish the leadership and follower perceptions on organisational 

culture, as they relate to continuous improvement within the emergency 

services case study organisations. 

There are significant gaps in knowledge around the executive leadership about CI 

methodologies and approaches and some evidence of remaining beliefs that such 

methodologies do not align with public sector values and services and that the language 

of them alienates public sector employees. Culturally staff within the organisation 

consistently feel that making improvements is part of their role as well as expressing a 

desire to do so. Similar to the ambulance service, this is indicative of a shared set of 

values and understandings in this context (Martin, 2002).  The strongest job motivating 

factor expressed is of job security would be more recognised in the context of public 

sector motivation (Perry & Hondeghem, 2008). There is a secondary strong staff 

response on the desire to ‘make a difference’ in their roles and supports theoretical 

concepts such as public service motivation (Ritz, Brewer & Neumann, 2016)  (Figure 5.9). 

Staff at all levels are motivated to engage with continuous improvement. Still, within the 

hierarchy of the organisation articulate feelings of lack of empowerment and of feeling 

valued and listened to, this is most evident within the first line manager group. The 

importance of employee involvement is a thread through the literature (Stanton et al., 

2014; McCann et al., 2015).  Like the ambulance service case study, there is an intense 

desire that time to support CI should be built into workloads (Figure 5.10). Staff see the 

impact of austerity measures around budget cuts and lack of resources as having a 

significant negative impact embedding culture change.  

There is additionally a clear knowledge gap in the organisation around CI methodologies 

and tools and options for improvement and clear articulation of a lack of an actual 

cohesive approach to CI. Increased training, engagement and empowerment of staff are 

seen as the essential factors in developing a culture of CI. There is a shared set of values 

and beliefs across the organisation as regards CI. Still, barriers and challenges are 

perceived to sit within the lack of leadership for CI and lack of a cohesive and inclusive 

approach by the organisation. There is evidence of limiting beliefs shown in the 

executive interviews and questionnaire responses that CI is the methodologies, and this 

would align with the findings from the literature review presented in Chapter 2.       
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5.4.2 RO 2: Critically compare individual values and motivations as they relate to 

compatibility with continuous improvement methodologies. 

There is an evident lack of understanding within the organisation broadly around the 

options for methodologies, tools and techniques associated with CI (figure 5.8) This can 

inhibit problem-solving, and improvement as solutions are not driven by the assessment 

of the identified problem. The critical consideration presented in this objective is to 

explore whether CI methodologies are fundamentally rooted in manufacturing and 

while suitable in those environments unsuitable for public sector (Leggat et al., 2015; 

Bamford et al., 2015). Within the executive interviews, there are clear indications that 

the organisational leadership do not see a conflict in terms of values and beliefs and CI, 

but recognise that while the organisation uses the term ‘continuous improvement’ there 

is no overt strategy or supporting plan structure or process to deliver this.  

While there is a less hierarchical difference across the sub-cultures within policing than 

with the ambulance service, it is clear that there are variations around the level of 

knowledge of methodologies as well as motivating factors and priorities for reward and 

recognition. There are apparent similarities over the challenges and inhibiting factors 

around CI between the perceptions of the group. A further key difference with the 

ambulance service is that while there appears a schism between the executive 

leadership perceptions of the cultural shift around CI, in the police service, the executive 

leaders identify the same shortcomings and gaps around the lack of organisational 

culture shift around CI. They also recognise the lack of leadership and cohesive activity 

around CI.     

5.4.3 RO 3: Establish and categorise the opportunities, challenges and barriers to 

embedding a culture of continuous improvement in the emergency services.     

In this case, one of the fundamental differences between the first two case study 

organisations is evidenced. The ambulance service has been in a stable structure as 

described in the context in chapter 1; however, the creation of Police Scotland and the 

perception across the organisation that the focus has been budget cuts and austerity 

measures has left all hierarchical groups in the organisation feeling that there is 

insufficient capacity to deliver frontline services which impact on any CI activity 

adversely.     
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However, in a similar perspective to the ambulance service, staff view a lack of 

leadership and precise approach to continuous improvement as barriers as well as a lack 

of allocated workload time to achieve such improvements (Figure 5.14). Those groups 

less senior in the hierarchy prioritise an organisational lack of understanding of CI 

together with a lack of training and clarity of approach as being barriers. The more senior 

groups focus comment around a lack of leadership and particularly leadership by 

example around CI. 

The case study additionally supports the evidence from the literature review that there 

is n lack of a systematic approach or roadmap to delivery of CI initiatives. Overall, the 

barriers and challenges presented from the case study data are internal factors relating 

to strategic alignment and shared understanding of the methodologies and journey as 

well as the need to harness the public sector motivation through staff involvement 

(Abdallah, 2014).  As with the preceding case study, the findings broadly support the 

emerging themes identified from the literature review in chapter 2 but relate less to 

actual methodologies and selection of tools and techniques around CI and more to the 

strategic approach by an organisation and the associated planning, delivery and 

harnessing of resources to improve services. There is a cultural fit around continuous 

improvement evidenced, but the gap between concept and implementation is currently 

perceived as vast and is varied across the hierarchy of the organisation. This is discussed 

further in Chapter 7.  

5.5 Chapter Summary  

This chapter presents the second of the three case studies undertaken as part of the 

research, firstly presenting the analysis of the executive interviews and after that the 

questionnaires. There is some initial comparison between the first case study presented 

within Chapter 4 to build the picture around the broader state of CI in the public sector. 

The analysis presents the research themes around the organisational culture as regards 

commitment to improvement and how it aligns with the values and beliefs of the staff, 

as well as knowledge of CI and motivation and considered these from the perspectives 

of the hierarchical sub-cultures within the organisation. These are summarised and 

finally considered in the context of the research objectives in the same way as was 

completed for the ambulance service case study. 
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Objective Key Points 

RO1 • There is an evident lack of awareness of CI amongst leaders and employees.  

• The employees show a strong culture of being motivated to make improvements which align with their values.  

• The lack of understanding of CI is evident through the case study organisation.  

RO2 • The leaders provide evidence of doubt around the suitability of CI methodologies to the public sector, but as 

shown above, there is not a clear understanding of these methodologies evidenced.  

• A similar gap exists between the leaders and the employees around knowledge of CI methodologies.  

RO3 • Both leaders and employers share a view that the phrase CI is commonly applied. 

• However, there is a lack of strategic alignment, leadership, structure and training and development to deliver 

CI activities.  

Table 5.6: Summary of research objectives from Police Scotland case study 

 

The next chapter presents the third case study of the Scottish Fire and Rescue Service 

and follows the same structure as the preceding two chapters to support readability and 

comparison. 
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Chapter 6                                                                                                 

Scottish Fire & Rescue Service – Analysis & Findings 

6.1 Introduction 

Similar to Police Scotland, the Scottish Fire and Rescue Service (SFRS) was created in 

2013 by the amalgamation of the eight geographic fire and rescue services and the 

national training school (Scottish Government, 2012). It is the second largest of the three 

case study organisations included in this research with 7,716 staff and an operating 

budget of almost £310m (SFRS, 2019).  

The structure of the chapter presents the analysis of the interview data firstly, and after 

that, the questionnaire analysis. Each element is structured into themes as detailed in 

Chapter 3 and presented in Figure 3.2.  The chapter follows the same structure as 

Chapters 4 and 5 to maximise readability and opportunities for comparative analysis 

across the case studies. The identification of themes was discussed in Chapter 3, and the 

interview themes and questionnaire sections are shown together in Table 4.1 in Chapter 

4.  

The chapter concludes with a summary of the key points and the contribution made to 

the research objectives.    

6.2 Overview of Executive Interviews 

Eight of the interviews conducted related directly to this individual case study. The 

interviewees are shown in Table 6.1 below. One executive member of the SFRS Board, 

two members of HMIC(S) and three executive members of the organisation itself agreed 

to participate. Also, three executive postholders in the relevant staff associations and 

unions participated in the interviews. The relevant interviewees are identified by a 

unique letter. 

Interviewee Role 

‘D’ Executive member of Her Majesty’s Inspectorate of Fire 

‘L’ Executive member of the Fire Brigades Union 

‘M’ Executive member of the Scottish Fire & Rescue Service 

‘N’ Executive member of the Scottish Fire & Rescue Service 

‘O’ Executive member of the Scottish Fire & Rescue Service 

‘P’ Executive member of the Scottish Fire & Rescue Service 

‘Q’ Executive member of the Scottish Fire & Rescue Service Board 
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‘S’ Executive member of fire service branch of Unison 

Table 6.1: Interviewees participating in the SFRS case study 

6.2.1 Individual experience and understanding 

Six of the interviewees referenced experience of using PSIF and a recognition of its basis 

in EFQM. Interviewee ‘Q’ stated “So, I’ve seen Lean come and fail. Great things were 

promised. Very little was ever delivered. Because they were imposed in, all of the people 

weren’t always engaged with them etc. because that stance, that culture wasn’t 

something that existed.” Whereas Interviewee ‘D’ stated “We haven’t recognised 

anything like that. Whether they are within the decision-making environment, they 

might be, but certainly not out in the world”. One interviewee stated their training in 

Lean.  It was also clear from the analysis of the interviews that the Fire and Rescue 

Service focussed activity on business excellence frameworks and in particular PSIF. For 

example, Interviewee P’ stated “We’ve used previously in the past EFQM, and at the 

moment what we’re using is the Public Sector Improvement Framework. That’s the main 

tools that we use and have used.”  

Overall, there was no shared definition of CI presented from the interviews, and no 

evidence of a clear strategy or agreed approach to CI. While some interviewees were 

clear that their view was the organisation's approach to CI was through PSIF, other 

interviews commented: “I don’t think we’ve got a lack of tools and methods with which 

to improve the service. I think it’s all there for us. I just don’t think we pay enough 

attention to it.” (Interviewee ‘O’) and “We haven’t recognised anything like that. 

Whether they are within the decision-making environment they might be, but certainly 

not out in the world.” (Interviewee ‘D’). This is suggestive that not only is there not a 

shared definition and approach to CI within the Fire and Rescue Service but that 

knowledge and responsibility sits within silos of specific functions or departments. This 

failure factor in implementing CI in the public sector (Waring & Bishop, 2010; Radnor, 

Holweg and Waring, 2012) is again identified in these case studies with leadership being 

discussed in the next section.  

The interviewees in the ambulance service most commonly reference the use of the 

PDSA tool whereas the Fire Service most commonly talk about the use of PSIF as a self-

assessment framework; however, there is little knowledge and training that sits under 

this, and it is suggested that there is no current culture of CI within the SFRS as exampled 
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by Interviewee ‘N’ “The fire service is the most classic example of having stayed static. 

Therefore, it is such a shock to the system to say; you’re now having to change the whole 

personality of this organisation.”  

As presented in all three case studies, leadership is widely recognised as a core success 

factor for embedding CI (Desai, Antony & Patel, 2012; Goodridge et al., 2015: Laureani 

& Antony, 2017). Interviewee ‘P’ stated; “There were three things that we recognised 

very quickly that we were not very good at. One was strategic planning; one was 

performance management, and the other one was comms and engagement.” These 

areas are all identified as critical success factors for CI deployment (Desai, Antony & 

Patel, 2012) but were viewed as an initial issue within the organisational executive. This 

stated interviewee ‘O’ states “I think one of the strengths is that at a senior level and at 

a board level, this is something that is absolutely committed to and believed in. So, that’s 

helpful. I think that equally can be so set in the total adoption of the important. However, 

there is always the risk that when boards feel passionate and driving about something, 

they actually become part of the hierarchical drive where they seek to impose rather 

than seek to empower.” The risk around the culture change and the buy-in of the staff 

are recognised and valid, however, the interview analysis would suggest that the 

organisational executive is not committed to CI as a group and that there does not yet 

exist a transparent leadership approach around organisational CI.  

There is a recognition of the importance of leadership behaviour and the need for 

changes to existing behaviours. Interviewee ‘N’ states about the new leadership 

training, “It will eventually create a generation of employees that will think differently. 

It’s about applying that mindset from a leadership perspective. Our job is to be the 

executive leaders of the organisation; therefore we drive that mindset.”. There is a 

suggested gap in terms of leadership for CI and a move from a very traditional 

hierarchical structure with no examples presented. Still, it was commented that there 

are training programmes for leadership developed within the service aimed at changing 

behaviours.    

6.2.2 Organisational Strategy and Approach 

As introduced in the previous section, there is no straightforward approach to CI, 

although interviewees most frequently reference PSIF, and some feel that this is the 

focus of activity. More broadly, there is a strong feeling that CI is core to the organisation 
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and is clearly articulated through strategy. Interviewee ‘L’ states “That goes all the way 

from the strategic plans that are set from a strategic management level, so the corporate 

management team or the strategic leadership team would tell you that. That works its 

way all through the organisation.”. While Interviewee ‘Q’ when discussing CI states “It 

is explicit. There are implicit aspects, as well. But it’s explicit in that we’ve got an 

improvement strategy and that kind of ties together some of the stance idea. So, it’s at 

a high level of consensus. We are the kind of organisation who does this.”.  

Again, in similar ways to the other case study organisations and in particular, the police 

Scotland case study, there is a view that CI is very explicit in the organisation’s strategy 

and strategic documents. However, like the other case studies, there is no agreement 

across the interviewees and in particular how strategic documents translate into activity 

and practices across the organisation. “I think the ongoing practice of service 

improvement isn’t probably as overt within what we do on a day-to-day and a week-to-

week basis as it should be.” (Interviewee ‘M’).  

The importance of business strategy around CI linked to public values is expressed as a 

critical success factor (Juliani & de Oliveira, 2017). Similar to the other case studies, there 

is no agreement by executive leaders around approach, linkages or what sits below 

strategic statements around CI Commitment. Similarly, the critical success factors 

evidence that strategies must have linked activities, practices and policies sitting below 

this such as, quality data, measurement and reporting, clear aims and objectives, 

monitoring and reporting (Fryer, Antony & Douglas, 2007), in organisational terms this 

covers the requirement for a roadmap around the CI initiative.      

6.2.3 Organisational Culture  

The interviewees comment particularly on the challenge of geographic subcultures 

within the SFRS. Interviewee ‘D’ stated “there are, in my view, three main areas. There’s 

the Strathclyde, there’s the rest of the central belt, and then there’s the Highlands. That’s 

where the real difficulties are coming for that.” They also went on to observe “I think it 

would be reasonable to say that within the culture of the moment it is still ‘information 

is power’”. Interviewee ‘L’ commented “depending where you went, you found 

resentment as well. You know, for various reasons. They were bigger or better, more 

resourced and whatever and we struggled with that and this. Sometimes that was 
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resentment across the same ranks.” There is a clear feeling around the interviewees that 

the hierarchical structure was less impactive than the geographic structure.  

More broadly considerations around lack of empowerment also are presented. 

Interviewee ‘M’ stated “…they will still come up against a barrier of people saying, “We 

are not too sure about that. I need to go back and speak to my boss. That’s kind of out 

of my comfort zone. I don’t know. I’ve not got that remit or responsibility to say yes or 

no to that.”. Interviewee ‘O’ commented, “I think because they predominantly come 

through that kind of tasking culture, highly rational, quite authoritarian and struggle 

with the idea of ambiguity.”  

Similar to the Police Scotland case study interviewees commonly refer to the challenge 

of sub-cultures which clash due to the ongoing integration of the staff into the new 

organisation. The challenge for the interviewees is that they reference identity and 

process as culture regarding CI and describe how individual sub-cultures identify. The 

interviewees express their perception of culture by expressing the differences and not 

the similarities (Martin, 2002).   

Within SFRS, the consensus view is the cultural challenge around CI as particularly 

limited by the previous task-based culture commented on above by Interviewee ‘O’. 

Interviewee ‘P’ stated, “I think because they predominantly come through that kind of 

tasking culture, highly rational, quite authoritarian and struggle with the idea of 

ambiguity.” This suggests an organisational difference between the case study 

organisations. Within SAS and Police, Scotland views are expressed around the desire of 

staff to become involved but feeling that they are not listened to, while within SFRS 

there is a consensus view that staff involvement in CI is impeded by the culture where 

process and task work are very directive from the hierarchy. This is considered with the 

addition of the questionnaire responses later in this chapter. 

6.2.4 External Influences and Impact 

The analysis of the interviews of the ambulance service was suggestive of broad support 

for what was perceived as understanding and leadership from the government. Similar 

to the police service, the SFRS interviewees commented on the negative impact of 

austerity measures around government budgets and approaches. In particular, 

comments agree on the approach of budget cuts and the timescales which means that 
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there are challenges around undertaking improvement activity where there is only time 

to remove costs, this is exampled by Interviewee ‘L’ who stated “An example is, at the 

moment, we are struggling with annual budgets. So, to try and plan on an annual budget, 

how do you do that? How do you put any long-term realistic plan in place when you’ve 

got you’ve got an annual budget? We are, at the moment, trying to transform the 

service.”  

 The issue of silo budgets and in effect, the case study organisations competing for 

budget and individual savings targets are also commented on. “What the Government, I 

think, needs to recognise, and I’m sure it’s on their radar, but they don’t really publicise 

it much. If you do a bucket load of work for health, actually you’re saving health, and 

therefore that money should also be available as a big pot for the emergency services. 

Rather than working a budget for each of the services.” (Interviewee ‘D’).   

There are additional observations around perceived mixed messages from government 

around becoming involved in organisational decisions and activities, for example, 

Interviewee ‘O’ stated “I think what government also is bad at doing is letting go. Again, 

don’t know what your experience in the police was but certainly, if I look at where we 

are, we are micromanaged. Parliament was set up to run public services. So, it has been 

no surprise that government has gotten closer and closer to the running of public 

services.” Whereas Interviewee ‘P’ observed, “I think that they have just about got the 

balance right on that is my honest view on that.” There is a clear difference in 

perspective between the view of the SAS and the newly created national agencies. They 

comment on funding in particular around the external challenges to developing and 

embedding a culture of CI in those services. 

6.2.5 Embedding a Culture of Continuous Improvement 

Across all executive areas explored in the interviews, a picture is presented of a 

recognition of the importance of CI as well as the legal obligation to improve but a 

shared recognition that there is no specific CI strategy or framework, roadmap or 

cohesive deployment of CI within the organisation. Accordingly, it follows that 

interviewees were also asked about their views and perceptions to the barriers and 

challenges of embedding a culture of continuous improvement as well as the 

opportunities for doing so.  These views are summarised in Table 6.2. 
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   Barriers/Challenges Opportunities 

Interviewee ‘D’ Lack of empowerment for managers. The service needs to embrace the differences 

and once it shifts from one size fits all, there 

will be more significant opportunities. 

Interviewee ‘L’ Lack of communication and engagement of 

staff. Lack of motivation through lack of pay 

rise.  

The employees are also stakeholders of the 

organisation and so have a vested interest in 

improving services.   

Interviewee ‘M’ Lack of empowerment. Lack of involvement of 

staff in decision making  

The workforce is becoming more used to 

change and more used to thinking about 

doing things differently. 

Interviewee ‘N’ Strong family philosophy and culture which 

has meant a resistance to change 

New people are coming into the service with 

new thinking and different approaches. 

Interviewee ‘O’ Task-based culture. Lack of staff involvement 

and empowerment 

Shift in Leadership perspectives to involve 

and empower staff in implementing CI  

Interviewee ‘P’ Public expectations and confidence often 

mean that capacity must exist ‘in case’, but 

budget reductions limit this  

Strategy and business practices to support CI  

Interviewee ‘Q’ The bureaucracies of improvement 

methodologies and structures can lead to Ci 

being imposed on staff. 

The commitment of the board to supporting 

CI  

Interviewee ‘S’ Staff not having a voice, lack of engagement 

with staff. 

Listen to staff and involve them  

Table 6.2: Overall summary of interviewees views on barriers and opportunities to embed a culture of 

continuous improvement    

 

Consistently with the interviews from SAS and Police Scotland, many of the recognised 

success and failure factors for implementing and sustaining CI across sectors (Desai, 

Antony & Patel, 2012; Albliwi et al., 2014) as well as specific public sector factors (Fryer, 

Antony & Douglas, 2007; Rahbek Gjerdrum Pedersen & Huniche, 2011)  CI initiatives 

identified within the analysis. There is an evident lack of knowledge and understanding 

of CI through the organisation; however, in this case, there is a broad executive 

identification with the self-assessment framework PSIF, but this is not universally 

shared.  

There is also a schism suggested at an executive level around the nature of the hierarchy 

and the role and purpose of the employees as it relates to their participation in policy 

development and CI. As with the other case studies; however, there is a clear need to 

develop a defined approach, lead by example, engage and empower, reward and 

recognise employees. Many of these themes are evidenced through Chapter two and 

the literature presented therein. There is an overfocus on tools and techniques (Thomas 
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et al., 2015) within CI methodologies rather than incorporating strategic and cultural 

change, shared understanding and integrated business practices around people and 

people development (Thirkell & Ashman, 2014; de Koejier, Paauwe & Huijsman, 2014). 

In this case study, it can be seen in evidence, albeit rather than CI tools; the focus is on 

self-assessment through PSIF. Similar to the police service, it can also be seen that while 

there is limited knowledge of CI methodologies, to some extent the executive leadership 

at least in part are unconvinced that they can be applied successfully, viewing them as 

being bureaucratic and cumbersome (Leggat et al., 2015; McCann et al., 2015; Bamford 

et al., 2015).     

6.2.6 Summary of Executive Interviews  

The interviewees broadly agree that there is a particular challenge within SFRS around 

the service being historically very directed and task-based, and the culture is mainly 

rooted in geographic areas as well as being resistant to change. A picture is presented 

of an explicit executive drive towards CI through the application of PSIF. However, this 

is by no means a unanimous perspective within the executive roles.    

Again, similar to the police service, The interviewees present a picture of a desire to 

embrace CI as a concept. Still, gaps in knowledge and understanding around 

implementation and in particular, a pathway around the three stages of deployment 

(Readiness, implementation and sustainability) are evident. These areas have been 

under-researched as they relate to the public sector and it can be argued from the 

literature and the executive views above that the focus on tools and techniques has in 

some way defined CI for the public sector. The nature of the 2013 merger and the views 

on budget and government approach would also support the suggestion that 

implementations in the public sector are rushed to relieve immediate budget pressures 

(Papadopoulos & Meralli, 2008).  

The final case study presents a perspective that is more hierarchical and task-based or 

directive than either of the other case studies. There is a lack of shared understanding 

about the approach to CI but some indications of the importance of culture change and 

a focus on the development of management and leaders around empowerment and 

engagement and more generally a shift away from a more transactional organisation. 
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The next section of this chapter goes on to explore the data from the questionnaire for 

this case study.  

6.3 Overview of Questionnaire 

In total, 37 respondents identified as being employed by SFRS. Following the initial 

review of the data, seven responses were identified as incomplete. As such, a total of 30 

survey responses were found to be fully completed and included in the analysis. As 

presented in the introduction to this chapter, the service has almost 8,000 employees 

(SFRS, 2019). Similar to the Police Scotland case study, the SFRS was undergoing 

significant organisational change at the time of the research. While they initially 

indicated they would promote the questionnaire internally, they ultimately decided that 

they were running too many internal staff surveys. As such, potential respondents were 

identified via their employers on ‘LinkedIn’ and approached directly. This lead to a much 

smaller return than planned.  

As with respondents for all three case studies, they identified their own level 

management responsibility within the organisation to inform analysis around 

organisational sub-culture, motivation, knowledge and views within different levels of 

responsibility. Figure 6.1 is presented to show the overall breakdown as this is a core 

unit of analysis in presenting the data and in considering the different perspectives 

around hierarchical sub-culture. 

 

Figure 6.1: Overview of line management responsibility of respondents 
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As is shown, 9 (30%) respondents stated that they had no management responsibility. 

12 (40%) respondents identified as first-line managers or supervisors and 5 (17%) and 4 

(13%) identified as middle and senior managers, respectively. As with Chapters 4 and 5, 

each of the themes used in the analysis is drawn from the literature review presented 

in Chapter 2 and aligned with the research objectives articulated within the 

Methodology in Chapter 3. They are presented in the same structure for each case study 

to optimise ease of comparison and discussion. 

6.3.1 Reliability of Data 

For this case study, the overall dataset (n30) returned a value of 0.84. As presented in 

Chapter 3, there are differences in opinion regarding the acceptable values for the test. 

Generally, 0.70 to 0.95 have been deemed to be valid (Nunally & Bernstein, 1994; Bland 

& Altman, 1997; DeVellis, 2003), with an analysis of articles showing an average of 0.77 

(Peterson, 1994). It has also been suggested that between 0.6 and 0.7 still provides an 

acceptable level of reliability (Ursachi, Horodnic & Zait, 2013). It can be seen below that 

in this case study, the theme of Organisational Culture returned a value of 0.53. This is 

included for transparency but is also presented in the context that the same question 

set returned internal reliability values of 0.67 and 0.73 in the SAS and Police Scotland 

data. An influencing factor could be the low sample size of 30 (Bujang, Omar & Baharum, 

2018). The details of the interrelatedness of the questions included in each theme and 

the questions within the theme are presented in Table 6.3.  

Theme/Questions Mean Standard 

Deviation 

Cronbach Alpha 

Value 

Organisational Culture and preparedness for CI - - 0.53 

It is my role to make improvements in the workplace 3.84 0.66 - 

It is my role to make improvements in the service we provide 3.60 0.95 - 

I would like to make improvements in my workplace 4.38 0.44 - 

I would like to make improvements in the service we provide 4.42 0.27 - 

My organisation rewards and recognises my motivation through… 2.21 0.64 - 

Leadership for Continuous Improvement - - 0.90 

My manager encourages me to suggest improvements 3.71 0.72 - 

If I suggest improvements, my manager listens and supports me in implementing the 

suggestion 

3.18 0.86 - 

My manager gives me time to implement improvements I suggest 2.92 0.96 - 

My organisation is always looking to improve and do better 3.82 0.55 - 

My organisation has a clear approach to continuous improvement, and I understand 

how to contribute 

2.92 0.88 - 
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I feel empowered and trusted to make improvements in the workplace and the services 

we provide 

2.70 1.46 - 

Methodologies Applied and Approaches to CI - - 0.93 

Are you aware of or have you been trained in ‘Lean’  1.73 1.22 - 

Are you aware of or have you been trained in ‘Six Sigma’ 1.53 1.27 - 

Are you aware of or have you been trained in ‘Lean Six Sigma’  1.45 1.07 - 

Are you aware of or have you been trained in ‘Kaizen’ 1.48 1.05 - 

Are you aware of or have you been trained in ‘Rapid Improvement Events’ 1.25 0.89 - 

Are you aware of or have you been trained in ‘Total Quality Management’ 1.70 0.91 - 

Are you aware of or have you been trained in ‘European Foundation for Quality 

Management’ 

1.71 1.36 - 

Are you aware of or have you been trained in ‘Public Sector Improvement Framework’ 2.04 1.72 - 

Motivation for working in organisation and contributing to CI   0.90 

Better work/life balance is the most important influence in my decision to work for the 

organisation. 

3.55 0.21 - 

Job security is the most important influence in my decision to work for the organisation. 3.37 0.69 - 

Public sector pension is the most important influence in my decision to work for the 

organisation. 

2.06 1.04 - 

Training & development opportunities are the most important influence in my decision 

to work for the organisation. 

1.64 0.84 - 

Making a difference is the most important influence in my decision to work for the 

organisation. 

2.94 1.11 - 

I would prefer to be recognised for my contribution to CI by financial reward 3.47 0.87 - 

I would prefer to be recognised for my contribution to CI by improved promotion 

prospects 

3.23 1.01 - 

I would prefer to be recognised for my contribution to CI by lateral development 2.19 0.29 - 

I would prefer to be recognised for my contribution to CI by additional training 2.28 0.50 - 

I would prefer to be recognised for my contribution to CI informal thanks 2.27 0.29 - 

I should be provided with time in my working hours to undertake improvement 

activities 

4.31 0.30 - 

I don’t mind doing some extra work to improve our internal processes 3.87 0.82 - 

I don’t mind doing some extra work to improve our services to the public 4.11 0.55 - 

Table 6.3: Overview of reliability of case study questionnaire data    

 

6.3.2 Significance of Data 

The Kruskal-Wallis H test was applied to each question within the questionnaire. The 

purpose of the test was, to ascertain if the distribution of responses was the same across 

all levels of the hierarchy or whether there was significance in the differences between 

those hierarchical levels. This analysis is intended to understand the significance or 

otherwise of the responses and perceptions within different levels of the organisation. 

The results are presented in Table 6.4.   
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Theme/Questions No Management 

Responsibility 

(Mean) 

First Line 

Manager 

(Mean) 

Middle 

Manager 

(Mean) 

Senior 

Manager 

(Mean) 

Significance 

Organisational Culture and preparedness for CI      

It is my role to make improvements in the workplace 3.41 3.65 4.57 4.73 .000*** 

It is my role to make improvements in the service we provide 2.90 3.42 4.78 4.73 .000*** 

I would like to make improvements in my workplace 4.04 4.29 4.78 5.00 .000*** 

I would like to make improvements in the service we provide 4.28 4.29 4.78 4.73 .003*** 

My organisation rewards and recognises my motivation through… 2.97 1.62 2.34 2.94 .000*** 

Leadership for Continuous Improvement      

My manager encourages me to suggest improvements 3.65 3.20 4.51 4.73 .000*** 

If I suggest improvements, my manager listens and supports me 

in implementing the suggestion 

2.82 2.80 4.51 3.98 .000*** 

My manager gives me time to implement improvements I suggest 2.46 2.56 4.32 3.98 .000*** 

My organisation is always looking to improve and do better 3.74 3.48 4.23 4.73 .000*** 

My organisation has a clear approach to continuous 

improvement, and I understand how to contribute 

2.96 2.27 3.95 4.16 .000*** 

I feel empowered and trusted to make improvements in the 

workplace and the services we provide 

2.67 1.82 4.32 5.00 .000*** 

Methodologies Applied and Approaches to CI      

Are you aware of or have you been trained in ‘Lean’  1.13 1.55 2.78 3.83 .000*** 

Are you aware of or have you been trained in ‘Six Sigma’ 1.13 1.20 2.45 3.83 .000*** 

Are you aware of or have you been trained in ‘Lean Six Sigma’  1.13 1.10 2.59 3.22 .000*** 

Are you aware of or have you been trained in ‘Kaizen’ 1.17 1.12 2.59 3.22 .000*** 

Are you aware of or have you been trained in ‘Rapid 

Improvement Events’ 

1.00 1.06 1.44 2.91 .000*** 

Are you aware of or have you been trained in ‘Total Quality 

Management’ 

1.17 1.62 2.45 3.22 .000*** 

Are you aware of or have you been trained in ‘European 

Foundation for Quality Management’ 

1.32 1.46 1.97 4.24 .000*** 

Are you aware of or have you been trained in ‘Public Sector 

Improvement Framework’ 

1.26 1.74 4.36 4.56 .002*** 

Motivation for working in organisation and contributing to CI      

Better work/life balance is the most important influence in my 

decision to work for the organisation. 

3.36 3.77 3.30 3.46 .182 

Job security is the most important influence in my decision to 

work for the organisation. 

3.93 3.41 2.29 3.31 .001*** 

Public sector pension is the most important influence in my 

decision to work for the organisation. 

2.10 3.51 1.00 1.86 .306 

Training & development opportunities are the most important 

influence in my decision to work for the organisation. 

1.39 1.51 3.18 1.68 .132 

Making a difference is the most important influence in my 

decision to work for the organisation. 

3.12 2.38 5.00 3.34 .569 
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I would prefer to be recognised for my contribution to CI by 

financial reward 

4.26 3.74 2.47 2.63 .351 

I would prefer to be recognised for my contribution to CI by 

improved promotion prospects 

2.67 2.97 4.64 4.47 .059 

I would prefer to be recognised for my contribution to CI by 

lateral development 

1.84 2.31 2.52 2.28 .148 

I would prefer to be recognised for my contribution to CI by 

additional training 

2.75 2.39 1.82 1.68 .008*** 

I would prefer to be recognised for my contribution to CI informal 

thanks 

2.56 2.01 2.29 2.66 .736 

I should be provided with time in my working hours to undertake 

improvement activities 

4.47 4.26 4.64 3.94 .830 

I don’t mind doing some extra work to improve our internal 

processes 

3.06 4.05 5.00 4.47 .026** 

I don’t mind doing some extra work to improve our services to 

the public 

3.74 4.05 5.00 4.47 .127 

Notes: **, *** significant at 5 and 1 percent level respectively 

Table 6.4: Overview of the significance of responses by management level.   

 

From the perspective of SFRS, it is shown above that there are apparent differences in 

opinions and perspectives as shown by the distribution of responses around the themes 

on organisational culture, leadership and knowledge of CI. Like the other case study 

organisations, the themes around motivation and reward and recognition are less 

differentiated by hierarchical sub-culture with some expectations which are discussed 

later in the chapter.    

6.3.3 Organisational Culture and Preparedness for Continuous Improvement 

This section is focussed on understanding the current culture of the organisation as it 

relates to the employees views on whether improvement activity is within their role and 

also their desire to undertake improvement activity.  

6.3.3.1 Internal Process Improvements vs External Service Improvements 

As presented in the other two case study chapters, a recurring theme within the 

literature is the lack of staff involvement in setting up continuous improvement 

initiatives. This has been identified as a failure factor (Lodge & Bamford, 2008, Barton, 

2013; Abdallah, 2014), however, what has not been explored in the literature is the level 

or strength of staff desire to be involved in CI and whether they perceive this to be part 

of their role. Additionally, and linked to the public service motivation driver of ‘making 

a difference’ (Horton, 2008; Buelens & Van Broeck, 2007) this section explores whether 
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they perceive there to be a difference between inward-facing improvements or 

improvements in service delivery.  

The mean responses presented by the hierarchical role within the organisation are 

presented below in Figure 6.2. The higher the mean is indicative of the strength of view 

of the sample group. 

 

Figure 6.2: Breakdown of employee perspectives on involvement by management  responsibility    

 

A particular difference in this case study is where the respondents who identify as having 

no management responsibility or as first-line managers identify more strongly with 

making internal improvements in the workplace over improvements to service provided. 

Data indicate a growing belief that it is within the individual’s role to make 

improvements within the organisation, respondents with no management responsibility 

(mean: 3.41) broadly agree that internal improvements are in their role, where first-line 

managers (mean: 3.65), middle (mean: 4.57) and senior managers (mean: 4.73) feel 

increasingly strongly that it is within their actual job role.  

While there are apparent differences between the organisational hierarchy sub-cultures 

about the strength of view, it is commented that all hierarchy groups feel that it is both 

their desire and role to make improvements. With an expressed desire to contribute to 

making improvements, all hierarchical sub-cultures return mean responses above 4, 

showing consistent views in line with public sector motivation (Ritz, Brewer & Neumann, 

2016).  
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6.3.3.2 Reward and Recognition Systems 

An aspect of employee perspectives on CI was additionally how their participation was 

recognised or rewarded. The literature presented in Chapter 2 identified a gap in 

understanding the importance of reward and recognition as a success factor albeit some 

references were identified (Fryer, Antony & Douglas, 2007; Fryer & Ogden, 2014). 

Accordingly, the questionnaire explored perceptions of how the respondent’s 

participation or contribution was recognised and rewarded. The data across hierarchical 

groups are shown in Figure 6.3. 

 

Figure 6.3: Reward and recognition from management responsibility perspectives. 

 

As with all three case studies, there exist overall feelings of a lack of reward and 

recognition from the organisation. Similar to the Police Scotland case study, the first line 

managers return the lowest mean in terms of their perceptions of recognition, however 

in this case study those with no management responsibility feel the most recognised 

and rewarded from the hierarchical groups followed by the senior management group.   

Again, and as with the other case studies, the data suggests that there is no 

organisational approach and experience is very dependent on the individual line 

manager. There is clear evidence that such processes are not part of the culture of the 

organisation from the employee’s perspective but particularly as regards relationships 

between the hierarchy of the organisation. As stated in the previous case studies, 

Bessant & Francis (1999) view a critical feature of any CI approach is the reward and 

recognition system with most systems focussed on rewarding the behaviour rather than 

the suggestion or value of the suggestion itself. From the analysis of the responses, there 
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were no additional comments submitted by participants which would support further 

exploration of this theme.  

6.3.4 Leadership for Continuous Improvement 

Visible leadership is commonly referred to in the literature as a success factor for the 

implementation and sustainability of CI initiatives (Fryer, Antony & Douglas, 2007; 

Antony, 2014; Al-Balushi et al., 2014). This section explores the respondent's 

perspectives on the support and encouragement of leaders around CI as well as the 

organisational approach and commitment to CI. 

6.3.4.1 Organisational Leadership 

As with the other preceding case studies, perspectives on the organisations attitude to 

CI as well as clarity of approach and opportunities to contribute were evident to 

employees. It is argued in the literature that the sustainability of initiatives will be 

impacted negatively if it sits aside from the core strategy of the organisation (Svensson 

et al., 2015). The responses of each of the groups are shown in Figure 6.4. 

 

Figure 6.4: Breakdown of employee perspectives on the organisations approach to CI 

 

The first line manager group of respondents were least favourable in regards to the 

organisation seeking to improve whilst the other groups felt more strongly and in 

particular the senior managers. It is clear again that the middle and senior managers feel 

much more clearly about the organisation's approach to CI and how they can contribute. 

This is markedly less clear in the views of those with no management responsibility or 

those who identify as first-line managers. It can additionally be seen that again the first 
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line manager group has the least favourable view around the clarity of the CI approach. 

This is contrasted with the respondent’s views from the preceding section, where they 

viewed CI as being part of their role and that they wished to contribute to such 

improvement activity. This suggests again that the employees with less seniority do not 

see any clear structure or process which would allow them to do so.  This would align 

with the analysis of the executive interviews where the views around the very task and 

directed nature of the organisation can be interpreted to manifest with those lower in 

seniority expressing views around lack of knowledge of approach or ability to contribute. 

As referenced in the previous case study chapters, Bessant and Francis (1999) comment 

on the need for strategic alignment and clarity of approach in terms of successful CI. The 

lack of research in the public sector concerning strategic alignment and integration of CI 

Initiatives was identified as a gap in the literature within Chapter 2 and is discussed 

further in Chapter 7.   

It is again emphasised that an agreed success factor for CI implementation and 

sustainability is leadership (Hahn et al., 1999; Coronado & Antony, 2002). The 

employees did not consistently experience this across all levels of the organisation, nor 

is there a perceived clarity of how the organisation approaches CI and how individuals 

become involved. Within the current case study, there is an appearance of a gap 

between middle- and first-line managers as of course it is observed that for first-line 

managers, their direct experience comes from the middle management group. This is 

also considered in the context of the previous theme where culturally, there is an 

intense desire across all groups to become involved in improvement activity as drawn 

from the elements of public service motivation, but a lack of knowledge on how to 

become involved.    

In addition to the organisational leadership for CI, employees were also asked to 

consider the approach of individual leaders in the context of their line managers. 
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Figure 6.5: Breakdown of employee perspectives on the leadership of managers in relation to CI. 

 

Again, within this case study, an emerging picture of the different perspectives and 

experiences presented by hierarchical group further builds a view that CI within the fire 

service is more inclusive and engaging for middle and senior managers. Similar to the 

ambulance and police case studies, the senior and middle managers perceive the highest 

levels of support and encouragement in contributing to CI. In contrast, the two less 

senior groups feel lower levels of support. Again, the more senior the manager, the more 

removed from day to day operations they can be and the staff closest to the delivery of 

the service can be best placed to identify value from waste (Bortolotti et al., 2018). It is 

additionally observed that in this case study, the middle managers feel most strongly of 

any group in the case study.    

6.3.4.2 Empowerment 

The importance of employee involvement in continuous improvement initiatives is 

argued (Stanton et al., 2014; McCann et al., 2015). It is additionally generally referred to 

as a critical success factor for CI across all sectors (Desai, Antony & Patel, 2012; Abdallah, 

2014; Juliani & Oliveira, 2019). 
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Figure 6.6: Breakdown of employee feelings of empowerment 

 

In the police case study, the Kruskal-Wallis test applied to this question and results 

indicated that the distribution of responses was consistent across the different 

hierarchical levels and there were no distinct differences in perception through the 

organisational hierarchy. In the fire service case study, the hierarchical sub-culture 

divides can be seen clearly; the strength by which senior and middle managers feel 

empowered is very positive as it comes to identifying and delivering improvements. Still, 

it can be seen that the first line and no management responsibility participants strongly 

feel excluded from this. Again it builds upon this perception of isolation from CI that can 

be seen in the first-line manager group in particular. 

Again, within this case study, the respondents did not provide any additional comment 

or observations in the free text opportunity at the end of the section, which could be 

analysed to obtain further insight.  

6.3.5 Methodologies Applied and Approaches to Continuous Improvement 

The data from the preceding case studies presented in Chapters 4 and 5 evidenced 

deficient levels of awareness and knowledge around CI methodologies. The fire service 

responses explored the level of knowledge in the same way. Again, the business 

excellence frameworks, EFQM and PSIF were included due to their common use in the 

public sector in the context of CI (Rodgers, Antony & Penman, 2019) and of course given 

the strong references on the use of PSIF included by the executive interviewees. Figure 

6.7 shows the number of respondents who have knowledge or training in any 
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methodology or framework presented by level of management responsibility within the 

organisation. 

 

Figure 6.7: Breakdown of respondents who have trained or have awareness in CI methodologies or 

frameworks 

 

The literature review presented in Chapter 2 demonstrated that whilst the application 

of CI methodologies was disparate across public sector functions, the dominant 

methodology was Lean, particularly within the health service.  Similar to the previous 

case studies, across all methodologies presented, the senior management group show 

the highest level of awareness or training, with the highest mean returns for the two 

business excellence frameworks and Lean. It can be seen that the senior and middle 

managers view themselves as having strong knowledge in and ability to deploy PSIF. For 

senior managers, the EFQM is also well understood but much less so by middle 

managers. The notable gaps are again around those with no management responsibility 

and with first-line managers, indicative of CI training, communication and activity being 

middle to senior management activity and appearing to exclude the wider workforce. It 

is observed additionally that the senior management group perceive a much stronger 

knowledge of CI methodologies outwith self-assessment frameworks than any other 

group, including the executive group.      

Similar to the ambulance and police service, there is not an awareness of CI 

methodologies across the organisation, which can be seen as challenging when seeking 

to support culture change through employee involvement in continuous improvement. 
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Similarly would be suggestive of a low maturity level for the organisation's approach to 

CI. 

6.3.6 Motivation for Working in the Organisation and on Continuous Improvement  

All three of the case studies have explored how organisational culture and individual 

motivation play roles within successful implementation and delivery of CI. As with the 

previous two case studies, respondents were asked to prioritise the factors which 

influenced their decision to work for the organisation. The first four options (Work/Life 

Balance, Job Security, Training & Development Opportunities) were drawn from the 

literature on public sector motivation (Perry & Hondeghem, 2008) and public sector 

employee’s priorities when compared with private-sector employees (Buelens & Van 

Broeck, 2007). The mean of the responses is presented by level of management 

responsibility at Figure 6.8. 

 

Figure 6.8: Influencing factors in choosing to work for the case study organisation 

 

The high means across the groups concerning the importance of job security and for 

‘making a difference’ again suggest that the separation of public service and public 

sector motivation descriptions is not useful in understanding employees motivations as 

elements of both are prioritised by respondents. Unlike the other case studies, one of 

the key differences is the relatively low strength of feeling around ‘making a difference’ 

by senior managers and the comparison to their motivating factors around work/life 

balance and job security.  For all groups except middle managers, the most important 

motivating factor is either job security or work/life balance.   Similar to the other case 
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studies, the motivation is shown to be mainly an individual choice rather than reflected 

in the hierarchical sub-cultures. In the ambulance service, the exception to this was the 

responses to work/life balance (Table 4.4) in SFRS the difference is around responses to 

Job Security (Table 6.4). 

Linked to motivation for working in the organisation and the expressed desire to make 

a difference, all groups of respondents strongly felt that there should be an explicit 

provision in their workload for improvement activities with all groups returning a mean 

of over 4.0 in response as shown in Figure 6.9.  

 

Figure 6.9: Making contributions to continuous improvement 

 

All hierarchical groups responded strongly that time to undertake CI should be built into 

workloads. Still, there are additionally high means returned that staff are willing to 

undertake additional work to improve both process and services. This is suggestive that 

the provision of time in the working day for improvement activity would generate even 

higher returns and commitment from staff. Notably, the response from middle 

managers is more robust than that of senior managers which is consistent around the 

public service motivating factors and is distinct from the other case studies. This could 

have implications for the leadership of CI initiatives and is linked back to the leadership 

theme where senior managers felt they were clear on how to contribute and what the 

organisations approach was but are less willing to undertake additional work and feel 

least that time should be provided in the working day for CI.  
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It is particularly notable in this case study what the highest mean regarding undertaking 

extra work to improve processes or to improve services comes from the group ‘middle 

managers, whereas this was the group with no management responsibility. It is 

observed that in the executive interviews earlier in the chapter as regards leadership for 

CI, there was commentary that the service has been focusing on training to change 

management behaviours and develop future leaders around CI. This is potentially a 

positive outcome from this but also serves to emphasise the different views of the less 

senior groups in the hierarchy and their feeling of exclusion from CI.   

As with the other case studies, these results are linked to the gaps around an 

organisational roadmap to embedding continuous improvement, but in this case study, 

in particular, there are indications that any activity around CI has been focussed on 

middle and senior management. Such gaps are identified as a critical failure factor in 

Lean Six Sigma through a systematic literature review (Albliwi et al., 2014). This again 

tracks back to the less senior hierarchy groups feel that there is not a clear approach to 

CI nor a straightforward way of contributing, but there is a high level of desire to make 

such contributions. As with the police service case study, respondents differentiate less 

between internal improvements and improvements to service, with the groups of 

middle and senior managers differentiating the least.  

The final question relating to motivation was linked to reward and recognition, 

respondents were asked how they would prefer to see their contribution to 

improvements in the organisation to be recognised. The summary of responses by the 

level of management responsibility in the organisation is shown in Figure 6.10. 

 

 Figure 6.10: Preferences for reward and recognition amongst respondents 
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The priorities for appropriate reward or recognition were not distributed differently 

across the hierarchical groups in the organisation (Table 6.4) except for financial reward, 

which was a strong preference for staff with no management responsibility. More 

broadly, the method of recognition was more relevant to the individual rather than the 

hierarchical group. The middle and senior managers prioritised promotion prospects, 

while the first line managers prioritised financial reward more than promotion 

prospects. Similar to the other case studies,  the responses support the assertation that 

any reward and recognition system should be broad and flexible to match contribution 

with reasonable reward albeit for less senior staff the provision of training is a valued 

form of reward and recognition. This is discussed further in the next chapter.  

There were no additional text responses provided by the respondents in addition to 

their responses to the questions relating to motivation. 

6.3.7 Barriers, Challenges and Opportunities for embedding a Culture of 

Continuous Improvement 

Respondents were provided with a free text opportunity to comment on what they 

viewed as the challenges and barriers (Appendix ‘O’) for continuous improvement in the 

organisation as well as the opportunities (Appendix ‘P’) to embedding a culture of CI. 

These questions were not supplementary to any of the other themes as with the 

previous opportunities for further comment at the end of survey sections.  There were 

16 responses to the question of opportunities what a culture of CI would look like within 

the organisation.  Twenty responses to the question of challenges were made, and once 

reviewed were included in the analysis. The lower number of responses were indicative 

of the smaller sample size and as such all areas commented on are included even if they 

are only mentioned on a signal occasion. Areas of perceived opportunities are presented 

first in Figure 6.11. 
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Figure 6.11: Themes from responded comments on opportunities to embed a culture of CI. 

 

The only theme commented on across three of the hierarchical groups was the negative 

impact of what is viewed as geographic favouritism and which was reflected in previous 

executive commentary and data. While there are some single comments, a pattern 

around motivation factors can be seen with comments around, increased pay, 

preservation of previous terms and conditions and formal reward and recognition 

processes. The identification of improvement development opportunities through 

learning and training is also commented on.       

Overall, it can be seen that employees view the need for improved or preserved pay and 

conditions to be an essential motivator for them to contribute to CI and for the 

development of the organisational culture. The most commented-on challenges and 

barriers are also presented and shown in Figure 6.12.  
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Figure 6.12: Themes from responded comments on barriers & challenges to embedding a culture of CI. 

 

The only common comment across three of the hierarchical groups (excluding middle 

managers) was a perceived lack of leadership around CI. Senior and middle managers 

commented on a lack of resources. In contrast, perhaps the challenge may be around 

the commitment of staff as first-line managers and those with no management 

responsibility commented on negative staff behaviours around resistance to change and 

an ‘it’s aye been’ approach by some. A perceived lack of training and development of 

staff was observed by first line and middle managers.  

The comments suggested that different hierarchical groups see the challenges 

differently and are again reflective of no organisational approach to culture change and 

CI.  Unlike the other case studies where less senior staff felt that they were not being 

listened to there is a feeling drawn from the ‘opportunities’ what staff do not feel they 

are rewarded or recompensed appropriately or at least consider their terms and 

conditions under threat.    

6.4 Summary of the SFRS Case Study 

In summarising the case study data for Scottish Fire and Rescue Service, an overview of 

the data is presented in Table 6.5. 
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Management Sub-

Culture 

Theme 

Organisational 

Culture & 

Preparedness for CI 

Leadership for CI Motivation Challenges & Barriers Opportunities 

No management 

responsibility 

Feel broadly, it is 

their role to make 

improvements in the 

workplace but less so 

to service provision. 

Feel most recognised 

and rewarded for 

contributions of any 

group in the case 

study.  

Feel optimistic 

about the 

organisation 

seeking to improve 

but much less 

aware of the 

approach to 

improvement than 

middle or senior 

managers. Feel 

broadly positive 

about support for 

CI. 

The strongest 

motivating factor 

was job security, 

followed by better 

work/life balance. 

Most strongly 

wanted 

commitment 

rewarded by 

additional training. 

Broadly felt there 

was a by lack of 

empowerment 

Negative management 

behaviours and staff 

resistance were most 

commented on.  

Less silo working and 

more leadership by 

example. Tackling 

perceived 

geographic 

favouritism will 

create opportunity  

First Line Manager Feel least positively 

of any group that it is 

their role to make 

improvements, 

particularly in service 

provision. As a group 

feel, commitment is 

rewarded the least.  

Feel least positive 

about management 

support and 

encouragement to 

make 

improvements. 

Have the most 

negative view of 

organisations CI 

approach.  

The strongest 

motivating factor 

was a better 

work/life balance, 

followed by a 

public sector 

pension. Most 

negatively 

impacted by lack 

of empowerment 

Lack of training and 

involvement of staff 

through engagement, 

communication and 

empowerment.   

Increase pay and 

preserve current 

working conditions 

as well as tackling 

geographic 

favouritism 

Middle Manager Strongly feel it is 

their role to make 

improvements but 

do not overly feel 

commitment is 

rewarded. Feel more 

strongly about 

contributing to 

service 

improvements than 

senior managers  

Feel strongly that 

they are 

encouraged, 

supported and 

empowered to 

make 

improvements. 

Perceive 

themselves to be 

more clear on the 

organisations 

approach than 

senior managers 

The strongest 

motivating factor 

was ‘making a 

difference’ 

followed by 

training and 

development. 

Most strongly 

wanted 

commitment 

rewarded by 

improved 

promotion 

prospects 

Lack of resources 

cultural difference 

between uniform and 

non-uniform staff were 

commented on.  

Increase pay and 

preserve current 

working conditions 

as well as tackling 

geographic 

favouritism 

Senior Manager Feel it is their role to 

make improvements 

but less so than 

middle managers, 

feel more strongly 

about internal 

improvements than 

service 

improvements  

Feel most 

encouraged, but 

less supported than 

middle managers. 

Clear gap in views 

between senior and 

middle managers 

and the rest of the 

organisation 

The strongest 

motivating factor 

was better 

work/life balance‘ 

followed by 

making a 

difference’ and job 

security.  

This group commented 

on the lack of 

resources and 

leadership around CI.  

Improved training 

and learning and 

listening to staff will 

create opportunities   

Executive Leader Comment on the 

impact of geographic 

culture and a task-

focused organisation 

where staff are 

directed from the 

top.    

Expressed a lack of 

knowledge and 

understanding of CI 

some commonality 

around PSIF but no 

clear shared 

definition or 

approach 

presented. 

Commented on 

resistance to 

change and need 

for a pay rise to 

improve 

motivation as well 

as need to involve 

staff significantly 

more. 

Need to engage and 

listen to staff. Negative 

impact of resistance to 

change and task-based 

directive culture   

A shift in leadership 

approach to CI along 

with new business 

processes. New staff 

coming into the 

organisation. 

Workforce becoming 

more used to 

change.   

Table 6.5: Summary of key themes from data presented by organisational hierarchy 

 

Overall, there can be differences observed in particular around motivation for the SFRS 

case study, while ‘making a difference’ in the sense of public sector motivation remains 
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present as a driver. Like the other case study summaries, job security is an essential 

factor. This case study sees a much more robust view of ensuring work/life balance. It is 

also observed that there is a much more robust view around internal improvements and 

less so around service improvements than the other case studies and a greater emphasis 

on pay and conditions. 

Much like the Police Scotland case study, all groups feel broadly encouraged and 

supported by their managers to suggest and implement improvements, but the first line 

manager group feel the least positive in this regard.  

Only the middle management group, assessed their most important priority for working 

in the service was ‘making a difference’. At the same time, both the first-line managers 

and the senior managers prioritised work/life balance as the most important motivator 

for working in the service. The first line manager group felt the least empowered of all 

the groups and similar to the other case studies. Again, those with no management 

responsibility prioritised additional training as the most important reward for 

contributing to CI, and in this case study, they were joined by first-line managers. The 

middle and senior managers prioritised improved promotion prospects. The senior 

managers felt most strongly that an informal thanks were the most suitable recognition.     

The data is further compared with the literature and theories presented in Chapter 2, 

and these are structured for summary purposes around the first three research 

objectives.   

6.4.1 RO 1: Establish the leadership and follower perceptions on organisational 

culture, as they relate to continuous improvement within the emergency 

services case study organisations. 

There are significant gaps in knowledge around the executive leadership concerning CI 

methodologies and approaches. The service shows signs of committing to PSIF as a self-

assessment tool, and there is some evidence of remaining beliefs that such 

methodologies do not align with public sector values and services and that the language 

of them alienates public sector employees. What is notable around the knowledge and 

understanding of CI within this case study is the apparent schism between those with 

no management responsibility and the first line managers groups and the two more 

senior groups. It is suggested that the CI approach of the organisation as it stands has 
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some traction with the more senior groups but much less so with those closest to 

delivering the service itself.  

Culturally staff within the organisation consistently feel that making improvements is 

part of their role as well as expressing a desire to do so. However, there is less evidence 

of a shared set of values and understandings in this context (Martin, 2002).  The most 

important job motivating factors expressed are job security and work/life balance which 

would be more recognised in the context of public sector motivation (Perry & 

Hondeghem, 2008). Still, there is a secondary strong staff response on the desire to 

‘make a difference’ in particularly within the middle management responses theoretical 

concepts such as public service motivation (Ritz, Brewer & Neumann, 2016)  (figure 5.9). 

Pay and conditions are referenced by staff in this case study for the first time, and there 

is a greater focus on internal improvements then external service improvements than in 

the other case studies.  

Staff at all levels are broadly motivated to engage with continuous improvement, but 

within the hierarchy of the organisation they articulate feelings of lack of empowerment 

and feeling valued and listened to, like the police case study, this is most evident within 

the first line manager group. The importance of employee involvement is a thread 

through the literature (Stanton et al., 2014; McCann et al., 2015), the SFRS case study 

presented the most robust perspective of a hierarchical and task-based culture which 

was strongly directive and indicated that the less senior staff felt excluded from CI 

activity and involvement in changing the organisation.  Like all the case studies, there is 

a strong desire that time to support CI should be built into workloads (figure 6.9).  

There is additionally a clear knowledge gap in the organisation around CI methodologies 

and tools and options for improvement and clear articulation of a lack of an actual 

cohesive approach to CI. Increased training, engagement and empowerment of staff are 

seen as the important factors in developing a culture of CI. The analysis of the case study 

data for this organisation is suggestive of a particular divide in experience and 

perceptions between the two most senior groups and the two less senior, and there is 

some recognition of this from the executive interview analysis. Of course, there are clear 

elements of a shared set of values and beliefs across the organisation as regards CI but 

a resistance to change is observed and commented on. There is evidence of limiting 

beliefs shown in the executive interviews and questionnaire responses that PSIF is a 
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methodology and is a complete solution to CI within an organisation. This would align 

with the findings from the literature review presented in Chapter 2 and some of the gaps 

around approaches to CI within the public sector. Also, PSIF has had little scrutiny from 

researchers around, robustness, sustainability and effectiveness (Rodgers, Antony & 

Penman, 2020).          

6.4.2 RO 2: Critically compare individual values and motivations as they relate to 

compatibility with continuous improvement methodologies. 

There is an evident lack of understanding within the organisation broadly around the 

options for methodologies, tools and techniques associated with CI (Figure 6.7), there is 

a stronger knowledge of PSIF evidenced but again a real difference in awareness 

between the hierarchical sub-cultures. This can again be suggestive that in 

organisational terms, CI is for senior managers rather than an organisation-wide culture. 

This would not be supportive of the broader perspectives in the literature where the 

importance of employee involvement is argued (Stanton et al., 2014; De Koejier, Paauwe 

& Huijsman, 2014; McCann et al., 2015). This can inhibit problem-solving, and 

improvement activity within organisations as solutions are not driven by the assessment 

of the identified problem and by those who must understand that aspect of the service 

delivery. The critical consideration presented in this objective is to explore whether CI 

methodologies are fundamentally rooted in manufacturing and while suitable in those 

environments unsuitable for public sector (Leggat et al., 2015; Bamford et al., 2015). 

There is no indication of this and while, within the executive interviews, that there are 

views that Lean has broadly been a failure and that CI methodologies are or can be 

overly bureaucratic there are no suggestions of a fundamental conflict. Instead, in this 

case study, there are views that regardless of approach, there would be resistance to 

change or a more static perception of service delivery and role are evident. In addressing 

this and similar to the other case studies, there is no overt strategy or supporting plan 

structure or process to deliver this, as there is a greater focus on self-assessment.  

The SFRS case study presents as a much more hierarchical organisation than either 

ambulance or police with more stark differences in perceptions and motivation than the 

other services.      
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6.4.3 RO 3: Establish and categorise opportunities, challenges and barriers to 

embedding a culture of continuous improvement in the emergency services.      

Like the police service, SFRS has undergone a recent merger and very similar change and 

has been in existence for the same time. There is a more significant suggestion of 

resistance to change and residual legacy challenges, particularly around geography than 

with the police service but the strong sense of a culture of strict hierarchy and directed 

tasking is most frequently commented on and evidenced through the differences 

between the most senior and the most junior sub-cultures.  

There is a much stronger feeling of a transparent approach to CI within the more senior 

levels of the organisation, albeit outwith a general agreement on the use of PSIF, their 

remains perceptions of a lack of and precise approach to continuous improvement as 

barriers (Figure 6.12). The case study additionally supports the evidence from the 

literature review that there is a lack of a systematic approach or roadmap to delivery of 

CI initiatives.  

Staff involvement comes into particular focus in this case study and themes around 

listening to and empowering staff are repeated from the case studies discussed in 

Chapters 4 and 5.  

As with the preceding case study, the findings broadly support the emerging themes 

identified from the literature review in chapter 2 but relate less to actual methodologies 

and selection of tools and techniques around CI and more to the strategic approach by 

an organisation and the associated planning, delivery and harnessing of resources to 

improve services; there is a cultural fit around continuous improvement in the sense of 

a desire to improve. Still, SFRS case study suggests a greater internal desire to improve 

the workplace more strongly than improve the service and a stronger focus on the 

improvement of pay and terms and conditions as being a barrier to further commitment 

to CI.   

6.5 Chapter Summary  

This chapter presents the last of the three case studies undertaken as part of the 

research, following the structure from Chapters 4 and 5, the analysis of the executive 

interviews are first presented, followed by the questionnaire data. There is some initial 

comparison between the preceding two case studies to build the picture around the 

broader state of CI in the public sector. The analysis presents the research themes 



Scottish Fire and Rescue Service Case Study 

201 

around the organisational culture as regards commitment to improvement and how it 

aligns with the values and beliefs of the staff, as well as knowledge of CI and motivation 

and considered these from the perspectives of the hierarchical sub-cultures within the 

organisation. These are summarised and finally considered in the context of the research 

objectives in the same way as was completed for the ambulance and police service case 

studies. 

Objective Key Points 

RO1 • The views on a culture of improvement are more disparate within this case study.  

• Within the employee groups, there is less of a shared culture of feeling responsible for making improvements 

and less motivation to do so across all levels of the hierarchy.   

RO2 • A similar gap exists between the leaders and the employees around knowledge of CI methodologies. 

• There is evidence of doubt of the suitability of CI methodologies to the public sector.  

• There are also indications in the responses that there are less motivation and belief in improving services, and 

this is more of a senior management role. 

RO3 • While leadership in the organisation present some views on their approach to CI, these are not consistent.  

• Employees comment on a lack of strategic alignment, leadership, structure and training and development to 

deliver CI activities, but also show less desire for ongoing change and improvement than in the other case 

studies.  

Table 6.6: Summary of research objectives from the SFRS case study 

 

The next chapter presents the cross-case analysis and discussion of the key findings. 

These are considered in the context of the research purpose and objectives and the 

literature in the area of CI in the public sector. The results are applied to develop a model 

to support public sector organisations embedding a culture of continuous improvement 

and address the critical success and failure factors identified during the analysis of each 

case study presented in the research. 
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Chapter 7                                                                                                

Cross Case Analysis and Discussion 

7.1 Introduction 

This chapter presents the cross-case analysis, building on the presentation of data and 

the findings from the three individual case studies presented in Chapters 4 to 6. The data 

is structured around the research aim and objectives and initially critically analyses the 

data at an organisation level and then goes onto to explore the data at a hierarchical 

sub-culture level. Following the findings around the barriers, challenges and 

opportunities and comparison with the existing literature, the data is used to develop a 

model to support public sector organisations in embedding CI within their organisations 

irrespective of the tools, techniques or methodologies they employ, albeit this selection 

is additionally discussed.   

The summaries included at the end of Chapters 4, 5 and 6 about each case study are 

collated and presented below as a starting point for the cross-case discussion. 

Objective Key Points - Ambulance Key Points - Police Key Points – Fire & Rescue 

RO1 • There is a clear gap in perception of 

where the organisation is on the CI 

journey between the leadership 

and the employees.  

• While there is a shared culture of 

wanting to make improvements, 

there are feelings of lack of trust 

and empowerment across the 

hierarchy of the organisation.  

• There is an evident lack of 

awareness of CI amongst leaders 

and employees.  

• The employees show a strong 

culture of being motivated to 

make improvements which align 

with their values.  

• The lack of understanding of CI is 

evident through the case study 

organisation.  

• The views on a culture of 

improvement are more disparate 

within this case study.  

• Within the employee groups, 

there is less of a shared culture of 

feeling responsible for making 

improvements and less 

motivation to do so across all 

levels of the hierarchy.   

RO2 • A similar gap exists between the 

leaders and employees knowledge 

of CI methodologies.  

• While there is no evidence of 

incompatibility of CI, the broad 

employee consensus is that 

externally applied target-driven 

culture does not measure the 

correct outcomes and negatively 

impacts on improving service. 

• The leaders provide evidence of 

doubt around the suitability of CI 

methodologies to the public 

sector, but as shown above, 

there is not a clear 

understanding of these 

methodologies evidenced.  

• A similar gap exists between the 

leaders and the employees 

around knowledge of CI 

methodologies.  

• A similar gap exists between the 

leaders and the employees 

around knowledge of CI 

methodologies. 

• There is evidence of doubt of the 

suitability of CI methodologies to 

the public sector.  

• There are also indications in the 

responses that there are less 

motivation and belief in 

improving services, and this is 

more of a senior management 

role. 

RO3 • Leadership in the organisation 

present a view of a clear approach 

to CI.  

• Employees comment on a lack of 

strategic alignment, leadership, 

• Both leaders and employers 

share a view that the phrase CI is 

commonly applied. 

• However, there is a lack of 

strategic alignment, leadership, 

• While leadership in the 

organisation present some views 

on their approach to CI, these are 

not consistent.  
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structure and training and 

development to deliver CI activities.  

structure and training and 

development to deliver CI 

activities.  

• Employees comment on a lack of 

strategic alignment, leadership, 

structure and training and 

development to deliver CI 

activities, but also show less 

desire for ongoing change and 

improvement than in the other 

case studies.  

Table 7.1: Summary of research objectives from all three case studies 

 

For ease of comparison across all three case study organisations, the comprehensive 

data from all questionnaires, which are utilised within this chapter are shown at 

appendix ‘Q’. 

7.2 Organisational Culture, values and beliefs (RO1) 

The initial section of this chapter discusses the current perceptions around the culture 

of the three case study organisations as perceived by the participants in the research. 

This is intended to understand whether there is a predisposition of public sector 

organisations or public sector employees towards CI through their views of the existing 

culture of the organisation. Additionally, whether the motivation of employees 

concerning working for their organisation and within the public sector more generally 

as would be suggested by the concept of Public Sector Motivation (Ritz, Brewer & 

Neumann, 2016). As Martin (2002), states, organisational culture includes the concept 

of a shared set of understandings or values in a specific context. In this case, the context 

is continuous improvement.    

7.2.1 Organisational Commitment to CI 

The executive interviewees within each organisation were asked regarding their view of 

how embedded or explicit the organisation's approach to CI was in the organisation. This 

is discussed individually within the relevant case studies, but the summary of responses 

is shown below in Table 7.2.  

 Ambulance (N4) Police (N9) Fire (N8) 

Explicit commitment to CI ‘B’, ‘C’, ’H’, ‘K’ ‘A’, ‘F’, ‘U’, ‘V’ ‘D’, ‘L’, ‘’M’, ‘P’, ‘Q’ 

Implicit commitment to CI  ‘I’, ‘J’, R’, T’, ‘W’ ‘N’, ‘O’, ‘S’ 

Clear approach to CI ‘B’, ‘C’, ‘H’, ‘K’  ‘P’, ‘Q’ 

No clear approach to CI  ‘A’, ‘F’, ‘I’, ‘J’, ‘R’, ‘T’, ‘U’, ‘V’, ‘W’ ‘D’, ‘L’, ‘M’, ‘N’, ‘O’, ‘S’ 

Table 7.2: Executive interviewee perspectives on organisational commitment to CI 
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It can be seen that respondents from the ambulance service view the organisation to 

have an evident and established approach to CI. In contrast, the views of the 

respondents from the other two case study organisations are more contrasted on how 

clear and explicit the CI approach is. It is additionally intriguing to note that while the 

fire service respondents speak most consistently about the use of PSIF, they additionally 

comment that CI has not permeated their policies and practices and is not used 

consistently through the organisation. This perhaps best examples the actual difference 

between a self-assessment framework and deploying an improvement methodology 

more widely.  

The analysis of the interviewees who represented a broader government oversight 

organisation are included at this stage as part of the broader public sector analysis. 

Respondent ‘E’ commented about the deployment of structured approaches to CI that; 

“I don’t see it as a systematic thing. I work across a range of different types of public 

sector bodies. So, it’s not sector-specific in any shape or form.” they added; “we wouldn’t 

say that that kind of concept, continuous improvement around that, is as well established 

or understood. That would certainly be my impression. I wouldn’t claim any kind of 

systematic evaluation of it, and that sort of thing.”. Whereas Respondent ‘G’ 

commented on their views of the importance of self-assessment; “In that whole space 

of continuous improvement self-evaluation needs to be a big part of that. I think there’s 

probably scope for more of that in the sectors we’re talking about.”. It can be seen in the 

overview sense that self-assessment of areas to improve has some element of 

prioritisation however the processes, and embedded approaches by which 

improvements can take place do not appear to be applied except within the ambulance 

service. 

As such, the executive perspectives are contrasted with the employee’s views on 

whether the case study organisation is viewed as seeking to improve and whether or 

not there is a straightforward approach to improvement activities in Figure 7.1.  
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Figure 7.1: Perceptions of organisations commitment to CI 

 

While the ambulance executive interviewees most strongly view the organisation as 

having a clear commitment and approach to CI, the ambulance service employees have 

the least strong view of that. While respondents are split over how committed the 

organisation is to CI, they broadly disagree that there is a straightforward approach to 

which they can contribute. What can be seen in Figure 7.1 is that none of the case study 

organisations is viewed consistently or strongly as currently have an embedded 

approach to CI nor a straightforward method of contribution. This can be linked back to 

the literature review themes and lack of CI as a whole system which is strategically 

aligned as well as gaps in strategic alignment and leadership.  

7.2.2 Organisational Culture in the context of CI 

The literature reviewed in Chapter 2 does not identify any research which details a public 

sector organisation which has embedded an organisation-wide approach to CI. The 

existing body of research can be seen to be predominantly case studies of the 

application of methodologies and the benefits that can be derived (Chen, Lin & Chen, 

2008; Adler et al., 2002; Di Pietro, Mugion & Renzi, 2013) the literature does identify 

that a vital issue with public sector CI deployments as being very narrowly focussed on 

tools and techniques (Thomas et al., 2015). In these case studies, it can be seen that 

while the term ‘continuous improvement’ may be viewed as being explicit within the 

strategy of the respective organisations, there is no evidence of any broader activity to 

support the concept or drive an integrated approach. These activities such as leadership, 

empowerment, training and development, reward and recognition, communication and 
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engagement are all listed in work around critical success and failure factors for deploying 

CI methodologies (Fryer, Antony & Douglas, 2007; Laureani & Antony, 2016; Juliani & 

Oliviera, 2017).  

While the organisational commitment to CI within the three case study organisations 

evidence gaps in strategy, roadmap, policy and practice to support embedding CI, one 

of the areas not explored within the literature is employee readiness to contribute to 

organisation-wide CI. The commitment of the individual as well as the opportunity and 

support for employees in contributing to a CI approach. This was one of the overall 

objectives of the research in exploring the culture and disposition of public sector 

employees within the organisations. Figure 7.2 presents employees perspectives. 

 

Figure 7.2: Employee perspectives on contributing to CI 

  

While employees questioned their own organisation's commitment and approach to CI, 

they felt strongly about a desire to contribute to improvements. They broadly did not 

differentiate between internal process improvements and improving the service that 

was delivered. It can be implied from this that there was a recognition that internal 

efficiency or effectiveness contributes to improved service delivery. It can, however, be 

seen that while police respondents felt that this was a core part of their role to make 

such improvements, this was less strongly viewed in the other case studies. In 

considering this across the culture of the organisation, employees want to contribute to 

CI but are less clear on how to do it. Employees also feel it is part of their role to do so 

although this view is notably more strongly held in policing. Culturally then, employees 

across all three case study organisations have shared beliefs around their desire to 
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contribute to CI. This is an area which has not been previously researched and is a gap 

in the literature as studies have more focussed on the impact on employees (Carter et 

al., 2011a; Stanton et al. 2014; Lindsay et al. 2014) rather than willingness and readiness 

to participate and contribute.  

The gap between wanting to contribute and feeling able and knowing how to contribute 

is, therefore further explored as part of analysing the culture of the organisation as it 

relates to CI. The importance of leadership (Laureani & Antony, 2015), employee 

empowerment (Barton, 2013; Di Pietro, Mugion & Renzi, 2013), employee engagement 

and listening to staff closest to the delivery of the service (Abdallah, 2014; Bortolotti et 

al., 2018) are all researched and established success. So the contrast is made between 

staff willingness to contribute and the existence of these factors within the case study 

organisations in Figure 7.3. 

 

Figure 7.3: Employee perspectives on management support for CI 

 

It can perhaps be anticipated that the levels of agreement across all agencies reduce as 

the management commitment increases from encouragement to active support to 

commitment to implement. However, this is in the context of the previous comments 

where employees and executive leaders feel there is no transparent, consistent 

approach to or mechanisms for CI. The exception to this is the ambulance service who 

experience a clear difference in perspectives between the employees and the executive 

leadership. It is additionally observed that one of the key differences between the case 

study organisations is the significant change experienced by both police and fire services 
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in terms of their creation as national services. Therefore a consideration may be that 

police and fire services are more used to change and in their recent history.  

Accordingly, and despite, clear processes and policies, there is a general positive feeling 

across the police and fire service that employees will be listened to and supported if 

they make improvement suggestions. In Chapter 4, the case study of the ambulance 

service’ the frequency of comments around perceived negative management 

behaviours (Figure 4.4) and staff not being listened to (Figure 4.13) may reflect the more 

negative view of the culture around management support for this organisation. There is 

a supportive theme within the executive interviews around an identified need to listen 

to employees which are discussed more under the barriers, challenges and 

opportunities later in this chapter. In terms of the sub-cultures, the gap identified is 

around a general desire to improve service but a lack of clarity and skills on how to 

contribute to such improvements. There are also consistent perceptions that staff will 

not be listened to and not be empowered to make such improvements, this again links 

back to the need for leadership and CI to be developed as a whole system within 

organisations.   

7.2.3 Employee motivation across case study organisations 

As discussed in Chapter 1, the theoretical framework for this research includes 

motivation within the public sector culture and whether this can be viewed through the 

lens of public sector motivation (Ritz, Brewer & Neuman, 2016). An additional 

consideration is whether this sets aside public sector employees from other sectors and 

impacts on the success or failure of CI as they can be viewed as having a predisposition 

towards public service motivation. In reviewing theories of public service motivation, 

Perry and Wise (2008) describe the critical motives of desire to serve the public interest 

and social equity, but also recognise the motives of furthering a personal view or belief 

or sense of self-importance. It is not suggested therefore that public service motivation 

is entirely altruistic, but this is contrasted with theories on public sector motivation 

where employees are recognised as less driven by financial reward than their private 

sector counterparts but were found to work fewer hours and exhibited less willingness 

to undertake additional work on behalf of the organisation (Buelens & Van Broeck, 2007) 

as such motivation is a central theoretical element to this research. Figure 7.4 below 
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shows the prioritised reasons that employees stated they either joined or remained in 

their respective organisations.   

 

Figure 7.4: Employee motivation for working within the case study organisations 

 

It can be seen that the most substantial motivational factors vary across the three case 

study organisations. However, the importance of job security is seen through all three 

organisations which are more suggestive of theories on public sector motivation and 

within SFRS there is a notable difference in feeling around the importance of work/life 

balance compared to the other organisations. In terms of public service motivation, the 

significant altruistic element of making a difference can be seen to be present in all three 

organisations but is more strongly expressed by ambulance and police. This is 

additionally linked to the data presented in Figure 7.2, where respondents in all three 

organisations responded strongly to want to make a difference and make contributions 

to improvement. All three organisations returned mean values over 4.0 in this regard, 

which would challenge the broad assertion that public sector employees are less willing 

to contribute and undertake additional work (Buelens & Van Broeck, 2007).   

As such, the above indicates that it may be unhelpful to separate the concepts of public 

service and public sector motivation. Researchers (Perry, Hondeghem & Wise, 2010) 

recognise that while the concept of public service is not entirely altruistic, the personal 

benefits often relate to advancing personal beliefs or feelings of self-worth or self-

importance. However, there are clear personal benefits of importance around job 

security in particular, and to a lesser extent, work/life balance within the responses. This 

indicates that while working in the public sector may reflect different motivations from 
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other sectors, elements of both the public sector and public service motivation are 

evident. The perception of employees wanting to make a difference and contribute 

directly to the organisations is additionally reflected within the executive interviews and 

discussed particularly under the opportunities for embedding a culture o CI later in this 

chapter.       

An aspect of motivation is the method by which employees seek to be rewarded for 

their commitment and contribution. Perry, Hondeghem & Wise (2010), propose that the 

strong presence of public sector motivation within an organisation means that individual 

performance is less likely to be motivated by utilitarian incentives. Figure 7.5 explores 

respondents preferred methods of reward and recognition.  

 

Figure 7.5: Employee reward preferences for contribution to CI 

 

The views of the employees in each organisation can be seen to be broad, and while fire 

responses strongly indicate a feeling around financial incentives and ambulance most 

strongly indicate additional training and police were indicating improved promotion 

prospects. It can be seen that the employees while motivated to participate and 

contribute do anticipate a practical reward or recognition for doing so to indicate the 

value of such activities or action. Albeit this tends not to be in financial terms, except for 

the fire service. However, preferences across the spectrum in the question can be seen 

and are examined in the context of hierarchical sub-cultures later in the chapter. 

Given the importance of employee involvement and empowerment within the literature 

as they relate to the success of CI initiatives within organisations (Lodge & Bamford, 

2008; Barton, 2013; Di Pietro, Mugion & Renzi, 2013),  and the importance of reward 
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and recognition systems (Bessant & Francis, 1999; Fryer & Ogden, 2014), respondents 

were additionally asked whether they were recognised through formal organisation-

wide progress. Their view that their motivation was not recognised, this considered 

alongside their feeling of empowerment to make improvements in the organisation. 

Again, the higher the mean of the data, the more indicative of recognised formal reward 

and recognition processes within the organisation and the higher the feelings of 

empowerment. Figure 7.6 is shown below.  

 

Figure 7.6: Employees perspective on the extent of reward, recognition and empowerment within the 

organisation 

 

The columns on the left in respect of each organisation reflect the feeling of a lack of 

reward and recognition across all three organisations, with employees feeling broadly 

not valued with some recognition of ad-hoc positive behaviour of managers. The 

columns on the right reflect the employee’s perspective on being empowered and 

trusted to make improvements; again, this can be seen to be broadly negative. However, 

the responses from Police Scotland suggest a greater feeling of empowerment than the 

other case study organisations, albeit this is still only a mean of slightly more than three. 

Overall, this presents a picture of a workforce motivated to make a difference and 

contribute to CI but who do not feel empowered to do so nor recognised for positive 

contributions or behaviours. It is, however, recognised that examining the culture and 

motivation of employees at an organisational picture may fail to recognise the impact 

of sub-cultures and the needs of different employees within the organisation. This is 

discussed in the next section as part of the cross-case analysis of research objective 2.     
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7.2.4 Organisational Knowledge of CI  

This chapter has so far explored the culture around continuous improvement and 

motivation of employees to participate at an organisational level. Also, the desire and 

opportunity to participate in CI, the knowledge, training and tools.  The level of 

knowledge of different methodologies is also indicative of the organisation’s 

commitment and strategic focus on CI. There was strong feeling evidenced across the 

executive interviews for all agencies that CI was an explicit strategic focus. However, 

some comments were recognising that this did not extend beyond simple reference 

within strategies. Figure 7.7 presents the level of knowledge of respondents regarding 

the most frequently applied CI methodologies as well as the two self-assessment 

frameworks used in the public sector for business excellence. 

 

Figure 7.7: Employee knowledge, experience and training in CI methodologies 

 

As can be seen from the figure, the level of all knowledge across the three case study 

organisations suggests a superficial level of even awareness of the existence of the 

methodologies or frameworks. This would further suggest a very low level of maturity 

of CI in the organisations, where employees have little knowledge of the methodologies 

and consequently, the tools and techniques which could be applied to the problems and 

improvements they identify and seek to address. This lack of broad understanding was 

additionally reflected in the executive interviews, where there were only pockets of 

knowledge. Again, this is indicative of no transparent organisational approach to CI 

within any of the case study organisations. 
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7.3 Impact of hierarchical sub-cultures on organisation-wide CI (RO2)    

This section of the chapter explores particularly the impact of organisational culture on 

CI, which is shown by the literature to be an under-researched area in the context of CI 

implementation (Snyder, Ingelsson & Backstrom, 2016). In particular, whether any 

elements of the culture, values and beliefs discussed in the preceding section of this 

chapter reflect organisation-wide culture or require a more in-depth understanding. It 

goes on to discuss the need to be considered from perspectives of sub-cultures. 

Specifically, hierarchical subcultures can be applied at that level in terms of a shared 

value or belief or whether it is more a matter of individual perspective across different 

hierarchies as suggested by Schien (2010), and the importance of understanding and 

addressing sub-culture perspectives if a cultural shift or change is required (Flanagan, 

1995). 

In particular, in this section, the results of the Kruskal-Wallis tests applied to the data 

analysed in respect of each question and each organisation is considered to understand 

firstly whether there are distinct differences in the distribution of responses between 

the levels of management (Foster Jr., Wallin & Ogden, 2011) and secondly whether this 

is reflected across the case studies within this research. Accordingly, each test 

hypothesises that the distribution of responses is the same across the four levels of the 

units of analysis; no management responsibility, first-line manager, middle manager and 

senior manager. The focus of this analysis is where the hypothesis is rejected, indicating 

clear and distinct differences between the sub-cultures. To provide an overview of the 

level of distribution of data impacted by the hierarchical sub-cultures, Table 7.3 shows 

the number of questions from the thirty-two analysed where the hypothesis was 

rejected, and so the distribution was not even across the sub-cultures. 

 Ambulance Police Fire 

No. of Questions 23 11 14 

Table 7.3: No of questions in each case study where the Kruskal-Wallis hypothesis was rejected 

 

7.3.1 Analysis of Perspectives on organisational commitment to CI 

In considering whether employees view the case study organisations as being 

committed to CI overall and whether there was an established approach to such activity, 

the data is presented by subculture within each case study organisation in Figure 7.8. 
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Figure 7.8: Perspective on organisational approach to CI by hierarchical sub-culture  

 

Within the ambulance case study, the Kruskal-Wallis test for both questions presents 

that the employee perspective is influenced by hierarchy and the less senior staff have 

an increasingly negative view of the organisation's commitment and approach to CI. 

Between the three case studies, the ambulance service executive group were the only 

group who felt there was a precise and robust approach to CI, however, there is clear 

evidence that this is not evenly experienced across the organisation. The fire results 

showed that the distribution was not even only in the second question, where it can be 

seen that the middle and senior managers agreed with the executive leaders that there 

was a more transparent approach. However, this is not experienced by the groups with 

no management responsibility nor the first-line managers. 

The ambulance service indicated a clear approach and commitment to the deployment 

of the PDSA improvement cycle, and fire indicated their commitment to the PSIF 

excellence framework. In both these cases, it can be seen that the approaches are not 

known, understood or applied on an organisation-wide basis and knowledge of the CI 

approach by the organisation is contained firmly within the most senior staff. This can 

be seen to impact on CI initiatives as those closest to the day to day delivery of services 

and who most understand where value and waste lie (Bortolotti et al., 2018) have the 

least knowledge and understanding of how the organisation approaches CI.        

Within the police case study, the distribution was the same across all categories which 

are supportive of the analysis of the executive interviews and employee comments 
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where the organisation was not seen to have adopted any transparent approach to CI 

and as such no level of the hierarchy has enhanced knowledge of the organisation's 

approach.  

It is additionally clear that the two organisations who view themselves as having a 

transparent approach to CI, have not effectively communicated or embedded that 

approach with the less senior members of staff making embedding a culture of CI within 

the organisation as challenging. Beyond this, it is supportive of the literature where CI 

activity is being developed and implemented without the involvement of the staff who 

deliver the services (Lodge and Bamford, 2008; Barton, 2013; Di Pietro, Mugion & Renzi, 

2013). 

7.3.2 Organisational Sub-Culture in the context of CI 

The next area of cross-analysis was the employee’s perspective on whether it was a part 

of their role within the organisation to contribute to improvement activity and whether 

they were individually driven or motivated to contribute to improvement activities. 

Again, this is intended to understand how far CI is a part of the culture of the 

organisation and significantly whether the level of shared belief or commitment varies 

according to hierarchical sub-culture. Firstly, the employee views on role and 

commitment are presented by sub-culture in Figure 7.9. 

 

Figure 7.9: Perspective on organisational approach to CI by hierarchical sub-culture  
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For all three case studies, the extent to which employees viewed it as their role to make 

improvements was dependent on their level within the organisation regardless of 

whether this was viewed as internal process improvements or linked to improvements 

in external service delivery. This is suggestive of a need to develop formal role profiles 

or job descriptions for the staff or otherwise introduce clarity for staff at all levels around 

the importance of CI and the responsibility of every individual if there is a purpose to 

embed and sustain culture change. This would link to both Cameron & Quinn’s (2011) 

steps for initiating culture change (Table 2.2) as well as Schien’s (2010) activities for 

psychological safety (Table 2.3). Differentiating between the employee’s perception of 

their role, the second two questions link to public service motivation and their desire to 

make improvements. Within the Police and Fire case studies, the employee’s willingness 

to contribute was not influenced by their seniority in the hierarchy. In contrast, the 

distribution was not the same in the ambulance service hierarchy, albeit all groups still 

returned high mean scores above 4.0.  

This again suggests that the population across the three case studies express a public 

service desire to make improvements but do not see it as part of their role to do so. An 

opportunity is presented for the case study organisations and public sector CI more 

broadly as it suggests that if CI is explicitly made a part of everybody’s role, this would 

be a strong cultural fit as it aligns with the employees desire to contribute regardless of 

the level of seniority in the organisation.   

In taking these measures, employees who are desirous of contributing to CI, would 

responsibly wish to feel encouraged and supported by their respective managers across 

the organisational hierarchy. This is further considered in Figure 7.10. 
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Figure 7.10: Perspective on management support for CI by hierarchical sub-culture  

 

Only the respondents in the ambulance case study have significantly different 

perspectives on the level of support by managers, which very clearly deteriorates in line 

with organisational seniority. The support and encouragement experienced by senior 

managers within the Ambulance service are less shown by those managers to their 

middle managers and so on through the organisation. In the SFRS, the experience can 

be seen to be more defined as a step change from middle managers to first-line 

managers. However, more depends on the individual manager rather than the seniority 

of the manager within Police Scotland. In furthering a culture of CI in the public sector, 

again critical success factors most frequently include management commitment (Fryer, 

Antony & Douglas, 2007). However, commitment is not only to a tool or technique of CI, 

but it is also argued that it includes the broader management skills which give managers 

the confidence to include and empower staff and move away from more transactional 

leadership and management approaches when appropriate to do so.  

It can be seen from the data that within the SAS and SFRS case studies, that employees 

within the hierarchical sub-cultures of middle and senior managers require 

development around empowering team members. Development needs extend to 

offering encouragement and direction to reward and recognise positive behaviours in 
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their direct reports to evidence that these are valued as part of the organisational 

culture change to embed CI. The police service case study does not reveal the same level 

of difference between the management sub-cultures, where there is a suggestion that 

empowerment, sense of trust and reward and recognition are more common across all 

management levels, albeit not consistently so.            

7.3.3 Employee motivation by hierarchical sub-culture 

The employee's reasons for working with their organisation were presented in Figure 

7.4. As discussed, whilst there was a strong prioritisation around ‘making a difference’ 

and job security across all three case study organisations, the Kruskal-Wallis test showed 

that the distribution was broadly the same across all categories within all case study 

organisations. This suggests that the motivating factor for working for the organisation 

and within the public sector is an individual belief and value and is not linked to an 

employee’s place within the hierarchy of the organisation.  

There were two standalone exceptions to this, within the ambulance service, the senior 

managers were notably less motivated by job security than the ‘no management 

responsibility’ or first-line managers groups. Additionally, within SFRS, the only 

exception to the distribution was that senior and middle managers were markedly less 

motivated by pension than the other two groups.  

Overall therefore in the prioritisation of motivating factors for working with the public 

sector and their organisation specifically, this is not linked to the hierarchical sub-culture 

of the organisation and so can be considered to be driven by the individual within the 

organisation. It is, however, restated that there are elements of both public service 

motivation and public sector motivation shown through all three case studies but are 

prioritised in different ways based on individual values and beliefs. 

As has been discussed, while there is a healthy level of public sector motivation across 

all hierarchical levels of the three case study organisations, further consideration is how 

such contributions to CI could or should be rewarded or recognised. One proposition of 

public service motivation is that the presence of high levels means organisations need 

to be less reliant on utilitarian rewards for high levels of individual performance (Perry, 

Hondeghem & Wise, 2010). It is evident from Figure 7.6 that across all three 

organisations, staff do not feel that their motivation to make improvements is rewarded 
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nor recognised. Across the police and fire case studies, the distribution of responses is 

the same regardless of position in the organisation hierarchy. In the ambulance case 

study, the perception of a lack of reward or recognition is closely aligned with the 

hierarchy with those with no management responsibility feeling least recognised. This 

would tend to negate the proposition on less reliance on utilitarian awards from the 

theory. Figure 7.11 presents the data on the nature of the reward that employees would 

expect or desire. 

 

Figure 7.11: Perspective on reward and recognition for CI by hierarchical sub-culture  

 

While Figure 7.11 shows broadly a range of preferences from employees across the 

hierarchical structure, which shows that a formal reward and recognition system or 

policy for CI must be broad in its approach, there are many common factors which can 

be considered. Clear patterns are suggesting that those with no management 

responsibility and first-line managers would appreciate reward through additional 

training opportunities. In contrast, the two more senior manager groups more strongly 

value a link to the promotion system and enhanced opportunities through being 

recognised for their contribution. The fire responses can also be seen as outliers for the 
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two least senior groups who have a much stronger priority over financial rewards than 

with any of the other groups or organisations. It can be observed therefore that there is 

a drive across all levels of the organisations to contribute to CI but to embed the culture 

of actually delivering CI, there is a desire for a tangible reward which is linked to criteria 

for the selection for additional training for those less senior in the hierarchy and 

promotion prospects for the more senior two levels of the hierarchy. While these are 

more prioritised, this does not exclude, the desire to be ‘appreciated’ through sound 

management practices and being thanked. 

7.3.4 Knowledge of CI across hierarchical sub-cultures 

Participants across all three case study organisations expressed low levels of knowledge 

across both their organisation's approach to CI (Figure 7.1) as well as awareness, 

knowledge or training and application in the most common CI methodologies as well as 

the business excellence frameworks (Figure 7.7). Figure 7.12 below presents the level of 

knowledge of the methodologies initially discussed in Figure 7.1 but broken down and 

presented by hierarchical sub-culture. 

  

 

  Figure 7.12: Awareness & training of CI methodologies by hierarchical sub-culture 

 

Across all three organisations, all responses around all methodologies are impacted by 

the hierarchical sub-cultures examined. It can be seen that regardless of organisation 

the level of knowledge and likelihood of having received training is much greater for 
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senior managers albeit this is more strongly seen within SFRS, where again the clear 

divide between the two more senior levels and the two more junior levels is in evidence. 

For the employees with no management responsibility, it can be seen that the 

predominant level is not having heard of the methodologies up to some awareness but 

no training nor application of them.  

This is again indicative of no straightforward, structured methodological approach to CI 

across all levels of the organisations and is contradictory of the views of a significant 

cultural shift suggested by the executive within the ambulance service. It is perhaps 

supportive of the broad views within policing that there has been no focussed and 

structured delivery of CI. The SFRS focus on the use of PSIF is evidenced here but only in 

the more senior levels of the hierarchy with little to no knowledge held within the less 

senior groups which are further suggestive that PSIF is used as a management tool rather 

than as part of a CI initiative or deployment across the service. This shows that while 

there is an overall low maturity level for CI within all three case study organisations, 

there is a lack of engagement and harnessing of employees knowledge and energy 

around CI and that such CI activity is broadly limited to the most senior levels of the 

organisation.  

Overall, therefore, while the values and beliefs of the organisations as they relate to CI 

are shared across the hierarchy of each organisation along with the motivation to 

participate, the opportunity to do so, knowledge and training regarding skills and 

expectations of reward for such participation is dependent on the hierarchical sub-

culture within the organisations.    

7.4 The Barriers, Challenges and Opportunities for embedding a culture of CI 

within the Case Study Organisations (RO3)      

 This section of the discussion critically compares the consensus barriers and challenges 

across all three organisations as they appear at an organisational level as well as key 

differences at the hierarchical sub-culture level. The section goes on to present the 

perceived opportunities in the same way. Table 7.4 presents the most frequently 

commented on barriers and challenges from each organisation as well as the executive 

leadership perspective. 
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 Ambulance Police Fire 

1. Lack of leadership Lack of resources Lack of leadership 

2. Staff not listened to Lack of leadership Staff resistance to change 

3. Lack of time to carry out 

improvements 

Budget cuts Lack of resources 

4. Budget cuts Negative management 

behaviours 

Lack of training 

5. Staff resistance to change Lack of training Negative approach to support staff 

6. Lack of training Staff not listened to Negative management behaviours 

7. Staff not valued Filling gaps in service created by 

partners 

Staff not listened to 

8. Lack of resources Overcomplicated change 

processes 

Lack of communication 

9. Lack of CI Plan or structure Change is driven top-down Politics 

10. Lack of equality of opportunity Lack of transparency Lack of management challenge 

Executive 

Perspectives 

Only two comments made were 

around lack of staff commitment 

and bureaucracy of Kaizen/Lean 

in healthcare 

Recognised a lack of leadership 

on CI and understanding of it. 

Lack of structure and process 

around CI and empowerment of 

staff 

Lack of empowerment of staff and 

communication and engagement. 

Existence of task-based culture and 

resistance to change 

Table 7.4: Summary of barriers & challenges to embedding a culture of CI  

 

Clearly, several areas of commonality can be seen across all three case study 

organisations, the perception of a lack of leadership and lack of empowerment of staff 

and listening to staff are familiar to studies analysing critical success factors and failure 

factors around CI implementation and sustainability. Table 7.5 shows identified success 

and failure factors from other studies. 

Critical Success Factors  

(Fryer, Antony and Douglas, 2007) 

Critical Failure Factors 

(Albliwi et al., 2014) 

(1) Management commitment 

(2) Customer management 

(3) Supplier management 

(4) Quality data, measurement, and reporting 

(5) Teamwork 

(6) Communication 

(7) Process management  

(8) Ongoing evaluation, monitoring, and assessment 

(9) Training and learning 

(10) Employee empowerment 

(11) Aims and objectives that are communicated to the 

workforce and used to prioritise individual’s actions – a 

corporate quality culture 

(12) Product design 

(1) Lack of top management attitude, commitment, and 

involvement 

(2) Lack of training and education 

(3) Poor project selection and prioritisation 

(4) Lack of resources (e.g., financial, technical, and human) 

(5) Weak link between the CI projects and the strategic 

objectives of the organisation 

(6) Resistance of culture change  

(7) Poor communication  

(8) Lack of leadership skills and visionary and supportive 

leadership  

(9) Lack of consideration of the human factors  

(10) Lack of awareness of the benefits of LSS 

(11) Wrong selection of LSS tools  
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(13) Organisational structure 

 

(12) Narrow view of LSS as a set of tools, techniques and 

practices  

(13) Lack of understanding of the different types of 

customers/voice of the customer 

Table 7.5: Critical success and failure factors for CI deployment 

 

As such, the factors identified in this research tend to confirm previous research around 

the factors positively or negatively impacting on the public sector deployment of CI. 

There are some additional elements around external factors such as budget cuts and 

politics as well as associated factors such as the police perception of cuts by partners 

placing additional responsibility on them. It can also be seen that there is less reference 

to process and procedures such as organisational structure, wrong selection of tools, 

quality, measurement and reporting within the current three case studies. This is also 

reflective of the low maturity of CI within the organisation, and the lack of knowledge 

commented on.  

This would then tend to add to the body of knowledge around the success and failure 

factors of CI in the public sector by adding consistency to the findings in other sectors 

such as health and education and in particular on the human side of CI deployment 

rather than the technical side around methodologies. These elements are, therefore, 

consistent in considering a framework. However, this research contributes to the 

theories and practices through the exploration of culture and motivation as to the 

activities which can support a broader framework for CI sustainability and in turn 

maximise participation through high cultural fit and harnessing existing motivation to 

optimise impact and the opportunity for sustainable success. This concept is discussed 

and developed in the next section. 

In addition to the barriers and challenges, all participants were asked to consider where 

they saw opportunities to embed a culture of continuous improvement. These are 

presented in Table 7.6. 
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  Ambulance Police Fire 

1. Improved training and learning Listen to staff Reduce geographic favouritism 

2. Listen to staff Improved communication and 

engagement 

Improved training and learning 

3. Improved communication and 

engagement  

Create a CI Structure Listen to staff 

4. Leading by example Leading by example  Increase Pay 

5. Value staff Use currently motivated 

workforce 

Preserve pay and conditions 

6. Recruit to PSM Improved training and learning Reduce Silos 

7. Use currently motivated 

workforce 

Value staff Leading by example 

8. Provide time to make 

improvements 

Passage of time will take care of 

it 

Passage of time will take care of it 

9. Reduce Silo’s Improve accountability of 

managers 

Improved communication and 

engagement 

10. More equitable access to training Value improvement not only cost 

reduction 

Formal reward and recognition system 

Executive Perspectives Focus on small localised 

improvements as staff support 

this 

Utilise the knowledge & 

experience of staff, train and 

empower them 

Shift in leadership perspective to 

involve and empower staff within a 

clear CI structure  

Table 7.6: Summary of opportunities for embedding a culture of CI  

 

In some respects, the opportunities identified relate to addressing the challenges and 

barriers. However, there is broad continuing agreement around engaging and involving 

staff, training and empowering them to support CI. There are some individual, 

organisational variations, in particular, the SFRS experience on geographic sub-cultures 

which appears more of an issue than in the other organisations or the focus on financial 

benefits around pay and conditions. However, there is more broad agreement linked to 

critical success factors and failure factors more broadly evidenced in other public sector 

organisations or other sectors (Antony et al., 2007; Fryer, Antony & Douglas, 2007; 

Laureani & Antony, 2016; Juliani & Oliveira, 2017). 

Utilising, the broad critical success factors identified within the public sector and cross 

comparing those similarities with CI within the emergency services discussed above, 

these are synthesised into a framework for introducing and sustaining a culture of CI in 

the next section. The framework is developed using the specific additional perspectives 

and data on the organisational culture as it relates to CI and the critical area of 

motivation.  It is intended to integrate with and develop existing theory and produce a 

practical framework which can be applied within the sector and optimise an inclusive 

organisational wide approach.      
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7.5 A strategic framework for a sustainable culture of continuous improvement 

in public sector organisations (RO4) 

This section of the chapter draws together the key findings from the case studies and 

the cross-case analysis presented in emboldened text above to present the strategic 

framework identified in research objective 4. This section is also intended to answer 

research question 4 by drawing together the current theory on organisational sub-

cultures, public service motivation and organisational implementation of continuous 

improvement and informing these through the current research findings.  

7.5.1 Framework Development 

The theoretical framework shown in Figure 7.13 below, was developed through the 

synthesis of the themes identified from the systematic literature review presented in 

Chapter 2 as well as the incorporation of theory centred on organisational culture in the 

context of continuous improvement, public service and public sector motivation. These 

were investigated through the three case studies of the national emergency services in 

Scotland and informed and contextualised through the data collected from the semi-

structured interviews and questionnaires presented in Chapters 4, 5 and 6.  

The framework includes several critical success factors identified in other studies (Table 

7.5) and the initial themes around the gaps summarised at the end of Chapter 2 (Figure 

2.11). However, the framework goes beyond these to include further depth of analysis 

to include the specific activities and actions which can support embedding a sustainable 

culture of CI as described earlier in this chapter.    

7.5.2 Discussion of Framework 

The framework covers five overall components which have emerged as core to the 

successful deployment of a strategically and culturally aligned system of CI and is built 

on the themes initially identified from the literature review and summarised in Figure 

2.11. Some of the areas cover multiple success factors as they have been described in 

previous studies; however, the framework goes beyond such factors and in each of the 

five components identifies activities or actions which have been investigated as a result 

of the literature review themes. They have then been developed through the 

understanding drawn from the results of this research. The framework is shown in Figure 

7.13 below. 
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Figure 7.13: Theoretical framework for embedding a sustainable culture of CI in the public sector 

 

7.5.2.1 Leadership 

As a critical success factor, the importance of leadership is well established (Laureani & 

Antony, 2016) this stated, Chapter 2 indicates several themes and gaps around 

leadership behaviour. In each of the case studies, executive leaders evidenced that the 

way in which CI was defined as a matter of individual opinion rather than a shared and 

agreed definition, this has been reflected in previous studies on lean (Thirkell & Ashman, 

2014), however, unlike the evidence from the literature review the case studies showed 

that lean was not a dominant methodology in any of the case study organisations. There 

was low awareness of any of the most used methodologies. Importantly, although all of 

the case study organisations used the term ‘continuous improvement’ in their strategic 

documents, there was evident confusion between CI and radical project-based 

improvement. This means that there is a leadership pre-step to showing commitment 

to CI. That is to say, that leaders need to define what is meant by CI and ensure that 

there is a consistent and shared understanding not only in the executive but also across 

all levels of the organisation. 
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Where CI was discussed in more detail, it was discussed as a tool or technique, where 

the data showed that across all three organisations, the employees evidenced a strong 

desire to participate in CI. Given that this is a shared value or belief, this is supportive of 

an organisational culture which has been described as the deepest level of quality 

management (Lagrosen & Lagrosen, 2019). As the desire to participate is evidenced 

across all hierarchical levels of the organisation, expressing this as a value of the 

organisation can support culture change and be a common goal supporting 

sustainability.  

Having defined CI, leaders need to ensure that such activity is targeted to harness 

employee activity, optimise benefits and measure progress. As such, leaders need to 

map their CI priorities to organisational strategy explicitly. It has been suggested that a 

barrier to CI in the public sector is the complexity of the organisations and the services 

they deliver (Bateman, Hines & Davidson, 2014); however, the research suggests that 

employees are focussed on understanding how to contribute and what to contribute to. 

Additionally, this maintains a focus on improving priority areas and assist CI in becoming 

integrated with the whole purpose and priority of the organisation.  

A gap identified through the literature review was the lack of inclusion of a roadmap 

which sits under the organisational strategy and details how CI is to be delivered within 

the organisation. Linked to this, even where the case study organisations felt that they 

had a clear approach to CI, the employees were less aware and unclear on how to make 

such contributions. Given the importance in the literature on improvements involving 

employees (Abdallah, 2014), there is a need for leaders to commit to and support clear 

pathways on how individuals can contribute to CI.       

Overall, an agreed leadership approach and commitment to these activities are the first 

steps in the framework, know what you mean by CI, ensure everyone has the same 

understanding, express it as a value which is integrated into the organisational strategy 

and detail a roadmap for delivery which is explicit around how individuals make 

contributions. 

7.5.2.2 Motivation   

As discussed, the separation of public sector motivation and public service motivation is 

not helpful for public sector organisations as the presence of aspects of both is seen 

through all three case studies in this research. The strong desire to participate in 
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improvement activities (Figure 7.2) and the broadly positive motivator of ‘making a 

difference’ is seen in all three case studies (Figure 7.4). This stated, the focus on public 

service motivation and the drive to make a difference could be more strongly held in the 

organisations and in the recruitment of new employees, the inclusion of this as a critical 

attribute can further strengthen this focus in each organisation. This agrees with current 

literature where the prioritisation of public service motivation should be an aspect of 

formal recruitment (Ritz, Brewer & Neumann, 2016). It is emphasised in this framework 

as it is recognised that this remains a gap in recruitment processes but would support 

the culture change of the organisation in the context of CI.       

However, this research additionally shows the importance of public sector motivators 

and in particular job security. This links to the psychological safety (Schein, 2010) of 

employees as they engage with the change process and so the implications of the 

change to individual roles and jobs should be discussed and included in CI activity. To 

maximise the engagement of the individual employees in the changes, a clear 

understanding and communication of what this means to them and how their role will 

change are crucial to their sense of security and safety. This does not mean that 

employees will not support change, instead that they are motivated by a sense of safety 

and security, and so CI activity should not be a surprise, and outcomes should be 

understood. 

Recruiting to public service motivation has been discussed in the literature; however, as 

presented earlier in the chapter, there is a strong presence of this factor within the 

employees across all three case studies. CI activity is, therefore, notably expressed in 

terms of outcomes rather than outputs. A change in process may be more efficient and 

save staff hours, but how will those hours be used, how will this make a difference 

internally or externally? There is also clear feedback that while budget restrictions are 

known and understood by staff, expressing all CI activity in the sense of money saved is 

viewed negatively. Whereas linked to ‘making a difference’ as a motivating question, 

how will the activity improve service or save service in other areas by increasing 

efficiency is viewed positively. Communicating and delivering CI in these terms can more 

greatly align CI to the motivating factors and support culture change. 

Contrary to the literature (Perry, Hondeghem & Wise, 2010) the strong presence of 

public service motivation is not shown to align with a predominance of intrinsic rewards. 
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There is clear evidence that while the employees wish to contribute there is also an 

expectation of an extrinsic and tangible reward. The nature of this varies according to 

both the individual but also the individual’s role within the hierarchy of the organisation. 

As such, to support the embedding of a culture of CI, a need to tie positive contribution 

to practical reward is an important factor. This research shows that while there are 

differences across the organisations, broadly, the employees up to supervisor or first-

line manager roles value access to additional training as recognition for contribution 

whereas middle and senior managers value a clear link to contributions improving their 

promotion prospects. This is discussed further under process and the development of a 

clear CI reward and recognition policy and practice.            

7.5.2.3 Organisational Culture 

While the literature identifies and supports the presence of multiple cultures within and 

across public sector organisations (Willcoxson & Millet, 2000; Sheaff et al., 2010) there 

has been little attention to organisational culture in the context of CI deployment 

(Snyder, Ingelsson & Backstrom, 2016). As is evidenced in the individual case studies as 

well as the cross-case analysis in this chapter, a step for embedding a culture of CI is 

therefore recognising that organisational sub-cultures do not view CI in the same way. 

The sub-cultures do not experience behaviours that would support CI such as 

empowerment, communication outlets, nor feel valued in the same way. This means, 

therefore, that while there should be a single definition of CI and how it is delivered in 

the organisation, sub-cultures require different communication and engagement 

activities as they experience or perceive CI differently.   

Linked to this, this research shows that the hierarchical sub-cultures within the three 

emergency services mean that as the sub-cultures become less senior, there is a 

decreasing sense of being valued for either contribution or input into the CI process, 

within the ambulance service this very clearly follows the hierarchical structure. 

However, a clear difference can be seen between the executive perspectives and the 

remained of the organisation, within the fire case study, a clear difference is evidenced 

between the middle and senior managers and the more junior levels of the organisation. 

Within policing, the sub-cultures are more varied, although the first line managers feel 

least valued. Accordingly, a critical suggested element of the framework is the 
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importance of any employee or stakeholders view, suggestion or contribution being 

valued and transparent processes to support this as discussed in the next section. 

The literature also discusses the importance of employee involvement in CI activities 

(Holmemo, Rolfson & Ingvaldson, 2016); however, with the public sector case studies, 

the desire to participate is evidenced. Also, there is broad agreement that the 

organisations are seeking to learn and improve, however an evidence block to this 

positive aspect of the culture is a general lack of awareness, knowledge of how to 

contribute as well as overt encouragement for staff to contribute. This links to staff 

feeling valued as discussed above and so links to the culture of the organisation in terms 

of behaviours. 

Finally, in this section and distinct from the leadership aspects previously discussed, 

there is a vital commentary across all hierarchical sub-cultures around the respective 

line managers leading by example in regards to CI. This is not the same as the 

understanding and commitment to the strategy and organisational approach by the 

leadership of the organisation, instead relates to management behaviours aligning with 

the values, where they are seen to actively seek, support and recognise staff 

contributions to CI and to challenge negative behaviours which do not align to the 

strategy and values.             

7.5.2.4 Organisational Processes for CI 

The systemic literature review of CI in the public sector identified a gap as regards 

strategic alignment, and the proposed framework includes the development of a 

process to support this. The complexity of public sector organisations as regards the 

breadth of service they provide in particular has been recognised and in the same way, 

as is intended in the organisational strategy an organisation's CI deployment should be 

aligned to support the same priorities, the responsibility for this sits in the leadership 

element of the framework. However, there is a need to have a clear policy and process 

for identifying such improvement areas and how they link to the strategy. This means 

that the organisational effort is maximised, and capacity is focussed on agreed areas of 

greatest need. It is essential that such a strategy is developed inclusively with employees 

and stakeholders and follows that organisational priorities for CI should be developed in 

the same and aligned.  
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The knowledge and communication around employee contributions to CI discussed in 

the organisational culture section of the framework require to be supported by precise 

mechanisms for actually making suggestions, improvements or contributions to such 

improvements. Employees viewed this as a barrier that there were not agreed and 

accessible routes which would support the harnessing of such CI activities.  

The lack of inclusion of CI in the organisational performance management systems is 

also documented as a failure factor (Albliwi et al., 2014). The case studies evidenced that 

while benefits from radical or project-based changes were identified and recorded, 

there were no mechanisms identified for understanding improvements to service 

through CI. This is not only suggested as relevant to the organisational performance 

framework but additionally, individual performance with CI being included in 

employees, job descriptions and CI activities being included in personal outcomes for 

personal development reviews or appraisals and forming part of selection processes for 

advancement within the organisation. 

Beyond this, a target driven performance system, either internally or externally, was 

seen by employees within the case study organisations as a barrier to embedding a 

culture of CI. It is not suggested that there is a separate recording of CI activity. Rather 

improvements through CI are integrated into the organisation’s performance 

framework making it a core element of what the organisation does rather than an 

addition. This supports culture change by making CI activities consistent with more 

expansive organisational systems and structures (Schein, 2010) and supports the CI 

activity in remaining focussed in terms of outcomes rather than related to budget cuts. 

Finally, the importance of reward and recognition for staff is a core element of CI 

(Bessant & Francis, 1999) and the identification of extrinsic reward as motivation was 

discussed earlier in the framework. The importance of a transparent, documented 

approach to reward and recognition is included in this section to increase confidence in 

the employees perspective of value but also the evidence drawn from the case studies 

that CI and in thorough training and development was not fairly allocated across the 

organisation. That staff did not have equality of access depending on their hierarchical 

or geographic sub-culture or through perceptions of favouritism. Therefore, a policy 

showing an accessible and transparent approach to recognition is seen as supportive of 

culture change. It is important, however within any such policy to observe first the 
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importance of tangible extrinsic reward but also the variance of expectation of reward 

between the organisational hierarchy.          

7.5.2.5 Training and Development          

There is a gap in the literature as to why organisations select individual methodologies, 

and this research identifies the dominance of Lean but also the growth of the use of 

Lean Six Sigma. The critical choices for an organisation are ensuring first the right 

methodologies and then the right tools to address the identified problems and areas for 

service improvement. As such, there is a need for capacity for a range of training around 

a broad toolkit of tools and techniques. This framework does not seek to specify which 

tools and techniques as the literature recognise the complexity of public sector 

organisations. As such, a broad range of challenges is reasonably anticipated.  

Where the framework is intended to be more specific about training is widening the 

concept out from methodologies, tools and techniques into the skills and behaviours 

needed to embed CI. It is clear from the data that individuals want and need to know 

about the organisation's approach to CI. As such this needs to be included in briefing 

and training activities, the literature also identifies the importance of empowerment, 

and in particular, the involvement of the staff closest to the delivery of the service 

(Bortolotti et al., 2018). Training and development activities for CI need to be 

incorporated into management training to increase understanding of empowerment a 

feeling of confidence in applying it and clarity that this is an organisational imperative. 

The limitations of empowerment are also an essential factor.  

The case studies show that the use of empowerment decreases through the 

organisational hierarchy with each decreasing level of seniority of manager both 

experiencing it less and also using it less. Empowerment is also associated with the 

listening skills, coaching and mentoring that support effective culture change around the 

inclusion of the whole organisation in CI.         

7.5.3 Benefits of Framework 

The framework intends to support the development of a sustainable culture of CI using 

a whole system approach is to support organisations introduction or development of 

successful and sustainable CI initiatives. This is achieved through focusing on the 

broader factors beyond methodologies or tools and techniques which have shown to be 
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either critical success or failure factors or be shown as gaps from the existing literature 

relating to CI in the public sector. The integration into the research and analysis of 

theories of organisational culture and motivation in the public sector is designed to 

understand and harness employee contributions. Additionally, to understand the 

perspectives of sub-cultures within the organisation to support organisation-wide 

change rather than pockets of change in different levels of the hierarchy as seen within 

the case study organisations.  

The framework presents five themes for activity linked to the research themes or 

identified success factors. Then it draws on the data from the three case study 

organisations and the consequent cross case-analysis to identify key activities which 

support the areas and in some cases re-enforce identified success factors but 

additionally identify new or specific activities which have been informed by this 

research. The framework can be applied as a planning tool for the development of 

organisational approaches to CI or as a self-assessment tool for organisations who have 

already deployed CI initiatives.      

7.6 Chapter Summary 

This chapter critically discussed the findings from the three case studies presented in 

Chapters, 4 5 and 6 and compared the case studies across all three emergency services 

to identify both commonality and differences. This supported the application of key 

findings to the broader public sector beyond the three emergency services. The analysis 

showed the common elements of motivation from the public sector and service 

perspective and the extrinsic nature of desired rewards and how these varied from 

different hierarchical perspectives. The exploration of different perspectives within the 

organisational sub-cultures around hierarchy is additionally intended to evidence the 

need for culture change as regards CI to recognise the different perspectives and beliefs 

across and between organisations. 

The final chapter is the closure and conclusion of this research. It focuses on 

summarising the research findings as they relate to the research objectives discussed in 

this chapter and additionally discusses the contribution of this research as well as 

acknowledging limitations and exploring future research. 
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Chapter 8                                                                                           

Conclusion, Contribution and Agenda for Future Research 

8.1 Introduction 

This chapter concludes this research and presents the outcomes to the research 

objectives which were presented in Chapter 1 and which informed the research 

objectives and the methodology as presented in Chapter 3. The quality and limitations 

of the research are additionally discussed, and a core element of the chapter is the 

assessment of contribution to theory and practice made by this study.  

It is additionally recognised that there are other research gaps in this field as it relates 

to continuous improvement in the public sector as well as some areas identified which 

were not a specific part of this research. These are considered important elements for 

future investigation, as such an agenda for future research is presented which can be 

used to further narrow the research gaps and be used to inform CI in the public sector 

and therefore be used to improve public services.      

8.2 Critical Reflection on Research Aim and Objectives 

As presented in Chapter 1 and reflected on through the thesis, the overall aim of this 

research was to seek a more complete and deeper understanding of whether emergency 

services can be advantaged in succeeding with continuous improvement initiatives due 

to their employees motivation and culture.. It was intended to develop data collection 

methods informed by the literature and after that analyse the data to develop a strategic 

framework with identified supporting activities which could support the sustainable 

introduction or development within and across public sector organisations and support 

culture change in the context of CI. 

To achieve this aim, four research objectives were identified and detailed in Chapter 3. 

This section aims to address the objectives specifically, following on from the discussion 

of each as presented in chapter 7. 

8.2.1 RO1:  Establish the leadership and follower perspectives on organisational 

culture, as they relate to continuous improvement within the emergency 

services case study organisations 

Across the three case study organisations, there was evidenced a low maturity level of 

organisation-wide CI. This could be seen in different ways within each organisation, 
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within the Scottish Ambulance Service, there was a strong view from the executive 

postholders that the organisation had a transparent approach to CI and had made 

significant progress towards a culture of CI. This view was not shared by the broader 

employees across any of the hierarchical sub-cultures explored. Within Police Scotland, 

there was agreement across all levels that there was not an organisational approach to 

CI and no shared understanding nor definitions. The Scottish Fire and Rescue Service 

had a mixed response and viewed their approach as more of an application of self-

assessment improvement frameworks to identify opportunities. This approach was 

broadly understood by the more senior members of the organisation but little 

understood by those closest to the delivery of the service.  

The evidence and discussion presented in Chapter 7 showed that across all three 

agencies, there was a strong desire across all levels of the hierarchy to participate and 

contribute to CI. This showed an alignment between the presence of public service 

motivation and CI and through this suggesting that there was a shared value within and 

across the organisations which in turn supported continuous improvement as part of 

the organisational culture. However, while the desire to be involved in CI was healthy 

overall, not all sub-cultures strongly felt that it was their role to do so. While the desire 

to participate may reflect the altruism associated with public sector work in the 

literature, there was also a consistent desire for a tangible form of reward, suggesting 

that employees may be inclined to support CI through their values. Contrary to some of 

the discussion in the literature there is a clear and consistent desire for reward and that 

personal knowledge of a contribution is not sufficient for an individual to feel valued 

even where there is a strong sense of public sector motivation.         

8.2.2 R02: Critically compare individual values and motivations as they relate to 

compatibility with continuous improvement methodologies.  

The data analysis across organisations and associated discussion in Chapter 7 showed 

that while themes such as the strength of presence of public service motivation are 

individually experienced as a shared value across all levels of the organisations (Figure 

7.9). However, in other research themes such as knowledge of CI, reward and 

recognition, empowerment and management support, the individual perception 

directly related to their position in the hierarchy of the organisation. A summary of the 
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areas where responses were not distributed the same across hierarchical levels is shown 

in Table 8.1.  

Theme/Questions Ambulance Police Fire 

Organisational Culture and preparedness for CI    

It is my role to make improvements in the workplace    

It is my role to make improvements in the service we provide    

I would like to make improvements in my workplace    

I would like to make improvements in the service we provide    

My organisation rewards and recognises my motivation through…    

Leadership for Continuous Improvement    

My manager encourages me to suggest improvements    

If I suggest improvements, my manager listens and supports me in implementing the 

suggestion 

   

My manager gives me time to implement improvements I suggest    

My organisation is always looking to improve and do better    

My organisation has a clear approach to continuous improvement, and I understand how 

to contribute 

   

I feel empowered and trusted to make improvements in the workplace and the services we 

provide 

   

Methodologies Applied and Approaches to CI    

Are you aware of or have you been trained in ‘Lean’     

Are you aware of or have you been trained in ‘Six Sigma’    

Are you aware of or have you been trained in ‘Lean Six Sigma’     

Are you aware of or have you been trained in ‘Kaizen’    

Are you aware of or have you been trained in ‘Rapid Improvement Events’    

Are you aware of or have you been trained in ‘Total Quality Management’    

Are you aware of or have you been trained in ‘European Foundation for Quality 

Management’ 

   

Are you aware of or have you been trained in ‘Public Sector Improvement Framework’    

Motivation for working in organisation and contributing to CI    

Better work/life balance is the most important influence in my decision to work for the 

organisation. 

   

Job security is the most important influence in my decision to work for the organisation.    

Public sector pension is the most important influence in my decision to work for the 

organisation. 

   

Training & development opportunities are the most important influence in my decision to 

work for the organisation. 

   

Making a difference is the most important influence in my decision to work for the 

organisation. 

   

I would prefer to be recognised for my contribution to CI by financial reward    

I would prefer to be recognised for my contribution to CI by improved promotion prospects    

I would prefer to be recognised for my contribution to CI by lateral development    

I would prefer to be recognised for my contribution to CI by additional training    
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I would prefer to be recognised for my contribution to CI informal thanks    

I should be provided with time in my working hours to undertake improvement activities    

I don’t mind doing some extra work to improve our internal processes    

I don’t mind doing some extra work to improve our services to the public    

 Table 8.1: Summary of the impact of hierarchical sub-cultures across the case study 

organisations  

 

From the thirty-two quantitative questions included, it can be seen that the ambulance 

service case study suggested the most sub-cultural differences and perspectives. This 

strong followed a pattern around of increasingly negative perspectives and experiences 

as the level of seniority decreased. The cultural differences were also present in the SFRS 

case study, but instead of a more apparent stepped hierarchy based on seniority, the 

analysis showed a clear gap between the perspectives of the senior and middle 

managers and those of the first Line and non-managers.  

It can be seen that across all three case study organisations that there is agreement over 

a desire to contribute to CI. Still, the perspective of whether it is part of the individual’s 

role is very dependent on the sub-culture. Similarly, any knowledge of CI methodologies 

is dependent on seniority in the organisation, albeit the overall levels of knowledge are 

shallow across the options. Again, this is suggestive that there is a positive opportunity 

available to the case study organisations in harnessing aspects of public sector 

motivation. Still, there is little knowledge of how to identify improvements and solve 

problems to deliver improved effectiveness or efficiency. It is additionally observed that 

in areas such as motivation for working in the public sector and areas of reward and 

recognition, this is very much an individual perspective irrelevant of seniority within the 

organisation.   

The finding supported the argument that a CI initiative or deployment requires to 

address different views and experiences within different sub-cultures. This is an area not 

previously identified nor addressed within the literature for example where 

empowerment has been identified and discussed as a critical success factor, the extent 

to which different perceptions of empowerment and the different behaviours by levels 

of manager influence this has not been investigated. 
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As such, there is a shared element of values but very different perspectives on 

organisational culture. While some of these lived experiences are shared across the 

organisations, some are distinctive to those organisations individually. This is 

particularly relevant for the development of the strategic framework (RO4) where there 

is a need to recognise that there are differences in the cultures of each of the case study 

organisations.  

8.2.3  RO 3: Establish and categorise the opportunities, challenges and barriers to 

embedding a culture of continuous improvement in the emergency services.  

The third research objective was to establish and categorise the challenges and barriers 

to embedding a culture of CI within public sector organisations. This took into account 

the views of all respondents and additionally sought to explore the differences or 

similarities with the literature in the areas of critical success or failure factors attributed 

to individual methodologies such as Lean or Six Sigma. Additionally, this compared such 

challenges, barriers and opportunities across all three case study organisations with a 

view of identifying common and individual elements as part of the design and 

development of the strategic framework. This summary, with a focus on common areas, 

is presented in Table 8.2. 

 Ambulance Police Fire 

 Challenges Opportunities Challenges Opportunities Challenges Opportunities 

1. Lack of leadership Improved training 

and learning 

Lack of resources Listen to staff Lack of leadership Reduce geographic 

favouritism 

2. Staff not listened 

to 

Listen to staff Lack of leadership Improved 

communication and 

engagement 

Staff resistance to 

change 

Improved training 

and learning 

3. Lack of time to 

carry out 

improvements 

Improved 

communication and 

engagement  

Budget cuts Create a CI Structure Lack of resources Listen to staff 

4. Budget cuts Leading by example Negative 

management 

behaviours 

Leading by example  Lack of training Increase Pay 

5. Staff resistance to 

change 

Value staff Lack of training Use currently 

motivated workforce 

Negative 

approach to 

support staff 

Preserve pay and 

conditions 

6. Lack of training Recruit to PSM Staff not listened 

to 

Improved training 

and learning 

Negative 

management 

behaviours 

Reduce Silos 

7. Staff not valued Use currently 

motivated workforce 

Filling gaps in 

service created by 

partners 

Value staff Staff not listened 

to 

Leading by example 

8. Lack of resources Provide time to 

make improvements 

Overcomplicated 

change processes 

Passage of time will 

take care of it 

Lack of 

communication 

Passage of time will 

take care of it 

9. Lack of CI Plan or 

structure 

Reduce Silo’s Change is driven 

top-down 

Improve the 

accountability of 

managers 

Politics Improved 

communication and 

engagement 
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10. Lack of equality of 

opportunity 

More equitable 

access to training 

Lack of 

transparency 

Value improvement 

not only cost 

reduction 

Lack of 

management 

challenge 

Formal reward and 

recognition system 

  Table 8.2: Summary of common barriers/challenges and opportunities  

 

This recognises the common factors, and as can be seen the themes around leadership, 

staff engagement and training for CI are shared across all three case study organisations 

as is a lack of resources. It is perhaps notable that ‘listen to staff’ is the critical area which 

appears in responses across all organisations. Similarly, aspects of leadership appear 

with the same level of frequency. These consistent elements of feedback evidence again 

the similarity across the three public sector organisations but also shows that there are 

elements of individuality within organisations. The common factors have been applied 

as part of the development of the strategic framework. The need for some individual 

focus is additionally recognised. The most common factors have been prioritised and are 

explicit in the proposed strategic framework.      

8.2.4 RO4: Develop and synthesise theoretical principles into a theoretical 

framework for a sustainable culture of continuous improvement.     

The outcome of this objective was presented in Chapter 7 at Figure 7.13, and was 

informed through the literature review and developed through applying the analysis and 

discussion across all three case studies and using the data from both the questionnaire 

and executive interviews completed during the data collection phase. The framework 

covers five themes which are synthesised from the existing literature and the research 

results. These are leadership, motivation, organisational culture, process and training 

and development.   

In considering the outcomes to the first three research objectives, due recognition is 

given to the importance of Leadership, the strength of established public sector 

motivation and the employee desire to contribute to CI, the impact and implications of 

the differing perceptions through the lens of hierarchical sub-cultures, the need for 

processes linked to prioritisation, contribution and measurement and recognition and 

the clear need for training which covers more than merely CI methodologies but the 

skills and behaviours identified and detailed in this research.    

The strategic framework additionally identifies vital activities within each theme to 

support embedding a culture of continuous improvement in the public sector with due 
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recognition of the areas where there is individual variance within both the case study 

organisations and the sub-cultures within those organisations. 

8.3 Research Contribution 

Having set out the research findings concerning each research objective earlier in this 

chapter, this section identifies and discusses the specific contribution made by this 

research in explaining the phenomena presented in Chapter 1 as the overall focus of the 

research. The overall aim was to identify and understand the state of CI implementation 

in the public sector and specifically investigate the impact of organisational culture and 

motivation on those deployments to develop a framework to support sustainable 

culture change within the public sector as it relates to CI.  

The theoretical and practical contributions which are outcomes from this research are 

presented in turn. 

8.3.1 Contribution to Theory 

The research was carried out primarily focussed on the impact of organisational culture 

on continuous improvement deployment within the public sector. The first contribution 

identifies that unitary theories of organisational culture (Deal & Kennedy, 1982; Handy, 

1991; Cameron & Quinn, 2011) do not support the understanding of CI within the public 

sector and are insufficient to explain the alignment of CI and the organisational culture 

as such culture is not consistently viewed nor experienced within the hierarchy of the 

organisation. For example, it could be argued, that the ambulance service shows a top-

down, centralised structure or power structure as described by Handy (1991) however 

this does not aid in understanding the obvious differences between each management 

level. Similarly, the police results while showing elements of cultural difference across 

the hierarchies do not show the same top-down structure. As such, this research 

supports the argument that for the public sector, a single description of an organisation 

does not adequately describe the culture (Wilcoxson & Millet, 2000). This research, 

therefore, contributes to theories of pluralist cultures and in particular identifies areas 

where hierarchical sub-cultures are impactive. 

Schien (2010) additionally argues three levels of organisational culture, and while this 

research explores all three through the design and data collection tools, Schien refers 

explicitly to the second level of the values and beliefs of the organisation as stated in 
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values statements, goals and policies. However, it is observed from this research that 

there are clear shared values within the organisation and within hierarchical sub-

cultures around desire and drive to contribute to CI and the will to ‘make a difference’ 

which is not consistently nor clearly reflected in the organisation's strategy but 

nonetheless exist.  

It is therefore observed that this is more of a two-way culture where there may exist, as 

in this case, a shared value or belief within the workforce at multiple levels which could 

be embraced and harnessed by the organisation but is not explicitly reflected in strategy 

and policies. Schien (2010) goes on to observe that values and beliefs which are stated 

by the organisation are not necessarily consistent with behaviours, and again this 

research would be supportive of that. Finally as regards CI and culture, it has been 

identified as an area where there has been very little attention paid (Snyder, Ingelsson 

& Backstrom, 2016) and this research contributes to narrowing this gap and exploring 

the links between the two theoretical areas. 

The organisational desire to ‘make a difference’ albeit to different levels of positive 

strength of feeling links to the theories on motivation. In particular public service 

motivation, where employees are more driven by altruism as opposed to public sector 

motivation where extrinsic attractions such as job security, public sector pensions and 

career paths were more important than ‘making a difference’ (Perry & Hondeghem, 

2008). This research suggests that the distinction between the public sector and public 

service motivation in the public sector is unhelpful as there is clear evidence of both 

within the newer literature presented in Chapter 2 and the data relating to the case 

study organisations. There are links to organisational sub-cultures in terms of the pre-

eminence of different motivating factors at different levels, albeit all are present. It is 

therefore agreed that there are distinctions between motivating factors for the public 

sector and other sectors. Still, it is perhaps too simplistic to divide this into either theory 

of motivation and that both exist together within the workforce.  

Additionally, there is a distinction between the employee’s primary motivating factors 

for working in the public sector and their expectations that their contributions are 

rewarded. Perry, Hondeghem & Wise (2010) propose that the presence of public sector 

motivation means that individual performance is less likely to be motivated by utilitarian 

incentives. This study found that while public sector employees were disposed to 
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contributing CI, there remained a strong view that this should be rewarded in a tangible 

form. In some areas, the nature of reward was also linked to hierarchical sub-culture.  

Given the robust response around motivation to contribute to CI as well as ‘making a 

difference’, this would also tend to contradict the broad assertion of Buelens and Van 

Broeck  (2007) that public sector employees were less willing to contribute and 

undertake additional work. It more supports the research findings of Boyd et al. (2018) 

around public sector workers motivation to make positive contributions. 

The deployment of CI methodologies in the public sector is shown through the 

systematic literature review in Chapter 2 to be patchy and in no small extent focussed 

on individual case studies of the application of methodologies rather than broader 

deployments or approaches. These gaps in exploring the broader organisation and in 

seeing CI as more than tools or techniques are commented on, and again this study 

supports the narrowing of this gap and encourages a more holistic perspective, but this 

is developed in the presented strategic framework where the synthesis of learning 

across the theoretical areas of organisational culture, the relationship with motivation 

and all within the context of CI brings a new perspective and integrated outlook to the 

body of work on CI in the public sector.  

As this research set out to develop new knowledge around a previously unexplained 

phenomenon, the new knowledge emerging from the research is expressed below in 

the form of testable propositions. Bacharach (1989) defines a proposition as a 

relationship between concepts as such, the positions below have been structured to 

reflect relationships between the key concepts emerging from this research. In the first 

column, the propositions are presented, which are drawn from the key findings. In the 

same column, the section where the key finding is presented is also identified for ease 

of reference.  The propositions are articulated to support further exploration and testing 

of them in the future. Contributions presented in bold throughout Chapters 7 and 8 are 

shown in Table 8.; 

 

 

 

 



Conclusion, Contribution and Agenda for Future Research 

243 

Proposition Theoretical 
Area 

Previous Knowledge References Contribution 

No public sector 
organisations have 
implemented a whole system 
approach to CI, which is 
aligned to their strategy. 
(Section 7.2.1) 
    

Strategic 
Alignment of CI 
Leadership 

CI in the public sector is 
often implemented in a 
rushed way, seeking quick 
wins and is not developed 
as an organisation-wide 
‘whole system’.  

Papadopoulos & 
Meralli, 2008; 
Hines, Martins & 
Beale, 2008; 
D’Andreamatteo et 
al., 2015;   Gupta, 
Sharma & Sunder 
M, 2016.   

This study supports this view and 
evidences that while the term ‘CI’ is 
often used, none of the case study 
organisations had strategically 
aligned delivery plans for CI. This is 
reflected in the leadership and 
training and development 
components of the framework in 
Figure 7.13. 
 

Public sector employees 
perceive that they will not be 
listened to and are not 
empowered to make 
improvements. (Section 7.2.2) 
 

Empowerment 
of Employees 
Leadership 

 

Existing literature 
identifies some evidence 
of employee involvement, 
but there is a consensus 
that employees are not 
sufficiently involved in CI.  

Holmemo, Rolfson 
& Ingvaldson, 2018; 
Stanton et al., 
2014; De Koejier, 
Paauwe & 
Huijsman, 2014; 
McCann et al., 
2015. 

This study confirms and extends the 
body of work on the lack of 
employee involvement but 
additionally identifies that this is 
not related to employee 
motivation, instead of leadership 
and lack of empowerment and trust 
of employees. This is also linked to 
the leadership and training & 
development components of Figure 
7.13.  
 

Public sector employees 
perceive that they will not be 
recognised nor rewarded for 
making contributions to CI. 
(Section 7.2.3) 
 

Reward & 
Recognition 

The existing literature 
evidences the importance 
of reward and recognition 
processes but additionally 
includes these as a success 
factor in CI initiatives. 
 

Fryer, Antony & 
Douglas, 2007; 
Fryer & Ogden, 
2014; Bessant & 
Francis, 1999; 
Chang, 2005. 
 

This study explores the gap 
between literature and employee 
perspectives. It supports the 
literature in terms of the 
importance of such systems but 
also reflects across all three case 
studies the absence of such 
systems. Again the study evidences 
that the experience does differ 
depending on the hierarchical level 
an individual sits at in the 
organisation.  This is linked to the 
process and motivation 
components of Figure 7.13 
 

Public sector organisations  
have a low level of 
knowledge of CI 
methodologies. (Section 7.2) 
 

CI 
Methodologies 

Existing literature suggests 
that while there remains 
mistrust in CI 
methodologies due to 
their origins in the 
manufacturing sector, 
Lean is the dominant 
methodology in the public 
sector but is not used 
holistically instead as 
individual tools or events.   

Leggat et al., 2015; 
McCann et al., 
2015; Bamford et 
al., 2015; Radnor, 
Holweg & Waring, 
2012; Kinder & 
Burgoyne, 2013; 
Radnor & Osborne, 
2013. 
 

This study shows that the 
organisations explored have 
shallow levels of knowledge about 
methodologies and so evidences 
that while the literature shows an 
emerging debate on the 
appropriate application of 
methodologies, there are elements 
in the public sector which are in 
earlier stages of understanding. 
This links to the leadership and 
training and development 
components of Figure 7.13 
  

In the emergency services, 
knowledge of CI 
methodologies was low 
across all hierarchical levels 
of the organisation. (Section 
7.3.1.) 
  

CI 
Methodologies 

As Above Leggat et al., 2015; 
McCann et al., 
2015; Bamford et 
al., 2015; Radnor, 
Holweg & Waring, 
2012; Kinder & 
Burgoyne, 2013; 
Radnor & Osborne, 
2013. 
 

This study extends this 
understanding of organisational 
wide CI and methodologies by 
evidencing that each organisation 
must be assessed to understand 
the difference of perceptions within 
different sub-cultures, albeit these 
are not always present. This links to 
the organisational culture and 
training & development 
components of Figure 7.13 
  

Within the Scottish 
Ambulance Service and the 
Scottish Fire & Rescue 
Service, knowledge of CI was 
only evident at senior levels. 
(Section 7.3.1) 
 

 

Organisational 
Culture 

The existing literature 
focuses on knowledge and 
understanding of CI across 
the organisation or linked 
to the leadership of the 
organisation. 

Deal & Kennedy, 
1982; Handy, 1991; 
Cameron & Quinn, 
2011; Schein, 2010. 

This study expands this 
understanding by evidencing that 
there are distinct levels of 
knowledge within different sub-
cultures of the hierarchy rather 
than organisational levels of 
understanding CI. This links to the 
organisational culture and training 
& development components of 
Figure 7.13 
 

Within the Scottish 
Ambulance Service and the 
Scottish Fire & Rescue 
Service, employees perceive 
that senior and middle 
managers neither empower 
staff nor reward positive 
behaviours. (Section 7.3.2) 
 

Leadership The literature identifies 
leadership as a key success 
factor for CI. This is most 
commonly expressed in 
terms of management 
commitment and vision 
but in the context of the 
most senior leaders in the 
organisation. 

Fryer, Antony and 
Douglas, 2007; 
Albliwi et al., 2014; 
Svensson et al. 
2015; Waterbury, 
2015.  

This study explores the individual 
management levels and identifies 
that the empowerment and 
recognition valued by senior and 
middle managers sitting below the 
executive are delivered to their 
team members in depreciating 
volume. This inverse pyramid 
reflects in the employees most 
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  feeling a lack of empowerment and 
recognition despite a strong 
motivation to contribute. This links 
to the leadership, organisational 
culture, training & development  
and motivation components of 
Figure 7.13 
 

Public sector employees seek 
tangible rewards for 
improvement contributions. 
However, the specific nature 
of the reward depends on the 
individual's place in the 
hierarchy. (Section 7.3.3)   
 

Organisational 
Culture 
Reward & 
Recognition 

Public sector employees 
were more motived by 
intrinsic rewards. There 
are also expressed 
differences between the 
concepts of the public 
sector and public service 
motivation.    

Schein, 2010; Perry 
& Wise, 1990: 
Perry, Hondeghem 
& Wise, 2010.  

This study evidences that both 
extrinsic and intrinsic rewards are 
essential but also the nature and 
balance of these depend on 
individuals level within the 
organisational hierarchy. As such, 
the study also disagrees with the 
separate defined concepts as 
elements of each were found 
within the case study participants. 
This links to the motivation & 
process components of Figure 7.13 
 

Public sector employees 
exhibit shared values and 
beliefs and express a desire to 
make improvements in their 
service to the public.  (Section 
7.3.4) 
 

Organisational 
Culture  

There is an existing small 
body of work which 
observes that insufficient 
attention is paid to 
organisational culture 
when implementing CI. 
 

Detert, Schroeder & 
Mauriel, 2000; 
Snyder, Ingelsson 
and Backstrom, 
2016; Lagrosen & 
Lagrosen, 2019.  
 

This study narrowed the gap and 
combined the exploration of the 
culture of the organisation as it 
relates to improvement and the 
impact of motivation of individuals 
to work in the public sector. The 
findings evidence that 
overwhelmingly the values and 
desire to ‘make a difference’ are 
reflected in a strong desire to be 
involved in CI as an extension of 
such shared beliefs. This links to the 
organisational culture and 
motivation components of Figure 
7.13 
  

The less senior the employee 
is in the hierarchy, the less 
their opportunity to 
participate in CI activity in 
terms of the time, training 
and existing skills.  (Section 
7.3.4) 
 

CI 
Methodologies 

The literature identifies 
organisation-wide training 
and development as a key 
success or failure factor 
for CI initiatives. 

Fryer, Antony & 
Douglas, 2007; 
Albliwi et al., 2014; 
Fryer & Ogden, 
2014; Waterbury, 
2015; Holmemo, 
Rolfson & 
Ingvaldson, 2018. 

This study identifies that training 
and development in CI 
methodologies are disparate across 
the three case study organisations. 
Still, where it exists, it sits within 
the more senior levels of the 
hierarchy. This further limits 
employee opportunities to 
contribute and sustain CI. This links 
to the leadership, process and 
training & development 
components of Figure 7.13 
   

A unitary perspective of 
organisational culture is 
insufficient in understanding 
public sector organisations 
approach to CI in the 
emergency services. (Section 
8.3.1) 
 

Organisational 
Culture 

The literature on 
organisational culture 
presents several unitary 
models on diagnosing and 
understanding 
organisational culture, 
which is contrasted by 
models of multiple 
cultures. 
 

Flanagan, 1995; 
Schein, 2010; 
Willcoxson & Millet, 
2000.  

This research evidences the cultural 
differences in values, beliefs, 
motivation, reward and recognition 
as well as empowerment across the 
sub-cultures of management level. 
This emphasises the importance of 
analysing and understanding the 
multiple cultures in the context of 
CI. This links to the leadership  and 
organisational culture components 
of Figure 7.13 
 

Public sector organisations 
lack a strategic approach to 
harnessing the shared values 
and motivation to contribute 
to CI felt by their employees. 
(Section 8.3.1) 
 

Motivation A systematic literature 
review and analysis of 323 
papers on public sector 
motivation presents the 
common 
recommendations around 
harnessing the values and 
drivers which influence 
individuals in pursuing a 
public sector career. 
  

Ritz, Brewer & 
Neumann, 2016. 

This study identifies that the case 
study organisations have not 
integrated any of these factors into 
their approaches to CI. As such, 
there is evidence of significant lost 
opportunity in harnessing 
employee shared values and 
motivation to enhance 
improvement outcomes. This has 
not been previously explored in a CI 
context. This links to the leadership, 
motivation and organisational 
culture components of Figure 7.13. 
 

Public sector employees 
desire to contribute to CI for 
the purpose of ‘making a 
difference’. (Section 8.3.1) 

Motivation The literature on 
comparisons between 
public and private sector 
motivation suggests that 
public sector employees 
work fewer hours and are 
less motivated to exert 
effort on behalf of their 
organisation. 

Buelens & Van 
Broeck, 2007; 
Horton, 2008.  

While not directly comparing public 
and private sector, this study 
disagrees with the generalisations 
previously presented. There is 
strong evidence of motivation to 
make a difference across all levels 
of the organisations, whereas the 
reward factors were more 
dependent on the individual's 
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Additionally, this was 
dependent on the level in 
the public sector hierarchy 
and was more motivated 
by self-development. 
   

seniority within the hierarchy. This 
links to the organisational culture 
and motivation components of 
Figure 7.13 
 

   Table 8.3: Summary of theoretical contributions 

 

8.3.2 Contribution to Practice 

This research additionally makes several contributions to practice. It is apparent that in 

two of the case study organisations, police and fire, there is a minimal understanding of 

CI evident and a lack of clear strategy, policy and process, while in the third case study, 

ambulance, there is an apparent gap in shared understanding between the executive 

members view of the approach to CI and its organisation-wide deployment and that of 

the employees. In either case, the organisations can see the need to develop their 

approaches to CI to take cognisance of the different perspectives within the 

organisation. In other words, CI initiatives within public sector organisations cannot be 

‘one size fits all’. Secondly, there is a need for organisations to develop their managers 

through training and coaching to support them in empowering their staff and in turn, 

enabling them to participate in CI activities. A positive practical aspect is a strength of 

feeling across the organisations that staff want to make improvements and be involved 

in doing so. 

The strategic framework informed by the literature and developed from the research 

identifies the critical themes for supporting culture change and sustainability as it relates 

to CI in public sector organisations. The themes are supported by crucial activities which 

can be practically implemented to support an organisation-wide deployment of CI and 

to support public organisations in transitioning through a fundamental change. The key 

activities evidence that public sector organisations have a strong starting point through 

the proliferation of public sector motivation, making CI an excellent cultural fit, but 

additionally that CI is about more than tools and techniques. Hence, there is a need to 

focus ensuring activity is aligned to critical business processes such as strategic priorities 

and the organisations approach to performance management as well as training 

managers around how to empower, coach and mentor their staff. The apparent need is 

for a common shared understanding and approach to CI through implementing the 

recommended activities.  
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8.4   Methodological Review 

The selection of critical realism as the research philosophy for this work was perhaps the 

most reflected upon and reviewed aspect of the research. However, the data collected and 

in particular, the focus on organisational sub-cultures is viewed as supporting this choice 

as the individual, and cultural experiences and views can be seen in evidence through the 

case study chapters. The independent views of the interviewees and respondents do not 

relate to what can more broadly be understood to be facts in the sense of one indisputable 

reality however can be generalised to facts in the way that there is clear evidence of shared 

perceptions of their organisations and the behaviours of their managers and peers. 

The multiple case study approach supported the wider aim of exploring the public sector; 

however, on review, it could be seen that the three emergency services could be viewed 

as atypical from other public sector organisations. This stated the emergency services are 

not made up solely of paramedics, police officers and firefighters and respondents include 

administrators, mechanics, IT staff, finance and payroll and so on. While this argument 

is recognised, on reflection the three related emergency services can still be viewed as 

reflective of wider public services, particularly other ‘caring’ professions including, 

health care, social care, social work and so on. 

Similarly, while the literature identified themes and gaps as well as some existing research 

around critical success and failure factors, there was no theory within the CI area being 

tested or explored. Still, the work was being undertaken within existing theoretical 

frameworks relating to organisational culture and motivation. Accordingly, following 

reflection, the abductive approach selected was additionally viewed as appropriate and 

supportive of the research aim and objectives. The mixed-methods approach added 

complexity to the data collection and analysis, and there is scope for reflection on whether 

the questionnaire used could have additionally been used with the executive members 

rather than interviews. Again, this was considered to be effective as the semi-structured 

interviews allowed probing beyond the questionnaire and gathered data that evidenced 

the gaps in knowledge and strategic approach which have been strongly applied in 

developing the leadership theme of the strategic framework in particular.     

In summary, while there was potential to reword some of the questions within the data 

collection which could have minimised the already small number of misinterpretations in 
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the discounted responses, the methodology and methods selected for the research are 

viewed as appropriate and supportive of the overall purpose of the research. 

8.5 Personal Reflection 

As might be expected the PhD journey has been extremely challenging and in particular while 

working. More recently during the COVID-19 pandemic where a sense of isolation, in the context 

of conducting independent research, has perhaps been even more acute than is normal. 

Regardless, the thesis evidences a journey over the whole period and in particular this can be 

seen in Chapter 3, where philosophy and methods not applied have also been discussed. This is 

deliberate and intended to show the challenge and debate in arriving at the final design and is 

also reflected on through later chapters. In addition the decision to undertake mixed methods 

has been stretching on the quantitative side.    

It is recognised that the submission of the thesis remains the start of the journey and it is 

suspected that there are still challenges to come on the research side but that the deliberations 

in this thesis have been a solid foundation to move forward.   

8.6 Research Limitations 

Areas for further research are identified below; however, some limitations to the 

research are observed. Firstly, the systematic literature review was particularly 

challenging in seeking to encompass ‘public sector’ the variance of both what areas 

different countries perceive to be in their public sectors as well as researchers usage of 

very different terms, or simply not using a term to describe public sector, meaning that 

a different search approach had to be undertaken. At the same time, this was 

rationalised and explained in Chapter 2. It is recognised that this may not have identified 

all relevant research.    

Next, the sampling approach was outlined within the methodology, and while the data 

collection was informed by the case study protocol (Appendix ‘A’) to ensure rigour, the 

different challenges faced by the case study organisations meant that the access 

approach for the questionnaire varied leading to a very different response level.  The 

data were tested for internal reliability within each case study. There were two areas 

which returned under 0.7, as discussed in the respective case studies of the ambulance 

service (Chapter 4) and the fire service (Chapter 5). 
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The limitation of time and capacity were also factors in the analysis of the questionnaire 

data, where there is a broader amount of data gathered than was analysed within this 

research and to answer the specific research objectives and contribute to the overall 

objectives. For example, the focus concerning sub-culture has been on the 

organisational hierarchy. However, there remains an opportunity to undertake an 

analysis based on gender, length of service, role, geography and so on. This is further 

commented on in the section on future research below.   

In terms of executive interviews, thirty interviewees were identified and given the 

nature of the subject under investigation, and this included both Directors of HR as well 

as representatives of unions and staff associations. Due to operational availability, only 

twenty-three interviewees were available to participate, and this did not include all of 

the disciplines above. Nonetheless, the number of interviewees is reflective of the size 

of each organisation and specifically the number of members of their executive teams. 

The data was, however, triangulated in analysis and all interviews were transcribed 

verbatim to ensure accuracy. Given the researcher's background, the risk of bias was 

also a factor and was recognised and discussed in Chapter 3.    

Finally, the strategic framework has been developed through the cross-case data 

analysis, and in many cases aspects are confirmed by the literature but as stated in 

Chapter 7 the synthesis of the framework structures and combines different research 

areas and theories and so goes beyond the identification of prioritisation of critical 

success factors for individual methodologies. Nonetheless, the model is limited by not 

yet being tested operationally; however, given the focus is sustained cultural change for 

CI, a longitudinal study was not viable for this research.     

8.7 Agenda for Future Research 

Firstly, as referenced above in the limitations, further work will be undertaken as regards 

the additional sub-cultures to analyse and compare the impact or perceptions of CI 

within the case study organisations. This will be developed and published outwith this 

research but will extend the nature of the findings. 

The research conducted suggests that in the context of public sector CI, there is 

significant external influence from Government in three areas, in particular, firstly 

conflict with the short term nature of politics. Secondly, the target-driven culture 
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particularly commented on by the ambulance service, which is focussed on outputs 

rather than outcomes. Lastly how public funding is managed both in the sense of year 

by year allocation as well as the perceived short term approach to the budget reduction 

which from the organisation perspective does not allow time to identify and deliver 

efficiency and reduce waste. This area of the role of government was shown to be a gap 

in Chapter 2 but can be seen from this research to be a perceived limitation to CI in the 

public sector which would benefit from the investigation. 

A second area is the role of business excellence frameworks within CI. The research 

shows that in particular PSIF is being used across the public sector in Scotland and in the 

context of this study, within the fire service, there is little academic research on either 

its effectiveness (Rodgers, Antony & Penman, 2019) or on the tools and techniques 

which support and deliver areas identified for improvement. Similar arguments are 

made around the use of EFQM and their respective roles in CI would benefit from further 

research and investigation. 

A third area is the operational application of the strategic framework designed within 

this research, in two key areas. Firstly a multiple case study approach was undertaken 

to enhance the likelihood of applicability to the wider public sector. Still, given the 

relatedness of the three case study organisations, there is benefit in exploring the 

deployment of the framework in other areas of the public sector. Secondly, a 

longitudinal study to identify or confirm that the application of the themes and activities 

detailed do indeed support both the organisation-wide culture change and the 

associated sustainability as suggested by both the current literature and the 

contributions of this research.    

8.8 Final Conclusions 

The systematic literature review presented in Chapter 2 shows the growing interest in 

the use of continuous improvement methodologies in a broad range of public sector 

organisations. While themes and gaps were discussed, it was clear that there had been 

a focus on case studies and the basic tools and techniques over the development of 

holistic organisational approaches (Thomas et al., 2015; McCann et al., 2015). The 

literature additionally suggested that deployment of CI in the public sector was often 

rushed and pressured by the need for ‘quick wins’ (de Souza & Pidd, 2011) and because 

of budget pressures (Barton, 2013; Douglas, Antony & Douglas, 2015; Balzer, Brodke & 
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Thomas, 2015) leading to negative impact through rushed implementations 

(Papadopoulos & Meralli, 2008).    

In turn, this has led to a view around the unsuitability of methodologies transferring 

directly from their manufacturing origins and being forced into the public sector where 

there is a perceived poor cultural fit (Canato, Ravasi & Phillips, 2013). This research 

therefore focussed on the organisational approach to implementing and sustaining CI 

within the public sector and in particular considered the implications of theories around 

organisational culture and motivation regarding public sector employees to explore 

their relevance and impact.  

This research accordingly made specific contributions around narrowing the gaps 

identified in the literature review around CI but additionally identifying that sub-cultures 

within the organisations can perceive CI and related activities and responsibilities and 

their respective roles concerning them to be different according to their place in the 

hierarchy. This introduces both the need to develop a strategy and supporting business 

practices which address such perceptions as well as multi-faceted communications and 

engagement activities which target the sub-cultures where relevant.  

Also, the research contributes to theories of motivation as they relate to the public 

sector; there is clear evidence of public service motivational drivers in employees across 

sub-cultures seeking to contribute to improving services. While this is a clear altruistic 

motivation, there are utilitarian factors such as job security additionally evident. What 

is clear is that despite the driver of ‘making a difference’ there is a clear expectation of 

utilitarian reward and staff seek to be tangibly recognised for the contributions they 

make. The nature of this recognition can relate to their sub-culture within the 

organisational hierarchy.  

Finally, the development of the strategic framework, informed by the literature and 

extended and tested through the data collected and analysed across the three case 

studies, provides public sector organisations with critical activities to be completed. 

These can increase the opportunity to implement CI on an organisation-wide basis 

regardless of the individual tools and techniques which are most suitably applied to 

tackle the individual problems as they are identified.  
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This fundamentally shifts the selection of methodologies to a tactical issue rather than 

being the key strategic issue it has been historically. In these cases, a methodology was 

selected, and then problems to apply it to were identified. The development of an 

organisation-wide strategy supported by a roadmap for delivery which is integrated into 

business practices and which is aligned with organisational cultures to support adoption 

and sustainability is therefore at the heart of the findings and recommendations. 

Accordingly, and following critical review and the presentation of the summaries in this 

chapter, it is assessed that the aim and objectives of this research have been met.   
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Appendices 

Appendix ‘A’ 

Case Study Protocol 

 

1. Introduction to the case study and purpose of the protocol 

The aim of the research is to explore, compare and contrast the culture and 

motivation of employees in the public sector with specific regard to embedding and 

sustaining a culture of continuous improvement with a view to identifying the 

opportunities, barriers and challenges and develop a practical framework for 

sustaining continuous improvement frameworks in the public sector. 

 

In order to achieve the aim of the research, in depth semi-structured interviews 

were carried of with executive leaders aligned to each of the three identified 

organisations in order to explore leadership perspectives and constructions on the 

organisation and are supported by survey in order to explore employee perspectives 

and contrast these across the hierarchy of the organisations.  

 

The case study protocol was developed in order to standardise the data gathering 

approach as far as possible, while recognising that access may vary in each of the 

organisations for practical reasons and as such maximise the reliability of the 

collection process, which in turn maximises the validity of the conclusions derived 

from the analysis of the data. 

   

1.1 Role of the Protocol 

The protocol and its completion provide a framework for the data collection 

requirements and analysis in order to support consistency and provides a 

systematic check list for procedural and ethical requirements as they relate 

to the data collection within each of the three case study organisations. The 

protocol goes on to identify a format for the questions and structure of the 

semi-structured interviews (appendix ??) as well as the survey sections and 

questions (appendix ??) both of which are informed by the literature review.  

All participants for the interviews received a formal invitation letter 

(appendix ??). 

 

1.2 Case Study Questions  

The case study questions cover the themes around the research and are 

drawn strategically from the aim of the research, clustered around 
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knowledge and understanding of improvement methodologies and in 

particular; Lean and Six Sigma; the culture of the organisation as it relates to 

improvement activity, including such areas as empowerment and leadership;  

finally around motivation and in particular public service pre-disposition, or 

otherwise, towards improving services and processes.      

 

Each area is informed and developed by the literature review as presented 

in Chapter 2 of this thesis, in particular from the identified themes and gaps. 

   

2. Data collection process  

In order to gather the data in such a way as to inform the aim and objectives of the 

research, two methods were used. Semi-structured interviews were held face to 

face and recorded using a digital dictaphone and microphone with the informed 

consent of each participant (sample of participation consent form is included at 

appendix ‘??’). Each interview was transcribed and thereafter imported into NVivo 

for analysis. 

 

The survey was piloted and thereafter accessed using Qualtrics, with participants 

accessing via electronic links. Again, informed consent was obtained from each 

participant prior to completion of the survey and no personal data was gathered. 

Survey data was imported into SPSS for analysis purposes. Prior to any data being 

gathered, ethics permission was sought and obtained from Heriot-Watt University 

and all collection and storage of data complied with these principles. 

  

2.1 List of participating organisations, including contact people  

While participants within the research have been anonymised, each of the 

three organisations included in the case study are identified as part of the 

research. Each organisation provided a single point of contact in support of 

participating in the research: 

Police Scotland – PC Judith Northin 

Scottish Fire and Rescue Service – Ms Heather Greig 

Scottish Ambulance Service -   Mrs Shyamali Das-Bharadwa 

 

2.2 Data Collection Schedule 

Given the executive role undertaken by each interviewee, appointments 

were made through their respective personal assistants or staff officers and 

carried out over a period of 12 months. This period was anticipated and 

included a range of rescheduling of appointments for business or operational 
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reasons. Each interview was scheduled for 60 minutes, with actual time 

elapsed running between 40 minutes and 60 minutes. 

 

The survey was intended for deployment across all three organisations via 

their intranet site and was piloted during august and September 2018 and 

went live in October 2018. Due to the range of surveys running within both 

Police Scotland and Scottish Fire ad Rescue, both organisations declined to 

provide access via their intranets after detailed discussion, and as such the 

data collection period was extended through the first half of 2019 and the 

‘linkedIn’ online application was used to identify and approach potential 

survey participants.   

 

3. Case Study Questions 

The questions were structured around, the establishment of views on the 

culture of the organisation, particularly as it relates to improvement 

activities, knowledge and application of improvement methodologies; the 

links to strategy of the organisations as well as their mission and values and 

how leadership supported the delivery of these; The approach to 

empowerment and encouragement, including reward and recognition at 

layers across the hierarchy of the organisations; The motivation and abilities 

of employees to improve the internal organisations or the services delivered 

and finally external influences such as governance, politics and customer or 

service users. 

  

3.1 Semi-Structured Interview (Themes) 

a) Understanding of continuous improvement 
b) Links between organisation strategy and continuous improvement 
c) Role of Government 
d) Role of Human Resource Management functions 
e) Culture, ethics and values 
f) Empowerment 
g) Opportunities, barriers and challenges for a culture of continuous 

improvement 
 

3.2 Survey (Themes) 

a) Contextual – role and function within the organisation 
b) Continuous Improvement – organisations approach 
c) Organisational Culture – as it relates to improvement 
d) Motivation – individuals’ perspectives and expectations 

 

4. Outline of case study report and analysis 
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The case study report is described as the documentation of the case study which 

follows the data collection process. The analysis from each case study organisation 

is presented separately within Chapter 4 and thereafter critical comparisons and 

discussion are presented between the three case study organisations in Chapter 5. 

 

4.1 Unit analysis 

In the cultural context the key unit of analysis used in the case studies is the 

hierarchy of the organisation where Executive, Senior, Middle and First line 

managers perspective as well as employees with no line management 

responsibilities are used for understanding the internal complexity and 

viewpoints in recognising the sub-cultures in each organisation and seeking 

to understand if the same requirements for sustainability exist across all 

levels of the organisation. 

   

4.2 Within case analysis 

Within case analysis is used to explore each individual organisation and 

develop conclusions from the themes explored within the data collection 

methods. The same approach was taken with all three organisations with 

commonality of analysis and presentation of data in order to support cross 

case analysis.   

 

4.3 Cross case analysis 

The is used to identify any commonalities or differences with other 

organisations in the same sector and supports the opportunity to 

generalise the findings and conclusions of the research if relevant. 

   

4.4 Case study report  

The formatting of the case study report considers the structure of the 

presentation of the resulting data analysis structured for the intended 

reader. In this case, the research is intended for a wide range of readers 

within the case study organisations as well as participants, academics and 

researchers in the same or related areas and practitioners in the public 

service. As stated within the ‘within case analysis’ section, the case study is 

reported in Chapter 4 and each case study is presented using the same 

structure. 

1. Overview of Executive Interviews 
a. Organisational Culture  
b. Leadership 
c. Improvement Methodologies 
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d. Motivation 
e. Sustainability of Initiatives – Opportunities and 

challenges 
f. Interview Summary 

2. Overview of Survey 
a. Reliability of data 
b. Significance of data 
c. Organisational Culture 
d. Leadership 
e. Improvement Methodologies 
f. Motivation 
g. Sustainability of initiatives – Opportunities and 

challenges 
3. Overall Summary  

 

 

(Case Study Protocol structure and contents adapted from Yin, 2014; Eisenhardt, 1989 

and Easterby-Smith et al., 2012) 
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Appendix ‘B’ 

 

Questionnaire – Objectives, Rationale & Sources 

Research Objectives: 1. Establish the perspectives on organisational culture, 
values and beliefs in the context of continuous 
improvement within the case study organisations. 

2. Identify organisational and individual values and 
beliefs and critically compare these to continuous 
improvement methodologies to establish alignment or 
misalignment. 

3. Establish the opportunities, challenges and barriers to 
embedding a culture of continuous improvement in 
the public sector.  

4. Synthesise a strategic framework for a sustainable 
culture of continuous improvement in public sector 
organisations. 

Question  Focus Objective References Comment 

1.1 Methodology – 

Case Study 

1. N/A To identify which 

one of the case 

study 

organisations the 

respondent works 

for. 

 

1.2 Organisational 

Culture 

1. Schein, 2010 To allow 

comparison 

between frontline 

and support roles. 

 

1.3 Organisational 

Culture 

1. Schein, 2010 To allow 

comparison 

between frontline 

and support roles. 

 

1.4 Organisational 

Culture 

1. Schein, 2010; 

Paoline, 2003 

To allow 

comparison 

between 

employees and 

managers 

perspectives in 

exploring 
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hierarchy sub-

cultures 

  

1.5 Organisational 

Culture 

1. Schein, 2010; 

Paoline, 2003 

To allow 

comparison 

between 

employees and 

managers 

perspectives in 

exploring 

hierarchy sub-

cultures 

  

1.6 Organisational 

Culture 

1. Schein, 2010 To assess if age is 

related to views 

on CI, culture and 

motivation. 

  

1.7  Organisational 

Culture 

1. Schein, 2010 To assess if length 

of service is 

related to views 

on CI, culture and 

motivation. 

 

1.8 Organisational 

Culture 

1. Schein, 2010 To allow 

comparison 

between 

geographic areas 

in exploring 

organisational 

sub-cultures 

 

1.9 Organisational 

Culture 

1. Schein, 2010; 

Cameron & Quinn, 

2011 

To allow 

comparison 

between 

geographic areas 

in exploring 

organisational 

sub-cultures 
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2.1 SLR – Employee 

engagement & 

Involvement 

2. Carter et al, 2012; 

Procter & Radnor, 

2014; Abdallah, 

2014. 

To explore if 

employees 

perceive internal 

CI activities as 

part of their role.  

 

2.2 SLR – Employee 

engagement & 

Involvement 

2. Carter et al, 2012; 

Procter & Radnor, 

2014; Abdallah, 

2014. 

To explore if 

employees 

perceive internal 

CI activities as 

part of their role.  

 

2.3 Public Sector 

Motivation 

2. Perry & Wise, 

1990; Perry et al. 

2010 

Allows analysis of 

any different 

perceptions 

between desire to 

make 

improvements 

(motivation) and 

perception of 

responsibility in 

role 

2.4 Public Sector 

Motivation 

2. Perry et al. 2010 Allows analysis of 

any different 

perceptions 

between desire to 

make 

improvements 

(motivation) and 

perception of 

responsibility in 

role 

2.5 SLR – Leadership 2. Schein, 1993; 

Schein, 2010; De 

Koejier, Paauwe & 

Huijsman, 2014; 

Stanton et al., 

2014; Imai, 1986 

Explores 

employee 

perspectives on 

managers 

commitment to 

and support of 

employee 

involvement in CI 

2.6 SLR – Leadership 2. Schein, 1993; 

Schein, 2010; 

Imai, 1986; 

Waterbury, 2015 

Explores 

employee 

perspectives on 

managers 

commitment to 

and support of 
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employee 

involvement in CI 

2.7 SLR – Leadership 2.  Schein, 1993; 

Schein, 2010; 

Imai, 1986; 

Waterbury, 2015 

Explores 

employee 

perspectives on 

managers 

commitment to 

and support of 

employee 

involvement in CI 

2.8 SLR – Knowledge & 

Training 

2.  Schein, 1993; 

Holmemo, Rolfson 

& Ingvaldson, 

2016 

Explores 

employee’s 

perception on 

knowledge and 

ability to 

undertake CI 

2.9 SLR – Strategy 2.  Schein, 1993; 

Hines, Martins & 

Beale, 2008; 

Svensson et al., 

2015 

Explores 

employees 

perception on 

organisations CI 

strategy and plans 

2.10 SLR - motivation 2. Lodge & Bamford, 

2008 ; Barton, 

2013 ; Di Pietro, 

Mugion & Renzi, 

2013 

Explores 

employees’ 

disposition 

towards wanting 

to be involved in 

CI 

2.11 SLR – Employee 

Empowerment 

2.  Schein, 1993; 

Carter et al., 2012; 

Procter and 

Radnor, 2014 

Explores 

employee’s 

perception on 

empowerment 

and related 

organisational 

culture 

2.12 SLR – Knowledge 

and Training 

2.  Schein, 1993; 

Thomas et al., 

2015 

Identifies 

employee 

knowledge and 

training in CI 

methodologies  

2.13 SLR -  2.  Abdallah, 2014; 

Lodge & Bamford, 

2008; Bortolotti et 

al., 2018 

 

Open question to 

provide 

opportunity to 

comment on 

organisations 

approach to CI 



Appendices 

282 

3.1 Org. Culture 2.  Svensson et al., 

2015 

Employees 

perception of 

decision-making 

culture in 

organisation 

3.2 Org. Culture 2. Hines, Martin & 

Beale, 2008 

Employees 

perception of 

level of strategic 

thinking in the 

organisation 

3.3 Org. Culture 2.  Perry, 

Hondeghem & 

Wise, 2010 

Organisational 

approach to 

reward and 

recognition 

3.4 Org. Culture 2. D’Andreamatteo, 

2015;  

Explores 

perceptions on 

whether there is 

an existing culture 

of improvement 

3.5 Org. Culture 2.  Handy, 1991 Explores 

employee’s 

categorisation of 

organisations 

culture as it 

relates to task 

focus 

3.6 Org. Culture 2.  Cameron & Quinn, 

2011; Handy, 

1991 

Explores 

employee’s 

categorisation of 

organisations 

culture as it 

relates to 

teamwork 

3.7 Org. Culture 2.  Detert, Schroeder 

& Mauriel, 2000 

Explores 

perception of 

inclusion in vision 

and goals setting 

3.8 Org. Culture 2.  Deal & Kennedy, 

1982 

Explores 

employee’s 

categorisation of 

organisations 

culture as it 

relates to process 

and focus 
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3.9 Org. Culture 2. Snyder, Ingelsson 

& Backstrom, 

2016; Coetzee, 

van Dyke & van 

der Merwe, 2018  

Open question to 

allow participants 

to provide 

perceptions on 

culture within 

organisation. 

4.1 Motivation 2.  Perry & Wise, 

1990; Perry & 

Hondeghem, 

2008; Ritz et al., 

2016 

Explores 

employee’s 

motivation for 

working in 

organisation to 

analyse public 

sector/service 

motivation factors 

4.2 Motivation 2.  Perry & Wise, 

1990 

Explores 

motivation factors 

for contributing to 

CI in organisation 

4.3 Motivation 2.  Bason, 2010; Ritz 

et al., 2016; 

Buelens & Van 

Broeck, 2007 

Links to public 

sector motivation 

and working 

hours, 

expectation of 

work in CI as core 

or additional. 

4.4 Motivation 2.  Bason, 2010; 

Buelens & Van 

Broeck, 2007 

Explores 

motivation as it 

relates to CI to 

undertaking extra 

work 

4.5 Motivation 2.  Ritz et al., 2016; 

Buelens & Van 

Broeck, 2007 

Explores 

motivation as it 

relates to CI to 

undertaking extra 

work 

4.6 Motivation 2. Ritz et al., 2016 Explores 

employee 

perspectives on 

motivation versus 

cultural 

compliance  

4.7 Motivation 2. Ritz et al., 2016 Explores 

employee 

perspectives on 

motivation versus 
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cultural 

compliance 

4.8 Motivation 2.  Ritz et al., 2016 Open question to 

allow participants 

to provide 

perceptions on 

motivation for 

public sector 

working and 

commitment to 

CI. 

5. Challenges/Barriers 3. N/A Open question to 

allow participants 

to provide 

perceptions on 

challenges and 

barriers for public 

sector and 

organisational 

commitment to 

CI. 

6. Opportunities 3. N/A Open question to 

allow participants 

to provide 

perceptions on 

opportunities for 

public sector 

working and 

organisational 

commitment to 

CI. 
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Appendix ‘C’ 

Semi-Structured Interview Questions (Leadership & Representative viewpoint) 

 

Research Questions: 5. Establish the perspectives on organisational culture, values and beliefs in the context of continuous 
improvement within the case study organisations. 

6. Identify organisational and individual values and beliefs and critically compare these to continuous 
improvement methodologies to establish alignment or misalignment. 

7. Establish the opportunities, challenges and barriers to embedding a culture of continuous improvement in the 
public sector.  

8. Synthesise a strategic framework for a sustainable culture of continuous improvement in public sector 
organisations. 

 

Interview Questions: 

Question and Possible Supplementary Link to Research 

Question 

Link to SLR References 

• What is your own understanding of Continuous Improvement and 
how familiar are you with methodologies? 

1. Lack of shared 

understanding of 

methodologies? 

 

Linked to debate around 

relevance of LSS to 

public sector? 

 

Schein, 1993; Holmemo, 

Rolfson & Ingvaldson, 

2016; Imai, 1986; 

Waterbury, 2015 

o IS CI a priority for your organisation? 
o Is there a CI team or infrastructure in place? 
o What is your investment in CI? 
o Have you used, or do you have any training in any 

methodologies? 
o Do you feel any methodologies are not appropriate to your 

organisations? 
o What number or percentage of your employees are 

actively pursuing CI projects? 
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• How is continuous improvement linked into the strategic priorities 
of your organisation? 

3. Lack of reference to 

strategy? 

 

Focus on ‘quick wins’ 

and cost reduction.  

 

Why is Lean most 

commonly selected? 

 

McNarry, 2008; Barton, 

2013; Radnor & 

Osborne, 2013; Douglas, 

Antony & Douglas, 

2015; Balzer, Brodke & 

Thomas, 2015; 

Svensson et al., 2015 

o Are any specific methodologies included? 
o What strategic documents reference CI? 
o Why have you included/not included CI in your strategic 

documents? 
o  What outcomes are you seeking from your CI 

programme/strategy   
o How did you select the methodology? 
o Do you use any specific tool such as Hoshin Kanri? 
o Do you have a roadmap for implementing and sustaining 

CI? 
o How do you measure success? 

 

• What support, guidance or direction do you feel should come from 
government, elected representatives regarding CI in the Public 
Sector? 

1., 2. Lack of reference to role 

of government 

 

Theme of single agency 

deployment of CI 

Kettl, 2000; Christensen 

& Laegreid, 2007 

o National Policy/Strategy to guide public sector agencies? 
o Should there be funding for Training and Development? 
o What should the focus of training be? 
o Should there be cross sector Reward and recognition of 

staff and what form should it take? 
o Should there be clear guidance in breaking down silo’s 

between public sector organisations for CI initiatives? 
 

• What do you feel the role of HR functions/departments should be 
in CI Initiatives?  

1., 3. 
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o Is there conflict between HR change management and 
organisational development role? 

o Are HR embedded within the CI initiative? 
o How is staff engagement and formal staff consultation 

balanced?  
o Who provides leadership for the CI programme? 
o What is the role of leadership for sustainability? 
 

Lack of employee 

engagement 

 

Bypassing HR function in 

CI programmes 

 

Work intensification 

 

Carter et al., 2011a; 

Carter et al., 2011b ; 

Carter et al., 2012 ; 

Barton, 2013 ; Di Pietro, 

Mugion & Renzi, 2013; 

Thirkell & Ashman, 

2014; Procter & Radnor, 

2014 ; Lindsay et al., 

2014 ; Bortolotti et al., 

2018 

• Does Continuous Improvement reflect or align with the ethics or 
values of your organisation? 

1., 2. Lack of customer 

involvement 

 

Lack of employee 

engagement  

 

 

Hines & Lethbridge, 

2008; Lodge & Bamford, 

2008; Heath & Radcliffe, 

2010; Radnor & 

Osborne, 2013; Barton, 

2013; Di Pietro, Mugion 

& Renzi, 2013; Abdallah, 

2014;  

o Do your values explicitly include the development and 
empowerment of staff? 

o How do you capture the voice of the customer, if so how 
and what challenges do you experience? 

o What analysis do you undertake with VoC data? 
o Do your values reflect cost reduction or quality standards? 
 

• How do you develop and empower your staff in delivering CI 
initiatives? 

1., 2. Lack of employee 

engagement 

 

Lack of holistic use of CI 

(focus on tools and 

techniques) 

Lodge & Bamford, 2008; 

Radnor, Holweg & 

Waring, 2012; Barton, 

2013; Di Pietro, Mugion 

& Renzi, 2013; Radnor & 

Osborne, 2013; 

Abdallah, 2014; 

o How are staff trained? (format, duration, content) 
o Are staff motivated to contribute? 
o Do staff feel empowered to contribute? 
o How are staff rewarded/recognised for contributing? 
o How are improvements raised, actioned and 

communicated? 
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o How is leadership demonstrated?    
 

Holmemo, Rolfson & 

Ingvaldson, 2016 

• Does the organisational culture encourage or hinder participation 
in CI programmes?  

2. Public Sector Motivation 

 

Public Sector Culture  

Perry & Wise, 1990; 

Parker & Bradley, 2000; 

Buelens & Van Broeck, 

2007; Perry & 

Hondeghem, 2008; 

Perry, Hondeghem & 

Wise, 2010; Carter et 

al., 2011a; Carter et al., 

2012; Pillay & Bilney, 

2015; Ritz, Brewer & 

Neumann, 2016; 

Chandler et al., 2017 

o How are projects selected? 
o Do staff feel included? 
o Do staff feel if they contribute, they will be listened to? 
o Are staff change weary or remain keen to make a 

difference? 
o Are first- and second-line managers committed to the CI 

initiative? 
o Are staff concerned about work intensification? 

 

• In your view what are the opportunities for sustaining a culture of 
continuous improvement in the public sector and what are the 
barriers and challenges?  

 

3. Lack of organisational 

deployment of CI 

 

Readiness, success & 

failure factors 

Waring & Bishop, 2010; 

Antony, 2014; Stanton 

et al., 2014; 

D’Andreamatteo, 2015; 

Waterbury, 2015 

 

• Do you undertake radical improvement as well as continuous 
improvement, if so, how often? 

 

1. Shared understanding of 

continuous 

improvement and 

methodologies 

Radnor, Holweg & 

Waring, 2012; Radnor & 

Osborne, 2013; Thirkell 

& Ashman, 2014; 

Thomas et al., 2015 
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Appendix ‘D’ 

 

Embedding and Sustaining a Culture of Continuous 

Improvement in the Public Sector 

Introduction       

This questionnaire is part of my doctoral research in the department of Business 

Management at Heriot-Watt University. I am exploring three case studies in 

Scottish public sector organisations including Police Scotland, the Scottish Fire 

and Rescue Service, and the Scottish Ambulance Service.  The purpose of the 

research is to provide practical outputs that can be applied by the case study 

organisations to support continuing efforts to improve public service quality 

within available budgets. My research programme has been approved by the 

university ethics committee and is supervised by Professor Jiju Antony.   

The questionnaire consists of four parts and should take no longer than 15 

minutes to complete. As well as basic information about you, it seeks your views 

on the continuous improvement approach of your organisation, the 

organisational culture, and your motivation in working for your 

organisation.           

All responses will be anonymised in the analysis and dissemination of research 

results and will only be used to develop organisational level understanding of 

the application of continuous improvement. Coding systems will be used to 

conceal personal identities. While vague statements concerning role and 

responsibilities may be included, neither will be sufficient to personally identify 

an individual who has participated in the survey.          

As part of the commitment to participants, I will also provide a summary of the 

research findings and you will have an opportunity to select this option at the 

end of the questionnaire.           

Your participation is entirely voluntary. Collected data will be stored securely 

and will not be passed on to third parties. The questionnaire is designed 

specifically to inform the current research only.           

Finally, I would like to thank you for supporting this research and taking the time 

to complete the questionnaire.       

 

 

Section 1 - About You  This section is background information about you and 

your role in your organisation. 
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1.1 Which organisation do you currently work for? 

o Police Scotland  

o Scottish Ambulance Service  

o Scottish Fire & Rescue Service  
 

 

 

1.2 What is your current role? 

o Police Officer  

o Paramedic/Technician  

o Firefighter  

o Support Staff  

o Other, please state below  
 

 

 

1.3 If you answered 'other' to the question above, please state your role.   

________________________________________________________________ 

 

 

 

1.4 How would you describe your role? 

o No management responsibility  

o First line manager  

o Middle manager  

o Senior manager  

o Other, please state below  
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1.5 If you answered 'other' to the question above, please state your role. 

________________________________________________________________ 

 

 

 

1.6 Which of these best describes your age? 

o <20  

o 20-30  

o 31-40  

o 41-50  

o 51-60  

o 61-70  

o >70  
 

 

 

1.7 How many years have you been with your current organisation? 

o <5  

o 5-10  

o 11-15  

o 16-20  

o 21-25  

o 26-30  

o 31-35  

o 36-40  

o >40  
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1.8 How would you describe your work location in the country? 

o East  

o North  

o West  
 

 

 

1.9 How would you describe your work environment? 

o Urban  

o Rural  

o Headquarters  
 

Section 2 - Continuous Improvement  This section is about your organisations 

approach to continuous improvement. Consider your level of agreement with the 

following statements. 

 

 

 

2.1 t is my role to make improvements in my workplace. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
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2.2 It is my role to make improvements in the service we provide. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

2.3 I would like to make improvements in my workplace. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

2.4 I would like to make improvements in the service we provide. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
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2.5 My manager encourages me to suggest improvements. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

2.6 If I suggest improvements, my manager listens and supports me in implementing 

the suggestion. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

2.7 My manager gives me time to implement improvements I suggest 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
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2.8 I have the training and tools I need to make improvements. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

2.9 My organisation has a clear approach to continuous improvement and I understand 

how I can contribute. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

2.10 I want to do more to improve my workplace and the services we provide. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
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2.11 I feel empowered and trusted to make improvements in the workplace and the 

services we provide. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
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2.12 Which of the following methodologies are you aware of or have been trained in? 

(Please tick all that apply) 

 

I have 

been 

trained 

in it but 

never 

used it 

I have 

been 

trained 

in it and 

used it 

I have 

used it 

but have 

had no 

training 

in it 

I have some 

understanding 

of it 

I have 

heard 

of it 

I have 

not 

heard 

of it 

Lean  

▢  ▢  ▢  ▢  ▢  ▢  

Six Sigma  

▢  ▢  ▢  ▢  ▢  ▢  

Lean Six 

Sigma  ▢  ▢  ▢  ▢  ▢  ▢  

Kaizen  

▢  ▢  ▢  ▢  ▢  ▢  

Rapid 

Improvement 

Events  ▢  ▢  ▢  ▢  ▢  ▢  

Total Quality 

Managment  ▢  ▢  ▢  ▢  ▢  ▢  

European 

Foundation 

for Quality 

Management  ▢  ▢  ▢  ▢  ▢  ▢  

Public 

Sector 

Improvement 

Framework  ▢  ▢  ▢  ▢  ▢  ▢  

 

 

 

 

2.13 Is there anything else you would like to add in relation to your organisations 

approach to continuous improvement? 

________________________________________________________________ 

________________________________________________________________ 
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________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 

 

Section 3 - Organisational Culture  This sections deals with the culture of your 

organisation. Please consider the following questions and select the response 

that most closely relates to your experience or view. 

 

 

 

3.1 My organisation mainly makes decisions based on: 

o Facts/data  

o Mainly facts with some use of experience  

o Facts and experience  

o Mainly experience with some facts  

o Experience/intuition  
 

 

 

3.2 My organisations development is based on: 

o Long term planning  

o Long term planning with some short term focus  

o A balance between long and short term planning  

o Short term planning with some long term focus  

o Short term planning  
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3.3 My organisation rewards and recognises my motivation through: 

o Organisation wide formal process  

o Local formal processes  

o Informal processes  

o Ad hoc, depends on my line manager  

o My motivation is not recognised  
 

 

 

3.4 My organisation is always looking to improve and do better: 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

3.5 I would describe my organisation as: 

o Task focused  

o Mainly task focused  

o Both task and people focused  

o Mainly people focused  

o People focused  
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3.6 My organisations approach to tasks is focused on: 

o Teamwork  

o Mainly teamwork  

o Team and individual work equally  

o Mainly individual work  

o Individual work  
 

 

 

3.7 My organisation includes me in developing our vision and goals. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

3.8 The focus of my organisation is on; 

o Internal process improvements  

o Internal process with some external service improvements  

o Both internal and external improvements  

o External service improvements with some internal process  

o External service improvements  
 

 

 

Is there anything you would like to add about the culture of your organisation? 

________________________________________________________________ 
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________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 

 

Section 4 - Motivation  This final section explores you motivation for working in 

your current organisation and asks what is important to you.    

 

 

 

4.1 List, in order of importance, the factors that influence your decision to work for your 

organisation. (1 being the most important and 5 being the least important) 

______ Better work/life balance 

______ Job security 

______ Public sector pension 

______ Training & development opportunities 

______ Making a difference 

 

 

 

4.2 List in order of importance how you would prefer to be recognised for your 

contribution to improving your organisation. (1 being the most important and 5 being 

the least important) 

______ Financial reward 

______ Improved promotion prospects 

______ Lateral development 

______ Additional training 

______ Informal thanks 

 

 

 



Appendices 

302 

4.3 I should be provided with time in my working hours to undertake improvement 

activities. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

4.4 I don't mind doing some extra work to improve our internal processes 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

4.5 I don't mind doing some extra work to improve our services to the public. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 



Appendices 

303 

4.6 I will always follow standard operating procedures/policies regardless of the 

situation. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

4.7 I will do what I consider to be the right thing regardless of written policy or 

practices. 

o Strongly agree  

o Somewhat agree  

o Neither agree nor disagree  

o Somewhat disagree  

o Strongly disagree  
 

 

 

4.8 Is there anything else you would like to comment on in regard to your motivation for 

working in the public sector and the service you provide? 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 
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5. In your view what are the main challenges in embedding and sustaining a culture of 

continuous improvement in your organisation? 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 

 

 

6. In your view what are the main opportunities in embedding and sustaining a culture 

of continuous improvement in your organisation?  

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 

 

 

Thank you for participating in this research. If you would like a copy of the executive 

summary of the research and its findings, please enter your email address below;  

________________________________________________________________ 
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Appendix ‘E’ 

 

Dear {                       } 

 

Embedding a culture of Continuous Improvement in Public Sector Organisations 

 

I am undertaking the above programme as part of my doctoral research at Heriot-Watt 

University. I am exploring three case studies focussed on Police Scotland, the Scottish 

Fire and Rescue Service and the Scottish Ambulance Service. My initial research is 

intended to establish current organisational perspectives through semi-structured 

interviews with members of the case study organisation executives, oversight bodies 

and staff associations and unions.  

 

The purpose of my research is to provide practical outputs which can be applied by the 

case study organisations to support continuing efforts to improve public service quality 

within available budgets. My research programme has been approved by the university 

ethics committee and is supervised by Professor Jiju Antony. 

 

I am writing to invite you to participate in a semi-structured interview which should last 

no more than 45 minutes, and which will explore the current organisational approach 

to continuous improvement including the strategy, employee and public involvement 

and your views on practices and polices around improving services in your organisation. 

All responses will be anonymised in the research results and will be used to develop an 

understanding of the organisational level understanding and application of continuous 

improvement. As part of my commitment to participants, I will also provide an executive 

summary of findings and recommendations at the conclusion of the analysis of my 

research as well as an offer to present those findings in person.  

 

I would be grateful if you are able to afford me time for an interview at the time and 

placer of your convenience but should you have any further questions please do not 

hesitate to contact me below or my supervisor, Professor Antony at j.antony@hw.ac.uk 

 

Yours sincerely, 

 

Bryan Rodgers, MPhil, FCMI, FInstLM, AFHEA 

mailto:j.antony@hw.ac.uk
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Assistant Professor in Management  

School of Social Sciences (formerly the School of Management and Languages) 

Heriot-Watt University, Edinburgh 

EH14 4AS, United Kingdom 

Phone: +44 (0)131 451 3486 

Email: b.rodgers@hw.ac.uk 

mailto:b.rodgers@hw.ac.uk
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Appendix ‘F’ 

 

Dear Sir/Madam, 

 

Participant Consent Form 

 

Thank you for agreeing to participate in the following research. This document is 

designed to outline the ethical implications of the project and obtain your written 

consent for participation. 

 

• The objective of the research is to explore and analyse the barriers, challenges 
and opportunities for embedding a culture of continuous improvement within 
the Scottish Ambulance Service, Scottish Fire and Rescue Service and Police 
Scotland.   

 

• Ethical approval for the proposed research has already been granted by the 
Heriot-Watt University, School of Social Sciences Ethics Committee. If you wish 
to make a complaint regarding the ethical implications of the research, the 
Chair of the School of Social Science Ethics Committee (Dr James Richards, 
j.richards@hw.ac.uk) can be contacted. 
 

• Interview participation is entirely voluntary. 
 

• Interviews shall be recorded for the purpose of future transcription. 
 

• Findings are to be portrayed anonymously. Coding Systems shall be used to 
conceal personal identities. While vague statements concerning role and 
responsibilities may be included, neither will be sufficient to personally identify 
an individual. 
 

• Collected data is to be stored securely and will not be passed on to 3rd parties. 
The interviews are designed specifically to inform the proposed research only. 
 

• Participants will be provided with an executive summary of the research 
findings if they wish together with the offer of a presentation on the findings to 
an organisational audience. 
 

I have read and understood the participation consent form and am happy to 

participate in the research.  

 

Print Name:………………………………………………………………………………………………………….………. 

mailto:j.richards@hw.ac.uk
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Signature:……………………………………………………………………………………………………………………… 

 

Once again, I would like to thank you for participating in this research – your help is 

sincerely appreciated. 

 

Bryan Rodgers 

01/05/18
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Appendix ‘G’ 

Ambulance Service Respondent Comments – Q35 (Organisational Culture)  

First line manager 91 

Allow staff to be part of some of the decision making that affects them daily, and let them know they are valued not just say! 1 

Answered questions but found some of them a bit vague in what you are requesting.   1 

I believe there is not enough planning and decision making done. Processes are far too long which then impact on any disciplinary outcomes and so 

loose their effectiveness. 

1 

Itâ€™s terrible 1 

Less focus on response times and more focus on patient outcomes and clinical performance of individuals. 1 

Management pay very little attention to road crews development until too late. case in point, I am retiring in next year, management are aware of 

my decision and have not yet sent next qualified technician on paramedic course to fill in seamlessly when I retire. Area will be under rescored for 

up to 2 years during to comply with educational requirements and legalities.  

1 

Nepitisn is common with a healthy dose of advancing staff who complain enough to managers who  are wrapped in the fear of saying no  1 

no 1 

Poor at communicating local meetings and projects. Only large national improvements are emailed to staff. 1 

talk at top is good, rarely results in any real difference in practice.  too stretched keeping lights on to make improvements, even when those 

improvements would help keep the lights on 

1 

The ambulance service does not individually encourage improvements but states if there are ideas then management can be approached however; 

whether they act upon the ideas this is a different matter! 

1 
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The service try to advertise improvements for all but decisions seem to be based all on data and not on the experience of those on the front line 

working.  Recent changes has made our working environment more difficult with no systems in place to handle increased work load. 

The perception of quality improvement within the Ambulance Service is that it is separate to, and removed from, operational activity and front-line 

management duties. While staff are sometimes given the opportunity to express opinion or make suggestions, the cultural perception is that it is 

not staff-driven or staff-centred, and therefore results in very little staff engagement. This also creates a culture where quality improvement is seen 

as the role of someone else, and has no clear focus on, or association with operational role, performance or morale. 

1 

The Scottish Ambulance Service is a very reactionary organisation.  It often makes changes/'improvements' in response to a situation rather than 

forward planning.  It appears to put more emphasis on its 'image' to external sources than on improving staff moral/experience. 

1 

The staff are not acknowledged fairly across the departments 1 

There are a lot of positive changes on going at the moment nationally. I do however get the impression this may be at vastly varying levels in more 

remote areas with regards to local line managers. 

1 

Too distant to know local issues. 1 

Very low morale, little positive feedback 1 

We work under a culture of bullying and figure related management where the staff are seen as a challenge to be over come rather than an asset 

to be nurtured.  No time is given to CPD, improvement or training and all movements moving forward are based on data related instead of 

organisation and staff related.  In short fire fighting instead of planning and forward thinking 

1 

(blank) 73 

How would you describe your role? 1 

Is there anything you would like to add about the culture of your organisation? 1 

Middle manager 34 



Appendices 

311 

I feel there has to be more communication and involvement with staff who are doing the job. Involve them and get some ideas, advice to better the 

organisation 

1 

(blank) 33 

No management responsibility 433 

"Improvements" if they can be called that never seem to be based on what is actually happening. The people that try to put the so called 

improvements in have never done the dirty work and been in the front line, they seem to come from HR backgrounds rather than healthcare 

backgrounds. 

1 

A very obvious discrimination between Relief workers and shift workers that is ignored by management. 1 

All descions are financially lead. Blame culture still exists.  1 

Almost complete neglect of remotely based employees. 1 

Although our organisation is trying to go in the right direction in terms of education and training it is badly organised.  The right support and 

frameworks are not in place and the whole thing feels like we are stumbling about in the dark.  We will hopefully get there in the end but in a very 

messy, round about way.  We need to work more closely with hospitals and learn from other services who are a step ahead of us in the way they 

train and support staff both in terms of training new staff and support CPD in existing staff. 

1 

As long as ambulance control hit their targets, road staff are inconsequential. 1 

As someone who works on the frontline I have found we are the ones who know best whether or not something is working in practice or if there is 

a better alternative to improve patient care and help make things easier to reduce the chance of errors. 

 

I have found that when this information is fed back to management through meetings it feels as though you being listened to at the time and 

agreed with but when it comes to actually making the change it seems as though managements decisions are often made with the cost of things 

taking priority rather than the feedback we have given to help improve patient care. 

1 

Bullying and intimidation management culture. Fear of mistakes as punished no matter circumstances surrounding  1 
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Can't find answers for the 2 missed. 1 

Crews are not supported whatsoever. Embarrassing to work for. Thinking about leaving 1 

Cultural changes in the organisation are too slow to acknowledge the rapid changes in healthcare population demographic.  1 

Dominated by those having worked up through the roles rather than being trained managers. Still largely male dominated and has that attitude at 

station level depending on station. 

1 

Everything within the service is now tick box, target driven and hugely financially driven meaning staff are left to pick up where management fails. 1 

Family members should not be allowed to apply or keep multiple managerial roles. This encourages backstabbing, fraud and favouritism.  1 

For a health board it is very top-down/hierarchical/almost militaristic. 1 

Having moved from private industry to the NHS, I find the organisation very old fashioned, hierarchical, and pays lip service to modernising. 1 

I feel the planning is some long term and lots of reactive or firefighting as a method of planning. And as for who gets work done. The goal is 95% 

shift coverage.. the bums on seats is the main aim  

1 

I have not seen any willingness within this organisation to seek to improve their service, to become more efficient or effective. 

This service does not embrace change and sees any attempt to improve their service as a challenge to the historical ways of working, there would 

appear to be a resistance to change culture within the organisation, which its self appears to be fractured with top heavy management culture 

which operates within its own separate zones  of influence with little overview and management of how the zones or areas of responsibility 

interact with each other and affect Operations, finance and the Patient/Customers. 

1 

I have suggested improvements for the Scottish Ambulance Service but no one is interested in listening. Due to my previous work experience I have 

even offered to do a years convention to be a paramedic and I would pay for it myself all I require is time off for classroom work which I could use 

my annual leave for and support like any other student on the road. I was told to leave the service then reapply once I was qualified. 

1 

I have very little knowledge of the goals and processes my organisation uses. Many of these questions I would answer "I don't know" if there was 

an option. 

1 
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I love my job. I love the mix of patients and the driving. 

Management make rules and regulations based on the urban patient.. they have little or no appreciation of the restrictions and difficulties the rural 

patient in Scotland has in accessing healthcare at any level. And they will not listen to staff who try to explain that the needs and requirements 

differ hugely. 

1 

If personnel were not scared harassed and bullied, it would be a lot better place. Chief executive produces a weekly bulletin in which we are all 

wonderful, happy, enough skills and resources. Her senior managers are obviously lying to her. Staff shortages on a major level. Continually 

breaking down of resources/equipment. Staff being treated like pieces of meat. Its€™s a farce 

1 

In the ambulance service if you are not an A&E Paramedic or Technician you're a nobody ... it is as if your job function just doesn't exist 1 

it can be very stressful and clicks form 1 

It has a culture of times and figures matter more than patient safety does 1 

It is top heavy with managers that have forgotten their roots, and require to get back to basics and on the road, 1 

It is very reactionary. It would claim to focus on the long term goal but the reality is that it often shifts that vision in response to short term quick 

fixes 

1 

IT€™s toxic. Iâ€™m a probationer, and was involved in a mess room conversation where a senior manager told us of a conversation they had with a 

senior manager in the training department who said that the service is only interested in pushing new staff hard in anticipation of getting 5-10 

years service out of us before we eventually break and leave. And that is exactly in keeping with how we feel we are treated. 

 

All the while new arbitrary new policies and procedures are sent out (and often shortly after, recalled), our Chief Executive seems to be almost 

entirely clueless.  

 

We have HALOâ€™s and Performance Managers being brought in to tackle handover times at hospitals, with absolutely no discernible 

improvement made to these times, seemingly no oversight of these staff, and zero feedback of what theyâ€™re doing or their actual effectiveness 

given to the staff at the coal face 

1 

It's pretty relaxed - probably because the job can be stressful so the management are not looking to add to your stress 1 
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Lack of any senior and middle management meeting frontline staff 1 

Lack of information exchange. Lack of consistency in implementing decisions. Delay and confusion in decision making process. 1 

Lack of team effort (team being clinicians and management) and recognition of individuals who strive to deliver the best patient care. Poor day to 

day management of station and colleagues. 

There is a good culture between operational colleagues who work together and support each other. 

1 

Less blame culture , thereâ€™s one rule for one and one for another , policies and procedures not followed  1 

management needs to lead the staff more and be around the staff who work on the shop floor . 1 

massive change needed -  to much of this is how we have always done it attitude behind of service improvements by years compared to other EMS 

providers  

1 

Moving from a blame culture/safety culture to a just culture will take time. 1 

My organisation is very much management based and improvements/suggestions come from that level. More often than not itâ€™s the frontline 

staff that know the best service improvement and what can be done better for the wider public/population and this is where most of the 

suggestions should come from. 

1 

no 1 

no answers to above right ,all controlled by what budget available  1 

No thought to long term goals if it costs money then not happening. They would spend a pound to save a penny 1 

NOT AT THIS TIME 1 

not sure what their aims are as long as they are cost cutting 1 

Nothing has changed except demand and we do not cope at present 1 

organisational aims and objectives are pretty clear, policies and procedures are there to back that up. unfortunately their appears to be little or no 

buy in to these aims and objectives at mid managerial level and often is the case that individuals who do not support the aims and objectives of the 

1 
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organisation become a barrier for all those whom they manage to also support the key quality improvement initiatives.  the ones who are truly able 

to bring change to the organisation are the frontline clinical staff but workload, lack of recognition and a clear abuse of their skills to maintain 

o=organisational KPI's preclude the main driving force from being activated.  

our service has a quality improvement team, however it is difficult for front line staff to be heard as I feel that some ideas that have been suggested 

by techs and paramedics do not get full attention and ideas are dismissed. 

1 

Paramedics who have been in the role for a long time had very different training and many have a very different outlook on the job, I donâ€™t think 

they see it as their job to make changes/improvements. Paramedics now are taught more about human factors & service improvement and I think 

this will change the organisation going forwards. 

1 

poorly lead service and very poor/weak management 1 

same as 20 yrs ago; blame/responsibility focussed. no idea how to improve productivity of people or assist in transition into new roles. hierarchical 

approach to power structures inhibits real communication.  

1 

Service is so broken I would not know where to start. 1 

The culture currently reprimands technicians becoming paramedics by removing from shift and placed on a random relief with poor organisation.  1 

The culture is reactionary although it portrays the image of long-term planning and spends a lot of time and effort supporting failed and failing 

systems because senior staff cannot be seen to have made mistakes.  

1 

The culture within the organisation is still very 'old school' and with little connection between the strategy and the frontline staff. This results in a 

disjointed and challenge culture to deliver change. However, this culture is starting to show small changes in recent months. 

1 

The organisation at senior level is very much focussed on arbitrary, and in some cases outdated and non - clinically focussed targets, with little or 

no staff engagement.  

1 

THE QUESTIONS IN SECTION 3 MAKE NO SENSE OR RELEVANCE TO THE SERVICE I KNOW 1 

The senior management of the Scottish Ambulance Service is concerned with two things only:- 

 

1 
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1. Keeping their political masters happy 

2. Doing that as cheaply as possible 

 

NOTHING ELSE MATTERS - not patients and certainly not staff 

The service in my area seems to be reactive rather than forward thinking  1 

the service looks at figures and what will look good on paper, they don't take into account what the meaning is behind the figures. as long as they 

are seen to met the targets at the top its ok  

1 

The Service works in partnership with 3 Trade Unions and any changes/improvements require to be realised in partnership.  This can be difficult 

due to differing priorities and implementing improvements are often met with resistance from the trade unions.  This can cause delays to 

implementing changes which can lead to staff frustration.  

1 

The use of data is improving but still too many people rely on their "experience and intuition" to make decisions 1 

There's a culture of accepting more and more responsibilities from other areas of the health service and government without having the resources. 

Management is out of touch with frontline A&E demands and cannot recognise the reality crews face. 

 

Management have either never been frontline staff or haven't been for decades. Even within my time (6 years), I have seen a huge increase in 

demand yet no more crews are put on the road. Instead, focus is given to manipulating statistics by use of a triage tool which doesn't work. Very 

sick patients slip through the net and those who know how to manipulate the system get a quicker response. In the meantime, crews are working 

8+hours with no break whilst being expected to make sound, safe clinical decisions and the excuse crews are given is "service demand". If 

management could recognise that if they looked after their staff, their staff would look after their patients and their ambulance service. If they 

looked after their staff they would improve sickness rates, improve morale and therefore, have a much better chance of achieving their goals. 

Unfortunately, as things are, frontline staff are tired, stressed, demotivated and I for one wholeheartedly don't believe I matter at all. I'm just a 

bum in a seat to be used as a disposable resource. 

1 

They never seem to learn from their mistakes. They're interested in having facts and figures to "spin" to the media. Recently they've been banging 

on about "recruitment" to the public, how they're recruiting more staff, what they don't explained is that they're only plugging a very big hole and 

that it doesn't mean there will be more ambulances on the road and available to respond.  

1 
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Top line vision and groundwork reality are very far apart. Communication of how things will be achieved never gets to crews on the ground. 1 

Total disconnect between senior management and roadstaff. ie wilful ignorance of daily problems. 1 

Unfortunately there is still the fear of a blame culture so although there are open processes, there is still no faith in the systems to protect staff and 

allow for an open forum on incident prevention and shared learning. 

1 

Very shortsighted 1 

When issues with road resources not meeting 999 targets (which happens daily), changes are made to how they are dispatched. not how little 

resources are available, and no education given to the public to lessen the number of inappropriate 999s. 

1 

(blank) 367 

Other, please state below 6 

no 2 

There are some unrealistic and unachievable targets in the organisation that effects staff morale. 

 

I would say that the organisation is very diverse with age, disability, race and gender. 

1 

(blank) 3 

Senior manager 29 

Constant pressure and sometimes threatening communication used. The Scottish Ambulance Service deals with more 999 calls than the other 2 

services combined yet does so with a fraction of the staff and budget. It is not unheard of for a Paramedic to attend 26 emergency calls for every 1 

attended to by a firefighter. These stats are available to you on each services website. We always seem focussed on the latest 'mission statement' 

and we never achieve any of them. I have seen several and none have ever been achieved. I would bring it back to a basic "save as many lives as we 

can and provide the best care we can to the people of Scotland with the resources available to us". 

1 



Appendices 

318 

Generally, my organisation struggles to prioritise and as a result struggles to finish what it starts. There is little thought given to resource planning 

outside of front line operations  

1 

Micro management an issue.  

Many good ideas hit the buffers as change may not embraced by more senior individuals- teams not empowered to make changes. A lot of talk 

about change and service improvement work but even minor changes end up having to be discussed and endorsed at senior level- often up to exec 

team level!  

Too much focus on non-evidence based time measures to the point of everything else is influenced by this. Little time for forward/future planning 

do to day to day reactive management.  

1 

Reluctance to change and existing processes are learned through experience - very limited training or documentation.  Potentially the staff don't 

feel supported enough to facilitate change. 

1 

SAS talks a good game about positive culture and caring for staff.  However, in my experience, they talk the talk but do not walk the walk.  I have 

seen too many people driven so hard that they either leave or to burn-out over the last couple of years.  

1 

Too much managerialism, too much talk about leadership without real committment, poor tolerance of open disagreement  1 

Try's to achieve too much too quickly with the resources it has 1 

(blank) 22 

Grand Total 594 
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Appendix ‘H’ 

Ambulance Service Respondent Comments – Q44 (Motivation) 

First line manager 91 

As a Paramedic I have autonomy within set guidlines and procedures which gives me a feeling of responsibility and I feel respected by the vast 

majority of the public. 

1 

Common sense approach is rarely appreciated and usually frowned upon 1 

I / we are not here to hide or be work shy we are here to help when people really need us at their most vulnerable time. But we are human we 

need to be thought as a person and not a robot or a number. If we are to contribute let us contribute. My role is to look after my staff and their 

well-being, however, in the bigger picture who cares for the carer's. There is so much more to be gained for the service if only the service would 

REALLY recognise. There are many really good people within the organisation that don't get recognised for a variety of reasons and that in my 

opinion is a wasted opportunity for both parties. Thankyou 

1 

I enjoy my work to a certain extent, but feel that despite the promise of development opportunity in the past, this is not something which I am in 

control of. Much of the development processes available to me must be undertaken in my own time, or is under the control of departments which 

limit these opportunities according to their own demands and remits. A certain degree of development requires self-funding. I strongly believe that 

the service we provide is vital, and should be better developed, with a focus on staff engagement and provision of allocated time within working 

schedules.  

1 

I personally work in a department that needs to be fluid and dynamic , we can't always follow SOP's to the letter due to the incidents we attend 

although we would never compromise safety just to get the job done. 

1 

I would not recommend any of my family to now work in the public sector or this organisation. I was lucky enough when even top managers (Board 

members) in the organisation, that when attending station visits knew who you were and by your work reputation, not now, when top 

management attend station visits, middle managers empty stations of crews so that top managers are not confronted by road crews. 

1 
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If I didn't find the work rewarding on a personal level, I would hand my notice in tomorrow. I have been assaulted twice, police did nothing about it, 

my managers I don't see from one year to the next, but they will be in touch very quickly if I do a single thing wrong. Who would work for the public 

sector unless they had to?  

1 

Motivation over the last few years has depleted severely, people recognition is becoming a rarity as facts and figures are what seems to be of more 

importance in the organisation.   

 

Staff now feel more than ever that they are just a numbers.  Higher management people skills are pretty poor in our department where you are 

more than ever dictated too. 

 

Wage increase for lower grades is very poor when compared to that of higher bandings, the gap in actual take home pay is extremely unfair, but as 

said before no one will listen to lower grades or complain as many who could make a change are benefiting financially due the positions they hold.   

1 

My motivation for working in the public sector has slowly but surely been eroded over the past 8 years. 

 

I had been looking to stay in the service for years to come, but have made the decision to leave as I am now becoming unhappy in a job/ 

profession/calling that I loved. 

 

I have had some fantastic experiences working for the service that I will take with me, but I will not regret my decision to leave. 

 

The way things are at the moment, I do not see long term employment as a paramedic being possible for anyone that truly cares about the 

profession. They will be burnt out in a decade. 

1 

noi 1 

Ongoing training  1 

Pardon the clichÃ© - It's a vocation not a job 1 

Rules should never be broken however they can be stretched to accommodate what is required 1 
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Sometimes there are too many policy's or practices 1 

We are encouraged to improve the service but are given no time off the road to complete the tasks required.  I am currently undertaking a huge 

project of which I get no time off the road and I have to attend meetings on my day off as well as to my own costs. 

 

We are expected to mentor students but are given no time off the road to complete and assess the portfolios we are given which take on average 1 

week to fully assess and write up.  We are expected to take the portfolios home to do the assessments in our own time. 

1 

within the ambulance we need to adhere to policy and procedure to protect both ourselves and our patients 1 

(blank) 75 

How would you describe your role? 1 

Is there anything else you would like to comment on in regard to your motivation for working in the public sector and the service you provide? 1 

Middle manager 34 

There has to be major changes moving forward to provide a better service to the public and better working conditions for staff 1 

(blank) 33 

No management responsibility 433 

 I would like to have a much better work/life balance than I do. I have had to grade it as least important in terms of my motivation as I believe we 

have an awful work/life balance due to the 12 hour shifts we work and therefore to hold this in high regard would mean you could not do our job 

but I still feel the balance is terrible and we should be working shorter shifts.  

1 

A little thanks in person goes a long way 1 

Ambulance service is not doing enough for their staffs welfare. 1 

An improvement on work life balance as right now there is not one.  We work hard and have no life of our own. 1 
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As a paramedic with an MSC evidence based practice should be used in patient care not ridged application on SOP. Sop should reflect this and be 

guidance notes 

1 

Cannot deviate from SOPs, regardless of what is best for the patient as the organisation will not support you individually therefore, the patient will 

st times not receive the best fit due to workers being too anxious at lack of support.  

1 

common sense sometimes has to override standard operating procedures. 1 

De-motivated due to shoddy, cowardly treatment by management, who take the route of least resistance and do not stand up to people.  I feel 

totally unvalued as a long-serving member of staff. 

1 

Due to operational constraints and lack of man power sometimes you have to bend the rule book for the good and benefit of the patient. 1 

Enjoy working in public sector. Feel my motivation is underdeveloped. 1 

Greater focus needs to be placed by the senior level of the organisation on staff welfare and morale, as a knock on effect may well be more 

engagement opportunities in developing the service we provide to the public. 

1 

happy to do the job 1 

Having took part in many initiatives over the past few years and involved in many public/internal events, these are all carried out in my own time 

and often need to take annual leave to facilitate public/internal events on behalf of the service. It would be nice occasionally to have some 

recognition of this. When looking at the other services (police and fire), they have dedicated teams who carry out internal/external events as part 

of their duties. It would be nice if we could have the same and there would be more people willing to take part in service/public improvement. 

1 

I  wouldn't mind doing extra work if I were appreciated for it. A simple "thank you" is all I need. 1 

I absolutely love my job and role as a paramedic, it plays a huge part in my life. I am well paid, have job security and am also privileged to 

occasionally make a difference to patients lives.  

1 

I am in post to provide the best service I can but I am constantly hindered by the organisation management.  1 
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I don't know what "lateral development" would mean for me.  

 

Happy to do extra work during working hours while not on a call out for improvements but not extra time at work. 

1 

I feel I am a highly motivated individual in my work place and feel that this can be seen by other members of staff in a negative way. My motivation 

is for to provide the best service I can for the public and feel that this is not always supported. 

1 

I have been demotivated by government policy as I feel austerity has been used as a political tool to weaken public services and open up 

privatisation possibilities. 

1 

I like looking after people. 

I love driving. 

I hope that I keep up standards and that they will continue after my time in the job. 

1 

I love my job and being part of a team, every day we make a difference to someone and that is what I love about my role, every shift is different 

and the training and development opportunities are brilliant, my only regret is that I did not join sooner but I will enjoy the next 23 yrs as much as I 

have enjoyed the last 3, if we can help at least 1 person per shift then that makes our role worthwhile and gives me immense satisfaction    

1 

I love my job in public service but it is thankless. For the amount of abuse we put up with from the people we serve it would be a nice change if 

management were not always constantly asking more of us. Constantly if we have cleared, why did you do this, that. Currently our patients can die 

at hospital and if we made our response target it is seen as a success, whereas save a life but miss our target and weâ€™ve failed. Completely 

demoralising.  

1 

I love my job.  I hate the management culture and organisation. 1 

In our job you cannot always follow SOP's you have to think outside the box due to the situations we find ourselves in, but also know the service 

will not back us up 

1 

It fulfils in part a wish to "make a difference" and put something back in to society. 1 

Lack of any team work within the organisation  1 



Appendices 

324 

line managers dont listen and can get on with peers 1 

Managers taking more interest in how their staff are being treated by ( controllers and workforce) 1 

More interaction with management regarding training opportunities and career development.  A formal assessment/review process would ensure 

that each individual would have a record of how the service views their abilities and help identify training/knowledge deficits. 

1 

Motivation for supporting the service we provide is at a low with Paramedics feeling run down and burnt out. We are overloaded with work we are 

not sufficiently trained to do such as mental health.  Staff are demoralised and it affects the service we provide. 

1 

My motivation, along with a large proportion of the staff I work with, is essentially gone.  

 

If there was an alternative Ambulance Service in Scotland that was not for profit, integrated into the NHS, and guaranteed hours then I would jump 

ship immediately. The only reason the service has the staff it currently does is that they are the only emergency ambulance service in Scotland. The 

NHS down south is abysmal, but at least there are a few different services to be employed by.  

 

Iâ€™m only just coming up to a year in service â€œon the roadâ€• having spent 2 years in a control room job initially, and already my attitude is 

â€œhead down, get on with it, keep quiet and try to do the best for each patientâ€• meanwhile knowing that there are lots and lots of other, irate 

patients waiting to shout at me for how long I took to get to them while I was busy with someone who talked their way into getting an ambulance 

(knowingly or otherwise) by happening to say the right thing to a call taker who gets no autonomy and has to use MPDS which guides callers to give 

certain answers. - person calls with vomiting and diarrhoea â€œis your breathing completely normalâ€• - â€œno, I keep vomitingâ€• - yellow 

response for ambulance rather than referral to NHS24. Its soul destroying, and the only thing keeping me going is the knowledge that every so 

often iâ€™ll get to go to a proper job and actually get to help someone who requires emergency treatment 

1 

NOT AT THIS TIME 1 

On-call work should not have place in busy stations. Fatigue has a strong negative influence on patient's care, our own wellbeing, the quality of life 

of our families and therefore our motivation to work. 

1 

Over the last 8 years or so the government has devalued the feeling of worth and motivation of the staff within the public sector, specifically NHS 

workers with pay freezes and a wholesale robbery and restructuring of our pensions. We as individuals would go above and beyond with our work 

ethics to ensure jobs were completed and patients were treated appropriately.  

1 
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The senior management of the "Scottish" ambulance service needs to get its house in order to implement its own policies fairly and equitably 

throughout the various divisions and sub divisions of Scotland. After all we are a national service and should see consistency of application from 

Shetland to the Borders, not individual managers interpreting things their way. 

 

The net result of a combination of the above, with a list of others, too numerous to mention has resulted in moral and motivation being at its 

lowest point since I started in the service. 

 

A significant number of staff have or are considering early retirement and a number of others have moved away to other jobs, and this was 

something that never previously happened. It was always said that a career in the ambulance service was a job for life. I have 5 years to go, but it is 

100% sure that I will leave before that time. Something I never thought would happen, as I used to love my job, took pride in my work and had a 

certain admiration for the Scottish ambulance service as an organisation. 

 

Yours regrettably, 

 

An extremely disgruntled member of staff.  
Policies and quidelines don't always cover the difficult situations we can be in. Any deviation from procedure is justified as long as what is done is 

within my scope of practice, safe for myself, my crew and the patient. 

1 

Policies are deliberately hard to find, some or most are either out of date or are in need of review. 

Policies contradict each other 

If its not in policy it is in Agenda for Change, This is not Policy but is an Agenda, for change and if the Change is agreed then it should be adopted 

into policy. 

 

They cannot be separate, One leads to the other and is a cycle of change 

1 

Questions here are unclear 

I don't mind doing extra work provided it is within my paid hours I'm not going to do this during unpaid hours, I don't mind doing it via flexi time, 

I'm just not doing unpaid work! 

 

1 
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The questions about following policies are also a bit weird?  

We are required to follow policies and procedures 

I will follow them unless I've misunderstood them or there is a real genuine reason whereby following the procedure in a certain instance fails to 

deliver the underlying policy objective 

In general we may have a slow turnaround for policy development and updates which may be an issue...  

Raising the SSPA pension age to 68 is causing people to leave the service or at least seriously consider moving to private sector for higher yearly 

salaries. 

1 

Service to the community is a great motivator  1 

Standard operating procedures don't fit in every situation. They help to show what you should be thinking but every situation is different, 

recognition of that should allow more wiggle room in decision making. Allowing staff to feel motivated to do what's best for the public instead of 

covering their back. 

1 

The first of these questions is ambiguous.  In my answer I have listed what is important to me and motivates me.  However, these things are not 

necessarily currently provided by my organisation.  Training and development opportunities and flexible working are two areas in particular I feel 

are lacking in my organisation. 

1 

The organisation has become very policy driven and this in itself is detrimental and brings little value in managers believing passionately in these 

policies. Area service managers have become impotent in their role with Heads of Service making first-tier management decisions. staff who show 

potential and passion for improvement are dismissed, and targeted rather than engaged.  

1 

The SOPs were applied with the best of intentions, but they are creating an inefficient service through sub-optimisation. We would be better 

scrapping them and starting again, but this time using data and tests of change to avoid unintended consequences 

1 

There is very little (if any) corporate appreciation for a job well done. Quite the opposite is often true, the better you perform when managing 

change and seeing improved results, the harder time you seem to get for not achieving more.... 

1 

Turning blue lights off on a twisting country road and turning my sirens of at red lights with no exit route are two claims that are part of my 

suspension. I turned my lights off for (1) Safety of horse riders so i wouldnt startle the horse (2) I wasn't claiming blue light exemptions as i wasnt 

able to speed. I turned my sireen off because i didnt want drivers to go through red lights so again safety issue. 

1 
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We are all motivated by the patient, because the ambulance service used up its staff goodwill years ago. There is no goodwill left.  1 

We provide a great service in rural setting at half price cost which is continually being targeted by management as an easy saving or extra resource 

outwith normal hours to supplement urban cover and deployment. The people in rural Scotland who work the on call system do so at great 

personal inconvenience to themselves and their families in order to provide a 24 service to their communities. The value to the community 

motivates but this is not recognised by service management and consequently we are in a continual fight to maintain this cover.  

1 

What I do, I could do for a private sector business and get more money, however I find the idea of working hard to help increase profit a little 

repugnant. Far rather help the guys that help the public when they most need it. 

1 

When it comes to the emergency services across Scotland as whole, one size does not fit all. 1 

Working for the ambulance service is undoubtedly a good job.  It is rewarding being with patients and the moral with fellow crew mates is great.  If  

you are committed to doing overtime the financial rewards are worthwhile.  We in the north have a good management structure and support 

network.  I have joined this job later in life and worked in a few places and find this job brilliant and the benefits. 

1 

(blank) 383 

Other, please state below 6 

No 2 

There is zero budget for training my colleagues and I in my department which is really disappointing. I think the reason for this could be the 

organisation trying to save on their overall spend.  

 

I think the latest 3% increase in salaries is very generous as is the pension contribution especially when compared with the private sector. 

 

  

1 

(blank) 3 

Senior manager 29 
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I am still committed to my role/service and am proud of the work I have done and what I have achieved especially lives saved or a situation 

improved or dignity afforded.  Most of us join to save lives and make a difference. All we ask is we are treated with dignity b the Executive level and 

that is sadly not the case, yet most of us have far more years in service than any Executive. The staff at the front line day in day out are the service, 

but often the Executives think they are the service.  

1 

I would be willing to do "extra work" but would currently be unable to complete it within work hours.  I would consider doing this on a short term 

basis in return for development, training time or financial recompense. 

1 

I would categorise a large proportion of people I work with as being intrinsically motivated to improve services for people. As a result of this, there 

may be a tendency for organisations to leave this aspect of service planning underdeveloped, taking this motivation for granted. I have seen several 

highly capable people reach a tipping point and move on, which limits our ability to modernise our thinking  

1 

The challenge is always to achieve more without the funding to underpin the development 1 

The main reason I stay in my current role is the flexibility and autonomy I have. 1 

The Service needs to put valuing staff at the core of everything. If you make staff feel valued and empowered then all other aspects of work will be 

positively influenced.  

Currently feels like most decisions are made with finance and the meeting of arbitrary targets being viewed as the most important factors. This 

filters down to seemingly low-level decisions such as uniform purchases. Some items are only made in (poorly fitting) standard sizes and no longer 

available as made to measure, where appropriate. Presumed to be purely a cost saving exercise but sends out a very poor message to staff if don't 

even provide uniforms that fit and they comfortable in purely to save a relative small amount of money.  

If everything that we do is based around our staff with a focus on the quality of service we provide then a high performing team with be developed 

and as a result many financial issues will also be resolved. If finance is given primacy then it's a race to the bottom for all aspects of our service.   

1 

To provide the best possible service to the patients of Scotland that I can, 1 

(blank) 22 

Grand Total 594 
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Appendix ‘I’ 

Ambulance Service Respondent Comments – Q46 (Challenges & Barriers) 

First line manager 91 

an ever increasing work load with no extra staff. 1 

Being listened to and finding out who to speak to 1 

Being provided with the space and time to undertake improvement work 1 

Better training on a regular basis. Having information in introducing forward development, much more thanks and paid for the job and expectations 

required from me 

1 

Communications are poor 

Need to know basest  

Left to own devices in learning more about my role 

Different challenges are getting colleagues to change. 

1 

Consistency, openess and the opportunity to improve personal development within the working day to improve performances not only as an 

individual but as a team 

1 

Educating the public on proper use of emergency services.  

Maintaining adequate staff levels. 

1 

Finance 2 

Finance is always the challenge along with conflicting priorities. The main focus is on the day to day running with little scope to consider wider 

improvements. 

1 

Finance,plenty of people looking to improve our service but a lack of funds prohibit most ideas. 1 
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Financial and poor management  1 

Financial constraints and limited budgets, once an idea is formulated it isnâ€™t followed through or hasnâ€™t been thought out fully in the long 

term 

1 

For continuous improvement people require time off to complete certain tasks but if this is contributory to the service it should be work hours 

contributed to our 37.5 hr week. 

 

I have personally had to take annual leave and TOIL in order to get the relevant time off to complete my current project which will benefit the 

ambulance service massively as well as completing my degree to better myself and the skills I hold for my job. 

 

Management encourage improvements and preach that the service supports us but in reality they do not. Every day is a continuous fight to 

improve what the front line staff know and believe that needs to be changed for which the Ambulance service to do not acknowledge or give the 

time of day for.   

1 

Frontline staff feel they do not have a voice therefore many lack motivation. 1 

funding and time to do anything 1 

Gaining clear direction and taking one thing at a time rather than striving for multiple targets that are never reached except in small numbers/ 

areas. 

1 

Genuine concern for all staff welfare and less of an image centred culture. The motto "Treating people well" should apply to employees too! 1 

Getting senior management on board and having them continue to be part of this process as opposed to the partial take on it. They tend to keep 

going till something new and shiny appears on the horizon. 

 

Having the finances to properly train those expected to make this commitment. 

 

Making sure they have the support needed. 

1 

Getting the time to do it, getting the support of others 1 
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If your fac fits... 1 

Increasing work load with no more resources to deal with incidents, team leaders have less time to have meaningful  engagement with staff,  1 

involve the staff and listen top what they need.  Nurture your staff and stop the abuse in temrs of bullying and not giving time and effort to train 

and improve.  Treat them like people instead of robots 

1 

Lack of engagement from higher/middle management with staff on the frontline combined with poor first line management. Team leaders are 

given insufficient time off the road to lead their teams 

1 

lack of finance 

Staff are tired 

1 

Lack of input from education team. No time for online learning. No clear way to suggest service improvement and no means of recognisation. No 

incentive to do so.  

1 

Lack of middle manager's knowledge, skills and experience. 1 

Lack of organisation  

Lack of leadership 

Lack of leadship development time 

Issues with leading times to implement new protocols 

1 

Lack of resources which do not allow for "time off" to do continuing development in the work place 1 

Lack of sustained focus from management, projects are started then forgotten. Resistance to change from general staff. 1 

Leadership from all those in a position to take this forward from C.E. to team heads and managers at all levels. 1 

Limited financial and other resources 

 

Too many people involved in decision making process - leads to nothing being decided at times 

1 
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Individuals not willing to change what they do 

Litigation risks that should be quelled. 1 

management need to listen to staff from all of the different job roles within the control room 1 

Management not involving staff 

No recognition 

Totally unrealistic targets 

Unrealistic expectations 

1 

Nepitism 

Lack of knowledge/ training of managers 

1 

No protected time is provided for staff to undertake compulsory training which is required by our professional governing body.   1 

Not enough time for crews to train and update skills set aside or built in to the work roster. Fire brigade practice one a week and crews are booked 

off the shout to accommodate this rostering. Ambulance Service has one 3 day L.I.P course a year of which you are expected to arrange at short 

notice yourself. 

1 

Not understanding the environment...your staff are the key  1 

Putting aside time to train / develop staff, Inform staff of all developments ec 1 

Reality doesnâ€™t reflect I organisational culture 1 

Remote and Rural do not figure in SAS as does the Central Belt 1 

resourcing 1 

senior management not communicating with crews on the road 1 
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Service demand continues to grow making it difficult to keep up with service provision. This in turn does not allow for career development 

opportunities unless undertaken by the individual. 

1 

Staff engagement is required for any meaningful cultural change or improvement. This is difficult to achieve given the resource demand and 

availability of training for operational personnel. 

1 

Staff morale, senior management taking little interest in floor staff 1 

Staff taking ownership and responsibility for their actions, to do the job correctly and not to take short cuts to make their lives easier. 

 

Make  staff more accountable for there patient treatment and action plans, have case reviews locally to ensure staff understand the reasons behind 

certain treatment plans that are the best for the patient. 

1 

The continuing culture of senior managers within the Service dictating changes regardless of impact, with no ongoing review process. 1 

The greatest challenge is to rid the service of its blame culture and jobs for the boys. 1 

There are many motivated members of staff but who over time become apathetic to it for various reasons: 

Opportunities always seem to go to the same closed group of people 

Everything is based around the central belt - whether it be the decisions around improvement or where these improvements are implemented 

Staff do not feel involved in the process and that they are being dictated to. 

Staff do not get the time to work on continuous improvement. 

1 

Time and energy, crew are willing hard working in the main but at the end of a shift can be mentally and physically exhausted and unable to expend 

energy on service improvements. 

1 

Time and pressure of work are too high to allow for time away from the system. 1 

Time challenges in busy city stations. 1 
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Time to train. Having sufficient or flexible staff to release others for training and development. 

A budget sufficient to cover all staff who require coaching / training that would include travel  and accommodation for those staff in the remote 

setting. 

1 

Too many changes made at the same time, causing them to fail.  Failure to support the staff when they are overwhelmed with the volume of 

changes all at one time 

1 

Understanding of how so called improvements make things worse!!! We don't learn from our mistakes, head buried in the sand, need to horizon 

scan and deal with issues before they happen. 

1 

unstructured management system, inconsistency, poor communication 1 

We are skilled workers who are expected to know everything even although training on what were expected to is extremely limited.  expected to 

do your own research in developing skill s required. 

1 

We are supposed to be a national service however one shoe does not fit all and all the focus on improvements is in the Central Belt and none in the 

North 

1 

We need more training officers. 1 

You have older staff that have not moved with the times and sometimes they fear change. It may be hard to get them onboard with the challenges 

of improvement. 

1 

(blank) 29 

How would you describe your role? 1 

In your view what are the main challenges in embedding and sustaining a culture of continuous improvement in your organisation? 1 

Middle manager 34 

availability of finance to invest and develop services 1 

Demands on the service, fall back when others are not available 1 
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Financial constraints 

Lack of staff understanding 

Lack of experience of continuous improvement practices 

1 

Getting staff off the road for the time it takes to learn about the projects and then become part of the improvement teams 1 

I feel staff from all levels should be involved in decision making and given the opportunity to improve the service instead of middle/senior 

management just putting out alerts/memos of changes that have no benefit to staff or general public. 

I also feel that instead of employing more managers there should be a balance of recruitment from lower areas within the ACC again this will 

provide the organisation with stability and will encourage staff to carry out their duties to the best of there ability's.  

  

1 

Lack of available resource and individual staff time to undertake improvement when the challenge is continuously fire fighting and dealing with 

reactive work challenges. 

1 

Lack of training 1 

Lose the time focus and move to the staff focus as if we improve staff experience other items will solve themselves  1 

management who can't manage  1 

Not everyone understands continuos improvement and what it can achieve. People are reluctant to give up time to undertake the workshops 

although ultimately it will likely save them time in the long run through improved processes 

1 

Providing the staff the time, tools and training.  The time should be built into normal working time, with any impact on there normal working day or 

duties taking into account and tailored appropriately 

1 

Red tape  

Time to make changes  

The time you see change it is time to review  

Depending on what department you work in  

Some seem to get more  

1 
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and if your the right person 

Equal opportunity in some departments at station level it does not happen job for the boys still happens 

regardless of strategies of improvement unless culture can be changed then the same old will continue. Evidence based change with improved 

training and continuous review with heavy influence from quality improvement teams. Evidence of improvement must be highlighted to prevent 

the â€œthatâ€™s they way weâ€™ve always done itâ€• culture disappears and is replaced with a change culture.  

1 

Staff engagement, Planned time to engage, relevancy of training to role. 1 

Staff resistance to change.  A belief by operational staff that decisions are made at the highest level by those who have not "walked the walk" 1 

Team effort,staff awareness. 1 

The SAS seems to always invest in the flavour of the month, partially complete and move on to the next popular theme 1 

There is little evidence disseminated through the organisation of examples where this has really worked in the 'real world'. There is often a lot of 

talk with little action as everyone is too busy with workloads that are considered by many to be unhealthy. 

1 

Time and constant pressure from a multitude of competing priorities 1 

Time and financial constraints and staff cultural change 1 

Time pressures, capacity and the nature of being very task driven 1 

Too many things going on at the one time...introducing new ideas/ways of working but not measuring impact, positive or negative of change. 

Keep staff informed and engaged by using staff experience rather than constant data driving forward.  Data reviewed on median where as live time 

play is normally somewhat different. 

1 

VERY CHALLENGING WHEN WE ARE UNDER PRESSURE TO MAKE COST SAVINGS AND COVER ROTAS 1 

(blank) 11 

No management responsibility 433 
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........... 1 

1. The existing culture of transactional management style (rather than transformational style) mitigates against staff involvement in development. 

2. A blame culture is embedded in the organisation which mitigates against staff contribution to organisational development. 

3. The lack of time dedicated to group or team work as opposed to individual development. 

4. Increasing pressures of work reduce time available (on shift) for individual or group development activities. 

1 

A complete change of senior and middle management is required for a new culture of continuous improvement to be established.  1 

A complicated and top heavy management, lacking in forward thinking and planning.  1 

A lot of improvements that management make are due to statistics and focus on 'future visions' and are often not realistic to the job we have to do. 

I feel sometimes new S.O.Ps or regulations are brought out and there is no consideration of front line staff who are delivering the care.  

As ambulance work and emergency services in general is a job with endless variables, the rules cannot always be abided.  

1 

A mindset within the staff in the organisation not to 'put their head above the parapet' and a historical culture of blame (now changing but still 

embedded in some minds) 

1 

A monumental culture change would be required.  It appears that the people who are in charge of delivering and sustaining a culture of continuous 

improvement have no real grasp of where and how to start. (if they have I have seen no evidence of it being put in to practice) Its also my 

experience that they significantly undervalue the contribution their people.  However, the flip side to that is, I donâ€™t think they have been 

selected or are in that position due to having the qualities to support that vision. Youâ€™d probably have to overhaul the recruitment process and 

if it exists the current succession planning model.  As it stands in my experience neither support a vision of continuous improvement. 

 

The current culture is â€œdo as I sayâ€•  (Policy, Policy, Policy), which coupled with a lack of recognition, positive reinforcement and 

encouragement for any  (no matter how small or large) discretionary effort shown by people, breeds a culture of â€œjust do itâ€• â€œdo as they 

sayâ€• â€œthey donâ€™t careâ€• and discourages any proactive involvement or contribution from their people.   

 

The â€œservices peopleâ€• is an unknown and untapped valuable resource, which in the main and regrettable goes unnoticed and unrecognised. 

1 
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A total change of management. A massive cash injection to get new staff, and run more vehicles on shifts. A total change of call triaging.  

 

These in my opinion are the only way that staff will have any time to give to continuous improvement 

1 

Access to educational studies and funding PDP development costs. 1 

Always been a communications issue across the board, not being palmed off by managers who seem to want their job but a quiet life rather than 

dealing with issues. And importantly honesty with staff as this is often the case that its lacking. There would be more respect if managers were 

honest 

1 

An organisation stuck in the past with few or no progressive policy to improve front line working conditions 1 

Apathy. 

Not a formal agenda item, it should be at every staff meeting. 

1 

As a provider of SME advice, the primary challenge I have in this regard is a lack of subject matter appreciation, with some decision makers so 

focussed on their own priorities that they perhaps don't recognise the potential impact of my advice.  The Service has no recognisable culture in my 

area. 

1 

At station level this is due to the normal human resistance to change, especially among the members of staff who have been in the service for a 

long time.  There is a partnership between the management and certain union representatives that is designed to develop policies and procedures 

that is acceptable to both the management and staff.  However, there is very little actual communication with the staff as to what is on the agenda 

or a suitable pathway for staff to suggest possible topics for discussion. 

1 

Being a national organisation with conflicting area / district demands; a lot of the improvement work is being for operations and not in the support 

services 

1 

Better training for management and stop having nepotism in jo promotions 1 

Better understanding between certain managerial factors with in the service. ? 

 

To be treated as a person and not a object of toil, to be utilized without thought or care.?  

1 
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Bring back in house training with service instructors.? 

Big culture change needed through the service from top to bottom - change will not occur until some staff from all areas have moved on. 1 

Blinkered management approach who totally fail to take into account the many years of experience that staff have, and, on occasions, blunder on 

with changes that are doomed from the outset to fail. They also tend to heavily promote a particular 'in' thing, then completely abandon it when it 

falls out of favour 

1 

Budgetary restrictions, union involvement. 1 

Bureaucracy - too many people involved in a chain of improvement. Too much red tape and too politicised to make any real, massive 

improvements.   

1 

Business as usual workload 1 

Calls have increased by a massive percentage over the last 6 years. Yet there have been no added shifts put on. No more vehicles on the road. How 

can we cope like this? Management never cease to advise the media of how many extra paramedics theyâ€™ve trained, but if theyâ€™re not 

actually working it doesnt make a difference. People are resistant to change naturally, it brings us out our comfort zone, but what makes it worse is 

that most changes to kit or drugs we are asked to complete a five minute e-learning package. We are berated when it is not completed in time and 

not given the time to complete it. We are given 2 days a year to refresh our skills in a constantly changing environment, itâ€™s then another year 

after most people have completed the e-learning that the drug or kit makes it on to vehicles so you canâ€™t remember anything anyway so itâ€™s 

guess work.  

1 

Changes not being lead from top management  

Lack of support from senior regional management up  

Lack of understanding  

half hartedly starting training course then making changes within 1st year and disadvantaging some students  

1 

Changing existing cultures 1 
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Changing the culture of staff  

Negativity around change 

Too many hoops to jump through to effect change 

1 

Changing the mindset of people already in the job who donâ€™t want to be involved in improvement & who try to force their views on newer, less 

experienced staff.  Also, even many newer people just want to â€˜do the jobâ€™ and nothing extra. 

Ambulance technician staff are not given any training on service improvement or research, Iâ€™m only being taught it now on my paramedic 

course.......some very good technicians never go on to be paramedic & their knowledge/experience/ideas may never be put to their best use. 

1 

changing the status quo - no filtration of info from top down 1 

Communication 1 

Communication across a diverse staff group and a major disconnect between front-line staff and support staff 1 

Communication and a recognition that one size does not fit all 1 

Concentrating on issues that are important in the job rather than back slapping each other for something that makes no difference to frontline 

staff. 

1 

Consultation with staff as to training and implementing change 1 

Convincing others to accept change 1 

Convincing people that service have got better at reviews . Less of the blame culture and more focussed on encouraging people to improve their 

practice 

1 

Cost/budgets appear to take priority over service improvement. 1 

Currently the organisation is restricted by a lack of financial funding and out of date forms of management structure. Neither deliver value or long 

term strategic value since most senior directors are only interested in keeping the ship steady until they move on, rather than addressing the real 

issues. 

1 
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Decisions are made at the top from people who havenâ€™t worked on road , what they think are improvements actually are not . 1 

Different ages, service length and training of staff. 1 

different areas have different needs 1 

Divisional and Executive level micro-management of people. 1 

Do not get time to discuss improvements needed as we have so much enforced overtime as it is 1 

due to the bullying culture within the ambulance management stick to the line "but that's the way we have always done it" 1 

Ensuring that everyone within the system is treated equally, breaking down of old fashioned ideas/ habits. Encouraging everyone to participate. 1 

Ensuring that the positive contribution of staff is appropriately recognised. This in turn would drive an increasing culture of continous improvement. 1 

Ensuring there are adequate vehicles and staff to cover shifts. 1 

every situation is different 1 

Everyone works independently but still part of a larger team, each area of the job has different goals. Everyone works different shift patterns. If 

things are happening dependant of your shift you may take part or miss out totally. Sometimes you hear about things but has the aspect of Chinese 

whispers the info may have changed when you hear about it. 

1 

external barriers to our organisation 1 

External pressure on the organisation / demand for its service continually increasing leaves little room or motivation for staff to engage with 

improvements. 

1 

Failure to provide adequate time for training and staff development.  

 

Management more focussed on their own career progression and prospects, and make decisions based on financial savings or improve their own 

career prospects rather than those which benefit the public/staff/organisation. Propose and enact work-arounds rather than addressing or raising 

core issues with their superiors/government.  

1 
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Finance 1 

Finance. Staffing commitments  1 

Financial constraints of the service. 

Poorly qualified middle management. 

1 

Financial constraints.  Addressing chronic short staffing. Removal of discipline first ask questions later mentality.  1 

Financial constraints. Too much focus on service improving in other areas of performance.  1 

Financial issues, and staffing issues.  1 

Financial pressures. Time pressures low moral  1 

Finding the time, we work in a very busy environment and don't  have much time to do anything but the duties of that day 1 

Firstly regards work practices.  Although the organisation says it is patient focussed, it does not comply to this methodology as it is driven by 

statistics as this is the main indicator used when bidding for finances. 

 

Secondly regards training / continuous development the service provides IT based courses which can not be completed at work due to work load, 

thus expecting personal development to be done in off duty time without recompense.  

1 

from what I have seen, individual's stuck in old routines and a unwillingness to embrace change 1 

Funding 1 

Funding is poor for training and improvement with money being wasted on ventures which are not thought through or completed. Rural staff do 

not get the same opportunities or equipment as colleagues on the mainland as we are ''out of sight out of mind''. This is not good for patient care. 

1 

getting management to listen to their staff. 1 

Getting people who have experience and long service to welcome change. 1 
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getting the people above us to listen to the ground workers 1 

Getting the senior staff to listen too staff  1 

Getting time to do some work on this. Why should we have to improve our selves in our own time. This impacts on Work Life Balance. 1 

give us the budget and we will complete the job 1 

Government funding 1 

Government funding. 1 

Have the service start engaging with and developing staff through on going training thatâ€™s structured and relevant for the type of jobs we deal 

with.  

1 

Improve training-on a more regular basis;  Ensure Crews get meal breaks; Crews get finished on time; Crews should work their own areas and not 

the cities as there are problems in Glasgow witch are not being addressed do to management not having the courage to deal with ambulances not  

clearing for long periods. Crews should be offered over time to study or catch up with things as the job is very busy there is no time for studding 

etc. Better system for servicing Ambulances e.g. can't get vehicle fixed after 4pm on Friday till Monday morning. 

Management need to do something about the amount of staff off sick!! 

1 

Improvement either percolates from top to down or grows from within the team. 

The main challenge is for the management to realise the potential of the team members and place them appropriately. People management is the 

main challenge 

1 

Improvement is measured against targets that don't necessarily take into account patient care or staff welfare.  1 

In my opinion the main challenge is getting people to buy into management who need to be present, approachable and available to all members of 

staff- day or night. Unfortunately if staff do not feel cared for or valued by their management, the culture/attitude of feeling undervalued will not 

change.  

The expectation from staff to maintain a high level of patient care, to deal with challenging circumstances and to keep on top of our own 

1 
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training/personal wellbeing without any time off the road is not sustainable without managerial support and will result in increased levels of 

absence/sickness, negative attitudes and low staff moral. Staff need recognition of positive aspects within this job. 

Inconsistent managers. Health and safety gone mad.  1 

Insufficient staffing and unreliable vehicles mean there is very little spare capacity for front line demands. Too many single crewed vehicles leading 

to additional pressure on other double crews. This leaves very little time or opportunity to even start any continuous improvement. The staff roster 

system has very little spare capacity to allow staff time off road to work on their own development. We have one annual Learning In Practice 

session in place, wholly insufficient for embracing a culture of staff development. 

1 

It is easier to ignore problems than deal with them.  If you highlight a problem, you are the problem.  Managers don't like to give their managers 

the bad news.  He who smelt it dealt it.  Operational managers who try to support their staff quickly learn not to.  Line managers have no 

autonomy. 

1 

IT systems and procedures that are historical and  are restrictive 

Resources and financial costs to changes 

Supportive unions that are open to change and willing to work positively with managers to get there 

Communications across whole organisation and encouraging participation and inclusion 

1 

keeping staff morale high. without this the service is not as efficient as it could be. 1 

Lack of bridge between front line staff and management  1 

Lack of clear vision 

Too much reactionary work 

Complete lack of organisation and communication 

Poor standard of management 

1 

lack of communication  1 

Lack of communication between departments 1 
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Lack of communication within the organisation particularly with middle management. 1 

lack of contact with senior management 1 

Lack of funding, poor morale, lack of training/implementation time and management that has come up through the ranks and generally don't hold 

a management qualification.  

1 

lack of funds 1 

Lack of genuine praise and reward  1 

Lack of interest from senior management in plans which were not their idea 1 

Lack of interest from staff 1 

Lack of management back up at time and sometime they focus on other matters  1 

lack of money 1 

Lack of motivation within the workforce 1 

Lack of obvious access to facilities to make suggestions for organisational service improvement. 

Ideas that I have suggested have been knocked back, after being told they are not possible / implementable - however, from employment in a 

previous NHS Ambulance Trust I know this not to be the case. I therefore worry that there is not a culture of change in certain senior or 

management positions. 

1 

Lack of organisation and responsibility with regards to staff development.  

 

Operational crews given no â€œoff-roadâ€• time to meet continued professional development standards (all done in own time). Crews tend to 

resent staying behind after shift to do extra duties as shifts are long enough (and especially if already kept late). 

1 

lack of reward for implementing improvement 1 

lack of the service providing organised training, continuous training or incentive for personal training 1 
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Lack of time on station. 

Lack of training. 

Not enough CPD locally. 

1 

Lack of time, often day to day running consumes all resources. Lack of staff motivation as they do not see the benefits.  1 

Lack of training budget. Poor management of training. Always behind on training i.e behind current best practice. By the time we've caught up the 

world has moved on. Lack of career progression outside management, i.e very few to no advanced clinical roles. 

1 

Lack of training opportunities and/or time to train.  

Poor staff motivation/moral.   

CPD events that are worthwhile and interesting but are far too far away to travel to. 

Staff afraid to admit to lack of knowledge/training. 

1 

Lack of training. support and time within my work place. 

Pressure of work load does not allow extra's while on shift. 

lack of management on site, for help.....there are none at weekends and sometimes during the week  

1 

Large organisation with management not knowing how things work on the frontline. 1 

Listen to road staff 1 

Listening to staff. 

Abandoning the hierarchy & culture of 'you can't make decisions/have valid opinions for change if you're not very senior'. 

1 

Listening to the people that are doing the job, not management making poor decisions. 1 

LOCATION OF STATION AND RURAL LOCATION 1 

Longer Servicing Staff members reluctance to change. 1 

Longer standing members holding the newer people back with negative attitudes  1 
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Low staff morale  1 

Main challenges are likely the geography of the area so targets set in the central belt will not work at all in the north. Another challenge likely to be 

faced is monitoring the continuous improvement and engaging the staff. 

1 

Main challenges are willingness to change, and acceptance of the change process as an organisation, and as individuals 1 

Making people feel included in decision making and better communication 1 

Management  1 

Management acceptance 1 

Management are not available to staff. lack of training opportunities and time to undertake training. 1 

Management basing all their decision, planning and policies on urban life. 

Little flexibility allowed once these decisions are made. 

1 

Management do not listen to staff who actually do the front line work 1 

Management focus 

Feedback 

Budget  

1 

Management Lack of 1/ appraisal 

                                   2/ encouragement 

                                   3/ opportunities  

                                   4/ concerns from years ago remain unchanged. 

No sense of team work                                   

Indifference of some staff. Colleagues who regard some duties as beneath them. Colleagues who belittle others. 

1 

Management listening 1 
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Management listening to their staff and having a transparent system which does not allow managers to hide decisions made and things said to 

staff. 

1 

Management need to converse with working staff on the frontline to understand our frustrations/ problems and DO something about them ! 1 

Management not listening and talking on board what you suggest. They live for today...don't think about putting something in place to prevent a 

recurring problem when you suggest it. 

1 

Management resistance to staff involvement.  This is down to staff not been given the time to become involved - due to pressure of work. 1 

Management treats us like crap, get over worked so there is little motivation to improve  1 

Managers refuse to come to speak to us. 1 

Managers that dont communicate to their workforce. Poor senior managers that have never worked on the road. 1 

Managers who have no idea what itâ€™s like on the frontline and donâ€™t support or recognise staff who have gone beyond the call of duty to 

solve problems. Until they support staff Managers will have no credibility in the eyeys of frontline staff.  

1 

Members of staff unwilling to accept change 1 

Mistrust of management ingrained in the staff who have over 5 years service 1 

money 1 

Money - without money used to buy time and resources the organisation will not become a world leader. 

 

 

Recruitment - of  staff with the best qualities. 

1 

money and budget I think ,  

services getting cut and expectations that , that's its ok  

1 
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Money and shift coverage are the main challenges.  If the finance is not there or if we cannot get time off the road, we will not get any training 

(even the manditory ones) or additional improvements 

1 

Narrowed mindset regarding shift patterns.  8 hr Rotas are exhausting.  12 hr rota staff have a much better quality of life and a work/life balance .   1 

No driving force to administer and oversee improvement some managers take this on as a project and then leave so there is not a consistent 

approach  

1 

No idea 1 

No incentive to improve. Long serving employees disadvantaged in favour of new recruits. 1 

no one listens to the voices of the employee rather than the employer. No one knows whatâ€™s is happening now rather than the future. If people 

do know the now why isnâ€™t it shared. With that it is hard to improvement when told lack of funds or the service wonâ€™t pay for this or that.  

1 

No one to take your ideas and no one asks for your input  1 

No support from management for change suggestions as there is too much focus on data and response times instead of patient outcome. 1 

No time available / understaffed  1 

No time for training, or proper rest as work load too demanding. 

Staff not recognised for service Iâ€™m overdue my long service medal by 4 years!!! 

1 

No/little guidance/time from organisation. 1 

none 1 

not being listened to 1 

not enough funding for more ambulances on the road 1 

Not enough funding to allow staff to have some paid training. Staff morale low due to no meal breaks and high work load so not interested in 

improvements as they feel management do not care 

1 
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Not enough money to allow personnel time off work to undertake further development/training.  Staff in rural areas are not given time in lieu or 

fuel money to travel several hundreds of miles to attend training courses which are almost always run in the central belt.  There is inequality 

between central belt employees who have access to these opportunities for skills development, and rural/island employees who do not. 

 

The role of paramedic is being continually expanded with more responsibility heaped upon them to try and plug the holes left by absent GP services 

in rural areas means there will be more clinical responsibility, without the salary to match.   

 

On-call working in remote and rural areas needs to be abolished.  Some communities are being left without ambulance cover because of fatigue 

invoked by long working hours.  This is another inequality between people living in higher populated areas and those who do not.  

1 

not the same opportunities for every member of staff.  1 

Old fashioned culture , change rejected  1 

Old school mentality, lack of opportunity for learning/study outwith rest days or days off   1 

Old school staff not interested 1 

Organisation is reactive rather than proactive 

 

Processes and policies are made by those who have no idea how front line works and clearly have only put them in place because it sounds good 

1 

Organisational change has not kept pace with clinical staff development, and offers barriers to continuous improvement. Improvements and 

advancements in training for clinical roles has been rapid. There have been no concurrent improvements or advancement in managerial training for 

those managing clinicians.  

 

Policies are organisation wide, whether they are suited to local situations or not. Inflexibility towards local variations in practice is the biggest single 

barrier to continuous improvement.  

1 

Organisational size 

Lack of staff motivation due to (often) poor internal relations and an overriding feeling of underappreciation by management 

1 
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Others being unwilling to change,  1 

our organisation appears to be solely focussed on time targets, and does not appear to care about staff welfare/improving working conditions 1 

Our salaries have been increased across the board so those who were technicians and wishing to progress for financial gains have had this financial 

gain without the added training and responsibility which has deterred many from progressing.  

Another barrier we face is that people can have a steady shift pattern and when they go through their training to become a paramedic, on 

qualification are forced to leave this shift pattern and become relief staff (working hours which change every week and only having four weeks 

notice of when these shifts will be). This removes staffs ability to plan into the future and disrupts their work/life balance.  

1 

Paid protected training time in he month. Financial constraints make this impossible and it is too centralised with central belt staff having far 

greater training opertunities than rural staff.  

 

Managment do not manage staff and are too focussed on running other operations.  No thanks nor support when staff wish to do more ie 

educational work in public. 

1 

People abusing 999 system 

Higher management or listening/acting on staff issues 

1 

People don't see any difference in things when suggestions are made and often changes are adopted without staff being fully aware of the 

implications etc. 

1 

People listening , too many chiefs  1 

people mentality , some people will do there job and nothing else , some will do more , I came from the private sector , the way I see it , is they are 

spoiled . 

1 

Poor management across the organisation. Lack of resources, lack of consultation, poor planning, lack of financial resources, lack of training. 

Exhausted staff, poor training and support. Poor supervision, lack of mentoring. lack of professionalism.         

1 

Poor management. Managers do not look after staff/care about their welfare. 

Start looking after staff better and making them feel valued and staff moral will improve signigicantly 

1 
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Poor staff moral. 

Failure to tackle management bullying. 

Polices that punish staff for improving skills and qualifications. e.g. removing rostered staff from permanent shifts on qualification as paramedics. 

1 

Publics view on how the use the service .Due to unable to get gp appointments they now phone 999 for a non emergency that could be dealt with 

via chemist or gp. 

1 

quick staff turn around 

lack of communication 

focus remains on filling gaps in shift rota with anyone, not necessarily the best suited person for the job 

long term plans are dropped/binned as soon as demand increases and cover drops below a certain percentage 

staff are keen to learn and enthusiastic when they starts their careers but soon learn the bad habits of others 

1 

Recognising the difference between genuine calls for help and abuse of the system 1 

Recognition that sometimes improvement strategies don't work and -situation permitting back staff in use of these strategies. 

Allowing time for staff (on a station basis) to come up with station specific improvement plans, instead of adopting a one shoe fits all approach. 

Rolling out training instead of bulletins for improvements 

1 

Reducing Stress levels  On Time Meal Breaks    1 

Remove the Us and Them culture within the service. liaise more with operational and front line staff/control staff when it comes to service changes 

to get a better understanding of the real world impacts of changes.  

1 

Resistance to change from Trade Uniuons 1 

Resistance to change. Doing things because they've always been done that way 1 

Resistance to change. Folk don't like things being messed with, especially if they already have a firm well-established method of doing something, 

but someone suggests they change even the slightest aspect of it for improvement's sake. Red rag to a bull. 

1 

resources;time to practice during daylight hours with equipment/scenarios/other staff 

feedback; there are no regular feedback systems after handing patient over at hospital other than adhoc written request to already busy a/e staff 

1 
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e.g access to hospital systems. for unusual cases there are rare multi disciplinary case reviews. 

feedback almost universally following complaints from family/patient/other staff. 

reward; no positive reinforcement of any nature from anything done except cpd certificates for hcpc recertification purposes 

Senior management fail to recognise that the main Business of the Scottish Ambulance Service (SAS), is acute, reactive care for the population of 

Scotland. The SAS need to start to implementing Lord Richie 2010. There is a significant need to implement more rural  Paramedic practitioners that 

can take advanced care to the patient in a homely setting, minimising hospital admissions. Until this is acted upon nothing will change and we, the 

SAS will continue to bumble along.  

1 

Senior managers need to be replaced 1 

Service plays lip service to ordinary staff members 1 

Severe underfunding, understaffing and poor staff morale. 1 

Short-termism; budget constraints; not recognising staff experience as a valuable resource; top-down approach to everything. 1 

'-Some staff not wanting a change - they have done it a certain way for a long time. 

- Finances/funding 

1 

Staff are not enthusiastic to change. This is due to ack of investment in staff training. To embed an improvement culture, train and show staff the 

benefits.  

1 

staff are not priority managers targets  are more important  1 

Staff are penalised for continuing their training. Losing their space on the roster when going from technician to paramedic. We are pressured to to 

continue training but see no real benefit. Changing shifts at the last minute and with no stability affects home life and work life. Within those shifts 

there is no set time me for CPD or research-in a city environment that means things fall by the wayside.There will be no real change until  

management realise they are treating their staff poorly-something they are currently oblivious to despite multiple grievances. 

1 

Staff engagement and opportunities for operational staff to engage. 1 

staff getting time to study or do projects 1 
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staff need a chance to be heard 1 

Stopping managerial agendas, making them required to consult staff prior to making any serious changes. Forcing management to listen and 

challenging the systemic culture of bullying and managerial protection.  

1 

Team work. 1 

That all areas are not offered/ given/  

Have the chance with opportunities for development.  

Some people want to progress and others may not. 

Staff feel they are not consulted enough on changes that occur,  we just find out in an email  

1 

that continuing professional development is done in workforceâ€™s own time. In quieter locations there may be time to study whilst on call but 

this not the case across the organisation. 

1 

The ambulance service probably very similarly to police / fire are top heavy with management. It needs some fresh forward thinking people in 

those roles who are proactive ,at present they are reactive and have been stagnating in their currrent roles too long. Time to improve our 

knowledge and skills is pie in the sky when we currently are lucky to get a 45 min break on a 12hr shift and this is not a rarity itâ€™s something 

most operational staff face on a daily basis. Retention is another challenge due to poor management and burn out rates. When I started in 1998 

available tech/para positions were few and far between - now we are hemhorraging staff so we never get consistency.   

1 

The attitude some managers have which destroy any forward/logical thinking on station, it provides and encourages harassment of anyone wanting 

to better themselves or the service. This stifles creativity and forces people back into their shells in order for an easy ride. 

1 

The attitudes from above are a definite barrier, possibly promoted by current financial constraints. However there exists an attitude that rural 

crews are secondary to the greater importance of easily hit deployment targets in town. This leads to resources being appropriated when nearby 

and misused. 

1 

The balance between management and operational staff  1 

The culture is target driven not quality driven. Managers do not have the training in most cases to be doing the jobs they do. To much "knowledge 

is power" attitude and not sharing information  

1 
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The disengagement between frontline staff and upper management is vast and growing.  Staff feel disempowered, under resourced and under 

appreciated.  There is distrust over decisions made by upper management.  Staff see massive waste eg. with numerous quality improvement 

positions but for a job where we have to be on our knees to perform CPR there are no knee pads or padding inserts in our trousers. 

1 

The dominance of individuals from a staffside point of view 

A lack of funding to support service delivery and training 

The current view of frontline staff regarding their managers 

The lack of movement of suggested ideas 

1 

The focus of my organisation is primarily of a financial nature, to do what saves money regardless if it impacts patients and staff. Patient care is only 

a priority when they have the ability to sue the service if systems fail. Most staff, myself included, feel that there is little to no staff welfare concern 

from management. This causes people to not want to improve on situations as any reports to highlight issues get ignored so no improvements can 

be made.  

1 

The individuals in senior/Team Leader positions tend to have been in Service for a long time and therefore stuck in how they do things rather than 

open up to new staff with varying experiences. Face to Face Communication of HOW objectives are to be achieved would make for an improved 

culture. 

1 

The lack of recognition of those deserving staff who have grown from novice to expert in their field of expertise, and who could have a desirable 

impact on the growth and development of the service and who have been passed over in promotion or development by a narcissistic management.  

1 

The main challenge is reducing budgets and lack of staff. There is no spare capacity 1 

The management don't want to change things unless they are forced to. They certainly don't want those lower than them to make improvement 

suggestions  

1 

The need to use a holistic approach in treating the service as a whole, instead of working with different departments. e.g. the mainstay of the 

service is the vehicle crew staff who go out and deal with the public/patients and are ultimately the face of the ambulance service, however the 

control room staff can often be the first point of contact. It is therefore extremely important that each has an appreciation of the others roles and I 

can almost hear the protestations of senior management to this, but it is an unfortunate fact. Implementing changes to one department can often 

have a knock on effect to others if all avenue are not explored. 

1 
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The older generation don't like change or don't like accepting things must change to improve, the immediate attitude of " that'll never work or I'm 

not doing that" has a knock on effect on all staff. 

1 

The organisation I work for are totally focussed on pleasing the current government regardless to the cost on the work force. 

Over stretched and under manned . 

1 

The organisation pays lip service to improving, but the "pale, male, stale" middle management is a barrier to modernising 1 

The Organisation says it wishes to change but reality is it is resistant to change. 

 

It talks the talk of other organisations but does not walk the walk, it does not have the Can do factor or strong Management to tackle change and 

drive it forward, It copies other Organisations but management is not there to see it through 

1 

the use of the service by the public, GP's. as a society individuals are not expected to take responsibility for there own care any more 1 

There are a few who have been in service for a number of years that are resistant to change, or do not keep up with current practice. The 

performance of the Scottish Ambulance Service is dependent on the performance of the Paramedics and Technicians as clinicians. There is no 

quality control as such so you will get clinicians who are passionate and take pride in the skills keeping up to date with best practice and there are 

those who don't.   

1 

There are old and new staff and some people become stuck in their ways and do not like or want to implement changes. 1 

There is always another crisis, we arent out of the first one before a second and third have come along. 1 

There is an imbalance in motivation among staff where improvement is concerned. Many will moan about all that is wrong but few will make effort 

to improve. 

1 

There is no metric that captures how well we treat and care for our patients. The only target the ambulance service has to meet is response times 

to calls - if we get to a red call within 8 minutes and the patient dies, that is a better result for the service than if we get there in 10 minutes and 

save the patient. 

There is also no follow up or feedback provided to crews around how appropriate and adequate their care / treatment has been, meaning that 

excellent work goes unrecognised and those in need of training and development also continue on unaware of their possibly dangerous practice. 

1 
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But there is motivation for the service to invest in this, or more general staff development, because the only thing that matters is hitting response 

times. 

There is no time given to staff to be able to sit down and talk about the issues and areas to improve with the right people. When time is given, it is 

often with senior managers who have no time to implement changes. Older, more experienced staff do not like change and often resist it.  

1 

There is no time, we are out working all the time. 

Ambulance service needs a total overhaul. 

Management only care about targets and budgets. 

They should listen to road staff. 

1 

There is too much focus on e-training which is boring and easily forgotten.  Most people will learn from being hands-on, in practical situations or in 

a classroom.  In my organisation there are only two or three mandatory training sessions annually.  New practices and guidelines are being 

introduced regularly and often the only learning we receive on these is from an email. 

1 

They don't want to progress Relief Workers 1 

They type of training opportunities available.  For example, I think it would be hugely beneficial to have more scenario training with a particular 

focus on human factors.  Currently there are some of these types of training opportunities but they are few and far between and mostly held in the 

central belt making it difficult and expensive for staff in northern areas to get to. 

1 

Things take too long. The RUOK campaign - a very simple piece of training and a leaflet aimed at improving mental health within the service - took 

nearly 3 years to get signed off. This campaign is something that should save the service money in sickness days, and also is desperately needed by 

staff. 

1 

Time 2 

Time away from frontline duties to do the extra work. Always 'firefighting' 1 

time factors for staff 1 

Time for training, medicine is ever evolving and more time should be given to training. 1 
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time pressures, under so much strain through demand of service there is no time to develop your personal self 1 

Time, Locations staffing levels and opportunities 1 

Time, motivation and finances. 1 

Time. Time from senior leadership to deploy the strategy, setting clear improvement priorities. Time from front-line staff to participate in projects. 

Time for the entire organisation to review and learn from what is happening. 

1 

To re-educate the public so that our service is used for what it is designed for.  1 

Too many chiefs that do not fully understand on the ground situations and apparent lack of funding 1 

Too many managerial task groups not involved in actual schemes being addressed and not enough dissemination of information to lay workers. Lay 

workers opinions not acknowledged or acted upon to sufficient level.  

1 

Too many managers and lots of managers that don't know what happens at an operational level  1 

Too many managers changing goalposts on a daily basis  1 

Train us?  

Add rewards.  

Having enough workload vs resources to do day to day work 

1 

Training and career prospect. 1 

Treat your frontline staff like human beings, not a disposable resource to be used and abused until they book off sick with stress. The biggest 

challenge I feel for the service is frontline attitudes. There's a lot of stress, a lot of anger and a lot of demotivated, demoralised paramedics and 

technicians on the road....that is not a workforce that will be interested in improving the organisation when all they want to do is get through their 

shift as quickly and painlessly as possible. 

1 

Trying to get out of the current mindset held by many in the organisation. 1 

Upper Management need to listen to middle management. 1 



Appendices 

359 

Variable levels of competence amongst operations staff with no regular checks or oversight of clinical standards.  

Lack of buy in by middle management to senior management vision. 

A militant and mistrustful workforce.  

A blame culture. 

Poor communication of developments and future vision due to antiquated methods of dissemination. 

1 

We donâ€™t get training time 1 

We need to go out of our way to make our own time for personal development - we aren't given work time or pay for it 

 

There isn't really much time/ space / opportunity for us to give feedback to anyone 

1 

Wellbeing of staff and recognition of their hard work. 

Our wages are disproportionate to the level of training a and knowledge required of us. 

1 

Workload means limited spare time  1 

workload,  staff that don'twork in an office as they are always out on the road. this will never change unless there are enough staff to allow 

experienced staff to spend time in station to discuss areas of improvements.   

1 

(blank) 183 

Other, please state below 6 

Lack of paid time to carry out those improvement tasks. 1 

my Main Challenge is Getting People to Listen to Ideas to improve Everybodys Working environment !!!!! 1 

Staff who have been in the job a long time with an aversion to change 1 

Too much work and not enough staff. 1 
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We are already tight on time and resources to complete core tasks. To embed a culture of continuous improvement, it has to be part of the core 

working practices. 

1 

(blank) 1 

Senior manager 29 

Achieving Partnership buy into improving the patient experience  1 

Capacity is a constant constraint. There is little time to look back let alone look forward! 1 

Education and communication  

Early tallent identification (lack of) 

Cultural complacency  

Financial support 

1 

Everyone at all levels seeing continuous improvement as part of their role. 

Staff feeling they are an integral part of instigating change and that its not imposed upon them. 

Staff given adequate time to implement and embed changes before they are moved onto the next big thing. 

Having too much change with an average result as opposed to fewer things with great results. 

1 

Extended and embedded cultural resistance 1 

Financial Restrains 1 

Focus on keeping plates spinning, no time to take a step back 1 

Government targets can be unhelpful by compelling focus on outdated performance measures.  

Lack of finance can be an inhibitor in change where additional staff training is required in order to drive improvement. 

1 

Having useful evidence to inform/make decisions. 

Having a team focussed consistently on inprovement 

1 
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Improvement often requires a recognition that you arenâ€™t very good at something to begin with. This can be difficult for organisations to admit, 

particularly if proclamations have been made to the contrary. 

 

I feel an industry has sprung up around improvement rather suddenly in the last 5 years in Scotland that creates a virtue out of following a 

methodology, rather than achieving sustainable results. I believe this contributes to a culture of back-slapping because, for example, weâ€™ve 

produced the correct chart, and distracts a lot of people from the substance of what we are seeking to achieve. 

 

Fundamentally, there is a lack of understanding at the level of practice  in terms of how to utilise, analyse and interpret data. This hides a multitude 

of sins from ourselves. 

1 

In my experience, we do not provide enough resources to give staff the 'space' to make long lasting improvements 1 

Pressure of work, deadlines and 'firefighting', and with a low morale often in place, a desire by staff to actually believe they will be supported to do 

so.   

1 

Pressure of work.  The majority of individuals are too heavily tasked to be able to devote time to continuous improvement.  It's a philosophy that is 

paid lip service to by many.  However, there are isolated pockets of real success.  But that doesn't constitute a culture within the organisation.   

1 

scaling up and implementing any improvements across the whole organisation 1 

See previous answer.  1 

Single minded vision from the top, don't like people who don't agree with their thinking. 1 

staff, including snr managers, lose focus and get distracted by operational targets or predictable events such as winter 1 

The unwillingness of some individuals to support and implement change, lack of management training to support long term planning, lack of 

meaningful data on which success can be recorded, lack of robust professional development process to support individuals with clear direction and 

monitor/manage capability, lack of resources to manage the immediate in order that managers can work on strategy and planning.  In the absence 

of clear and published processes, there is also reliance on individual "experts" for function survival - this is high risk, if these individuals are resistant 

to change; they may suffer welfare issues to due to such high responsibility and lack of support, and even leave resulting in a capability gap which is 

difficult to resolve.  The other risk is the high responsibility of individuals, but low accountability through lack of process/support. 

1 
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There are far to many staff not willing to go the extra mile.as a large service getting information across is fragmented  1 

Time pressures & resources. Belittling practical skills and experience through only valuing aspirational visions.  

Improvement can mean doing what you currently do better but also celebrating what is already done well. 

1 

Time pressures and competing priorities.  1 

Training and development time 1 

Workforce do not have enough time to work on improvement as emphasis is on maintaining business as usual. Managers do not have capacity to 

do both and will naturally focus on business as usual because that is how their performance is assessed.  

1 

(blank) 6 
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Appendix ‘J’ 

Ambulance Service Respondent Comments – Q47 (Opportunities) 

First line manager 91 

A highly motivated workforce. 1 

An ever improving, better qualified and professional workforce will eventually weed out the boys club in middle and senior management. 1 

Annual learning in practice courses are held internally for all front line staff. 

 

We have EKSF ( knowledge and skills framework )  where we can support staff in their development. 

1 

As above 1 

Being aware of ongoing situations. Communicating with staff at station level 1 

Better standard of care for patients, better use of finances, better motivated workforce 1 

Better training opportunities or promotion within the organisation. 1 

better understanding of organisation from top down 1 

By investing in staff you will have an involved, smart and motivated group who feel part of the decision making process. 1 

Communications  1 

Continuous improvement is not only a standard that should be applied to service delivery and patient care. It is a benchmark by which we can 

measure organisational effectiveness and working conditions. It allows us to properly match demand to resource management in a safe manner. It 

improves the working environment for all staff and, when done correctly, is an effective way of improving the overall performance of all staff. This 

increases staff engagement in the improvement process, giving a greater feeling of empowerment, competence, value and ownership of change. 

When combined, these factors lead to an enhanced feeling of professional worth and inclusion, resulting in improved morale, increased work 

1 
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satisfaction, decreased absence rates, less staff turnover and improved service delivery. If managed properly, continuous improvement can be 

exponential. 

Continuous learning and improvement, providing staff with time to learn and to embrace a Continuous learning culture as this also embraces the 

quality improvement of patient treatment and provide a better service to the stakeholders. 

 

 Enrol all staff in the college of paramedics to assist a continuous learning and quality improvement of their patient care. 

 

Engage with staff and listen to their ideas to make them feel more effective. 

1 

Crew are keen to have training built into a shift pattern this could also be used for quality improvement projects allowing crew and managers to 

meet in an informally formal setting with an objective set before the group to discuss and suggest improvements. 

1 

Currently there are very little opportunities, especially within my department. 1 

Dedicating staff to that role with a mix of clinical and non clinical staff. Encouraging frontline staff to contribute. There was a presentation on this 

during the current paramedic course at the SAS academy within Glasgow Caledonian University. I was not aware of the Strategy Implementation & 

Quality department before. 

1 

Due to the job as a care assistant I can no longer look to have and career promotion, I have been told by senior management that unless I transfer 

to A&E I will always be stuck in the position I'm in, at my age the change to unsuitable hours and having to start from the bottom again make my 

decision simple, it's just not worth it financially and personally  

1 

If staff see completed projects / improvements and these are rolled out across the country, this would improve the belief in change  / improvement 

as different practices across the country lead to a feeling of disparity. 

1 

increase operational vehicles. Do away with NHS 24, and educate the public in relation to what the Ambulance service have to deal with and what 

is appropriate for a 999 call. 

1 

individual understanding and evidence 1 

Invest in and give opportunities to ALL staff. 1 
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invest in more staff, succession planning,  1 

Involve staff in consultation 

Listen to staff suggestions 

Implement trials 

1 

It is down to one-to-one with a colleague. You just hope for a good one next to you. 1 

Itâ€™s 2018 and we do not deliver a service to reflect the age we live in. Itâ€™s dated and behind the times. Local teams need to be put in place to 

work with local agencies. We need to reach out to other allied professionals and services. Reducing conveyances. We need to work with the local 

hospitals to push forward and improve how we deliver our core services.  

1 

Lack of opportunities financial penalties and as always time 1 

Lead by example.... 1 

Leadership from all those in a position to take this forward from C.E. to team heads and managers at all levels. 1 

Leadership from the top figures 

More focus on training the personel 

1 

Lots of patient centred opportunities, practitioner roles, Specialist operational Response Teams (on call in remoter areas) 1 

Motivated staff and management who wish for the service they provide to be of the highest quality.  1 

No comment  1 

None 3 

nurturing your staff and empowering them to make the changes and decisions that need to be made and training and supporting them in their 

development.  Giving them the things they need like breaks on time, support in all aspects and a chance to make a difference 

1 

Patient recovery, better educated crews better practised crews. 1 
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Persistent leadership 

Real change management 

Manage what you measure 

Let the data guide the way 

Do fewer things better 

1 

Poor management and financial restraints  1 

Reasonable latitude in our working practises. 1 

Seek involvement and trust from all levels of staff, see note above. 1 

small wins - staff see them, feel them, then start to believe again. The vast majority of people want to improve & do the right thing 1 

Staff having more contact with higher management and not just meeting them if they are being disciplined. Staff need to feel valued in order to be 

motivated and they don't at present. 

1 

Staff morale would improve dramatically and staff would engage more. 1 

The opportunities are there,  but seem to be ristricted . 1 

The same as the abive 1 

There are steering groups set up that allow your views to be expressed 1 

There should always be continuous improvement, it should be shared fairly amongst the staff rather than only the same staff working on challenges 

all the time 

1 

This improves motivation and morale  1 

Those making decisions need to have front line experience.  How can someone make clinical decisions and policies based on no experience of the 

job first hand? 

1 

To actually get some proper training in our primary job would go along way, but training is mostly on ancillary equipment required. 1 
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unstructured management system, inconsistency, poor communication 1 

We work in an environment of constant change, these changes are difficult to monitor & dedicated training time would yield more robust learning. 1 

With continuous improvement comes a better working environment that allows staff the opportunity to influence how they attend their place of 

work and how they go about it. 

1 

(blank) 38 

How would you describe your role? 1 

In your view what are the main opportunities in embedding and sustaining a culture of continuous improvement in your organisation? 1 

Middle manager 34 

 Staff engagement at recruitment and through promotion route. 1 

Better engagement with staff and truly embedding CI in all aspects of what we do starting from when we recruit and train our staff. 1 

Eager, dedicated staff who have the answers to a lot of the challenges we face 1 

Getting staff involved 1 

If we can encourage the embedding of continuous improvement in degree courses as these people come into the organisation they will already 

have an interest and experience in this way of working. 

 

Just to note the question on location at the beginning may benefit from having an other section as some people don't solely work in one region and 

may travel across the countr on a regular basis. 

1 

implement a policy whereby any/all new processes/procedures must be measured and reviewed before final implementation and if implemented 

then must be appropriately staffed. 

Changes introduced to take pressure off some staff but pressure put back on when shift goes uncovered.   

1 

IMPROVED PATIENT CARE 1 
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Improved service user/patient experience with better outcomes. Reduction in demand of service. Better work life balance 1 

Involving staff in rapid improvement events to improve processes locally which directly affect them could help the Organisation to change the 

culture longer term. 

1 

Listen to what the staff feel they require, they know best 1 

minimal, high expectations with under resourced units.  Public/government awareness to implement changes for the better. 1 

More efficient processes 

Happier staff 

1 

more joint working with public sector agencies 1 

motivated managers 

dedicated staff 

Hard work 

1 

Open honestly  

And giving people a chance  

1 

The mail opportunities for embedding and sustaining the correct changes and culture will improve the  out come for the public and staff and will 

help the staff feel accomplish and valued within their role. 

1 

There is a great deal of knowledge, skills and experience that could be better utilised to bring improvement. Some staff would value the 

opportunity to be involved. 

1 

to be given an opportunity to improve the service we provide with past experience and knowledge 1 

Treating staff well, including staff who have knowledge and experience.  Affording staff time and the opportunity for improvement.  We already 

have staff who are willing to go that bit extra and appreciate any opportunity for learning but due to a central Scotland bias the North of Scotland 

staff struggle to be given any opprtunity 

1 
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We get to more patients, in a quicker timescale, delivering a better service, with a happier workforce. 1 

(blank) 14 

No management responsibility 433 

 budget to carry out improvements 1 

 Supporting managers that support their staff.  Have senior managers that take responsibility and actually make decisions in a timely manner rather 

than kicking problems into the long grass. 

1 

.............. 1 

A collaborative approach which involves the staff who are doing the job rather than collaboration with their divisional managers who are more 

interested in performance targets than staff motivation and development 

1 

A culture of professionalism within my organisation is improving but is still in early stages. 1 

A large proportion of willing personnel who wish to improve organisation.  1 

A more robust triaging system in ACC to filter or direct calls to other organisations which could deal better with the callers issues.   

 

 

Provide time off road to complete CPD / courses. 

1 

A motivated workforce  1 

Acknowledging the input from staff, listening to the input and then incorporating it in the decision making process. 1 

All management vacancies should be advertised both internally and externally at the same time to allow a wider selection of candidates.  

Improving staff morale would increase staff engagement and enthusiasm for change/improvement.  

Better opportunities for staff to suggest improvements and receive feedback on suggestions.  

1 
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All team should work in tandem even if working individually. More like a Block Chain - where every team is a part of the full cycle and effort should 

be made to make clusters of common action/ work teams to work together and then influence and help the full Block chain. 

1 

all working together 1 

Am not aware of any 1 

An open and honest reporting system with the knowledge that the historical blame culture is a thing of the past.  Humans make mistakes, the only 

bad mistake/error is one you don't learn from and repeat.  A healthy culture for continuous improvement would allow for the reporting of 

mistakes/errors would allow the whole organisation to investigate and implement methods to allow learning and methods to prevent similar 

mistakes/errors from occurring. 

1 

Apologies, I don't fully understand the question so would be giving an inept answer unsuitable for use in research. 1 

Appreciate  your work force 1 

As above 1 

As above  1 

Ask the workers on road  1 

being able to improve your skill set  1 

Being given time off the road, to do additional trading and keep up to date with changes would be a start.  1 

being treated with some degree of respect instead of being spoken down to or slagged off 1 

better patient outcomes, and job satisfaction 1 

Better work place standards by all and inclusive communication from the team leaders/management 1 

breaking down those barriers through multidisciplinary working 1 
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communication and working together 1 

Communication between managers and staff could be a lot better.(attitude) 1 

Consulting Staff On Changes  Making Staff Feel that they are not just a Number. 1 

Continuing to deliver the Service's model for quality improvement to train more Improvement Leaders with the Service will assist to embed a 

culture of continuous improvement. 

1 

Continuous courses .More information given to the public with regards to phoning for an ambulance, 1 

CONTINUOUS IMPROOVEMENT IS KEY TO IMPROVING BOTH OUR SERVICE TO THE PUBLIC AND OUR WORK SATISFACTION AND LIFE BALANCE 1 

Continuous training ongoing, either for development of new roles e.g. paramedic or annual catch up training (LIP: learning in practice) should be 

fertile ground for this. Also we could (but don't) have staff involvement in any real way other than theoretical i.e. where it's someone else's job 

1 

Cpd events  1 

CPD events that are in this area 

 A no blame culture but instead a supportive debrief of any adverse or near miss incidents 

1 

Develop research capacity and capability from organisation to individual level.  Use a measurable tool to investigate this. 1 

Efficiency 

Sense of enjoyment and pride and reward 

Nice to be doing things well in systems that work 

Team bonding 

Shared successes 

Sense of accomplishment 

Showcasing talent 

Personal development 

1 

Employing staff with life experience no just paperwork qualifications!  1 
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enabling the workforce 1 

Engage with the staff doing the job! 1 

Engaging with you employees,encouraging development, these small steps promote a more dedicated, informed, productive workforce, instead of 

what is currently an extremely disconnected, disjointed workforce.  

1 

Everyone would be working to the same goal everyone would have some say in the outcome 1 

Excellent staff who are keen to get involved in improvement activities 

The drive to integrate with other services 

A never ending list o potential improvement projects 

1 

Face to face communication, workshops, notice attached to payslips. 1 

Facebook CPD pages 

 

Chatting to one another informally about jobs you've encountered that day 

 

Training room (in Edinburgh city station) which you can use in your spare time 

1 

for Heads of service to get to know their staff. As a former manager of over 130 clinicians I read the resumes of each and every one of those 

members of staff, travelled places in my own time to meet them and get to know them and made myself available as a point of contact for trouble-

shooting....... Following an instance where my support would be required and after its conclusion I was in a position to market the strategic goals of 

the organisation ensuring I had local champions of quality improvement on every site. 

 

Happy staff are more productive and there is not an extensive list of requirements to have staff happy at work. 

 

the main criteria are : 

 - a fair salary 

1 
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on-going development with realistic opportunities  

dignity, respect, safety and support at work 

For the hierarchy to listen to all employees, the workers at the bottom of the chain can come up with good ideas if not better than those in 

management positions. 

1 

Frontline staff are more than willing to give feedback on their experience on the frontline to help improve the service. If they feel they are listened 

to by management I'm certain that more staff will readily provide feedback in order to help continue to improve the organisation.   

1 

Generally - everyone wants the same things i.e. goals improved service, improved morale, improved vehicles, improved opportunities etc. however 

everyone has a different idea how to get there - yet the system being so bound in bureaucracy prevents any real progress by restricting free 

thinking and pushing leaders into a 'survival mentality'. 

 

As follows: 

a 10 year plan with kpi's  

Senior posts to be fixed i.e. no 6 month secondments with no power on decisions 

Let the paramedics be paramedics  

Let the money people manage the money 

Let the IT staff do IT 

Let estates manage the estate 

Basically - let the correctly trained staff do what they are good at, and trust each other. 

 

Not sure if that helps but  - Good luck on your doctorate! 

1 

Genuinely listening to staff and implementation of their ideas.  1 

Genuinely valuing the staff will allow them to look after the patients, members of the public and take pride in their work, providing an enhanced 

service with motivated staff.  Listening to staff and equipping them appropriately would be a good start. Look after your staff and they will have 

pride and look after your service. 

1 

Getting people more involved in what they do. 1 
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Great employees who want to participate and be part of the changes 1 

greater self worth and self confidence making for more productive staff 1 

group pressure 1 

have the right people in the right job , if you put an old head into a new job , they take old values with them . 1 

Having students engaged with the process as soon as they join the service to develop a culture. 1 

Headquarters is continually looking for improvement and explains how to move forward with such ideas, however the above overpowers this. 1 

I believe that regular time dedicated to group work (for development of individual and team performance) would improve motivation, participation 

and culture of continuous improvement in my organisation.  

1 

I don't feel there are any positive opportunities. 1 

I don't know... 

working closer with hospital/primary care to find out where we went right or wrong 

improve feedback (currently we do not know how our patients get on once they are dropped at the hospital, so no opportunity for job satisfaction 

or future learning 

1 

I feel that a panel would be a good idea. ie; when an improvement needs to be made or an existing method altered, then a panel of 

paramedics/technicians and ECAs should be involved in the decision making.  

1 

I see none. 1 

I T access to hospital systems for feedback opportunities. 

financial rewards for additional advanced courses within current job role e.g 1 days holiday for completing an externally recognised and organised 

Advanced Trauma and Life Support course,(this is challenging/advanced/transparent).  

financial reward for being a mentor to new students e.g a weekend holiday per year of supporting/mentoring/bearing sole responsibility for patient 

care with new students. 

1 
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annual appraisals 

in other words recognition of the workers value and making their learning process easier and rewarding. 

I think education of paramedics through Dip HE and degree level is the way forward as it instils a learning based practice to paramedics  1 

If staff are treated with respect, and are made to feel valued, they will take pride in their service and will want to see the service improve and will 

want to be a part of the improvement process.  

1 

if thought through with some care of staff it can benefit end users 1 

Implement a just culture. 

Implement a competency based management scheme with coaching for performance for those operational staff who are not operating at a 

satisfactory level of competence. 

Implement and electronic briefing system to ensure that operational staff are aware of new developments and procedures, oversee this system to 

ensure that these changes have been read and acknowledged. 

Ensure that middle managers understand and buy into developments and future vision. 

1 

improve culture of staff training as part of service policy not left for the individual to do 1 

Improve training of staff and management.  1 

Improvements in training, and opportunities for training, and the introduction of advanced clinical roles with greater autonomy. 1 

Improving patient care 1 

In my opinion there are plenty of opportunities to do this: 

- Face to face staff meetings ensuring that staff kept up to date 

- Time off the road to allow staff training and development 

- An "open door" policy where staff may feel they can bring forward new ideas, worries/concerns etc 

1 

increased funding, increased staffing, increased training.  1 

Increased morale of staff hence better service to the public. 1 
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involving all staff. encouraging a just culture where all staff feel valued and that they will be listened too, this will then encourage continuous 

improvement.  

Staff are the ambulance service greatest asset and are too often disregarded. 

1 

Involving staff more and getting feedback on what staff think could improve the way we work.  1 

It can only be a good thing and should aim to improve peoples working environment and conditions not just short term, with long term goals 1 

It is good we have more career pathways now and the opportunity to develop by going to university.  However, we need more practical CPD type 

training where we can get together and use simulation/scenario exercises, with a focus on human factors, so we can practice and get better at what 

we do already instead of always jumping ahead to new job roles, extra responsibilities etc etc .  We need to understand how to be better and feel 

more confident in our current roles before pushed into newer more advanced roles.  Get the basics honed first with proper support and training 

opportunities. 

1 

It will lead to overall better patient care rather than more failings to the public. 1 

Keeping knowledge and skills up to date. 

Better experience for patient's. 

Can pass knowledge onto other staff members. 

1 

Knowledge, diversity and team work. 1 

Largely, we are left to get on with it ourselves.  Only those whose "face fits" are offered opportunities for development within the service.  1 

leading by example from the top 

management taking an on the road approach  

making staff feel management are open and opprachable to all levels of staff  

management greeting  and introducing themselves to all levels of staff and not just manager 

1 

Less attitude of making staff do things they shouldn't be doing, and instead recognising issues and try to sort them rather than brushing them under 

the carpet until serious things go wrong 

1 
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Limited opportunity for support services to be involved in this area 1 

Listen and act upon operational staff ideas - we are the ones on the ground doing the job so are best placed to have an opinion on how this could 

be improved. 

1 

Listen to road staff 1 

listen to staff, look at the jobs being used for, look at the poor use of resources and where money can be better invested. 1 

Listen to the experience 1 

Lots of new staff are starting now and lots of newly qualified techs and paras with lots of new ideas on how to improve the service we provide 1 

Main opportunities are:-  on a personal basis, you might get offered training or keeping skills current - Its important in our jobs to keep up to date 

and relevant.  Also offering better care for patients providing them with a united ambulance service where regardless of who attends them, they 

get treated with the same care.  Things are changing all the time in that there are new pathways being opened of places we can take patients for 

example taking patients to a + e is often not the right path, for us rurally its a huge upheaval taking a patient 2 hours in an ambulance and often the 

service are tasked with the job of getting them home in a day - however they do need some kind of social interaction as they are unsafe to be left 

on their own, so having a social worker available or social beds available in a care home nearby would be more applicable.  So continuous 

improvement helps everyone. 

1 

Make sure training is more regular; allow down time for crews to study if necessary; new pc in stations and up to date software- still on XP.  More 

pay for over runs and spoilt meal breaks. 

Crews should not be disturbed during meal breaks.  Better pension; reduce retiring age to 55. 

The cities should not need crews from rural areas to do their work as the rural areas are left uncovered and this is a big mistake!!! 

1 

management not listening to staff  1 

Management open to Continuous Improvement 1 

Managers manage themselves ..... 1 

Many motivated staff who just need to be tapped in to and made to feel valued.  1 
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more  help for staff to treat them fairly 1 

More conversation and feedback about incidents.  Hot debriefs as soon as practically  possible and not 2 weeks later when peoples view of the 

incident can be hazy. 

1 

More development time & 121s with teamleaders 1 

More Effective and Efficient Processes, More skilled and balance focussed workforce, better appreciated workforce which should lead to an 

improved pro activity. 

1 

More managers willing to try different approaches to working practices instead of the `this is the way its always been done`  scenario 1 

More public awareness of my post and of the service in general 1 

More station organised small group learning opportunities within worktime. 1 

More structured, paid, mandatory training and development  1 

motivated staff that are under utilised 1 

Moving away from blame to learning from experience. 1 

Must be a yes man. 1 

n/a 1 

Need more money and time allocation for training. Currently, due to overruns of shifts, frequently missed meal breaks, increased demand etc, staff 

do not have the opportunity for continual training whilst on shift. Difficult to attain days off or shift swaps to participate in CPD events. Current CPD 

initiative being run which is opening up opportunities for staff to attend. Every staff member should have 1 day per week, or similar to SORT, should 

be given an allocated week within their roster for training purposes. This way, CPD associates could be tasked with running CPD training weeks 

every single week at a Base location that staff members must attend as part of their running roster. 

1 

Need to create a more open management style based on trust and give and take while making the difficult decisions to address poor performers. A 

pay for performance policy may go some way to address this. 

1 
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Need to learn from everything we do.  1 

New and younger members of staff with fresh views on the benefits if change 1 

No idea 1 

None 5 

None that i've seen over the years 1 

None.  1 

on going training 1 

Ongoing training 1 

Ongoing training and feedback and better job grading structure 1 

open blame free culture 1 

Opening up an obvious way for clinical staff to open direct dialogue with senior management in an open format, allowing all staff to see suggestions 

that others have made. 

1 

our job would become more smoother, continuous improvement means smoother workplace 1 

Paid training days allocated into your working hours, ie 1 day per month at least.  A training department that brings the classroom to the staff....as 

centralised training department is focussed on initial training only and very little further support is offered. (1-2 days per year training only which is 

of poor standard). 

 

Too much focus on online learning via Learn pro. 

1 

Partnerships with other healthcare colleagues  1 

Pay scales and opportunities are better now so the service should be able to attract  better quality staff. 1 
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People coming in from different working cultures outside the ambulance service have skills that could be encouraged rather than stifled with the 

attitude "this is the way we've always done it and it doesn't need to change" 

1 

Provide learning and development opportunities 

Recognition of excellent work 

Incorporate QI into the training of new staff 

Collaborative working other healthcare and emergency services 

1 

Providing a higher and more consistent level of service to the Public. 1 

Providing good initial training to give people the knowledge and skills to carry out research and be able to promote ideas. 1 

Providing protected time to engage front line staff in change discussions  1 

Proving a concept: seeing a difference being made in working practices having a positive effect  on job satisfaction,  1 

Provision of a better quality of service  1 

Realistically until the senior level of the organisation makes greater attempts to address staff welfare / morale it is unlikely there will be  more 

engagement in a culture of continuous improvement by a large number of staff.  

1 

Recognition for things achieved. Help to attend events where new knowledge and experience may be gathered, more opportunities. 1 

Recruiting and staff awareness. 1 

Reducing the negative power exerted by the unions  1 

Relevant training that targets ambulance staff. A lot of education is focussed on nursing.  1 

Rostered training days. 1 

See above  1 

Small changes gradually and get the input of staff on the frontline to help. 1 
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Sorry I don't understand what this question means 1 

speaking to line manager as there is no staff appraisals or management / staff meetings 1 

Speaking to your staff, training time. 1 

Staff dedication and willingness to improve service provision if listened to and invested in.   1 

Staff morale  

Reduce sick leave 

1 

Staff training 1 

Staff will actually do the work required 1 

Standing up for staff and fighting our corner. We have a golden opportunity to influence and educate staff but we seem to be missing it. 1 

Start Small, if it works expand it, if it doesnt bin it, you havent wasted too much time/expense 1 

Support in time away from duties to allow the staff to carry out additional training, improvements etc 1 

Surveys like this are our only way of really being able to say what we feel. 1 

Take a look at giving better financial incentive for people with experience and knowledge within the Service to move into more senior roles. The 

current banding system leads to promoted posts being most attractive to those just in the Service, with little or no experience on the road. 

1 

Team working. 1 

The ability to work in specialised teams. 1 

The current changes in advanced practices 1 

The fact that I represent advice from independent, external SMEs and partner organisations. 1 
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The opportunities are vast: People from all walks of life join the service for various reasons.  They have previous experience in other sectors, carry 

professional qualifications, experience within role, experience in other roles  etc etc.    I genuinely believe that if people were engaged at the right 

level and they saw their contribution recognised it would go some way to starting to embed a culture of continuous improvement.  Clearly this is a 

longterm goal, and making such a significant cultural change doesnâ€™t happen overnight.  As a start the service might want to communicate (face 

to face) and engage its people on its short/longterm Vision, Aims, Strategy and Goals and maybe a roadmap of how it intends to deliver its vision. 

1 

The tools, the people, the will to do it are all there...someone needs to take up this role in making it happen 1 

There are no opportunities for non management 1 

There are opportunities for involvement in QI initiatives and management are open to suggestions for improvement but these are not always 

possible to carry through 

1 

There are so few there is nothing worth mentioning. We are a health focuses organisation who does not have any sustainable policy to protect or 

improve front line working conditions 

1 

There are very little opportunities at present due to operational demands. I feel this can only be resolved by having a training week embedded in 

the roster system. This would allow staff the opportunity for improvement and development. The Ambulance Service would then be in the position 

to provide a more formal and structured improvement programme for staff in all grades. 

1 

There is a core of staff who really do want the best for their patients and would willingly engage in opportunities to improve things, if they felt 

valued, appreciated, supported and had the time 

1 

There is a fantastic workforce who are presently highly demoralised. The power of these people needs to be harnessed and their worth recognised. 

This would improve the service greatly and provide a capable source of enthusiasm, ideas and suggestions which could be directed towards 

improvement in the right hands 

1 

There is a huge opportunity to invest in better training for personnel in all areas which would improve staff confidence and therefore performance.  

Why doesn't the service buy a "training bus" that can circulate all areas of the country on a rotational basis to deliver practice updates, and provide 

opportunities for clinicians to practice patient assessment and clinical skills?   

Annual OSCEs for both paramedics and technicians would ensure that staff maintain the standard the service wishes to deliver for patients.  The 

1 
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service could provide free gym memberships or access to some gym equipment during shift time to all staff to help ensure personnel are fit to 

undertake the physically demanding aspects of this job. 

There is an opportunity to pass suggestions in to a dedicated quality improvement team. 1 

There should be more support for people wishing to progress. Currently whilst going through the paramedic course, students are working full time 

whilst trying to study and complete assignments without much support from the academic team as they are based centrally and not readily 

available.  

There should be time allocated for staff to have training whilst on duty. Currently any training is done on separate days most of which is in your 

own time. Regular training during the course of a shift would ensure that staff could easily stay up to date on their skills.  

1 

there should be staff audits and opportunities for staff to express their views and improvements, with recognition from management that they 

have been heard. 

1 

They have a great workforce, who are on their knees, with no morale or confidence in management 1 

this would provide an opportunity to improve working conditions for staff which will directly affect patient experience/quality of care 1 

Time to do things, relieving of work pressure.....education of public. 

Training time within working hours for staff. 

Staff meetings held by managers, advising of updates, improvements or changes within the organisation. 

Management making contact, face to face with staff, and not leaving it till we only see them if we are in trouble. 

Praise of staff. 

1 

Time, training and support. 1 

To make both the workplace a better one for staff, improve the service we deliver and become more efficient in what we do.  1 

To provide regular rostered training days for staff, similar to other NHS clinical staff, to allow development and increased staff engagement. Up to 

date training allows staff to improve their practice, put forward current and informed suggestions for improvement, and allows for an improved 

work life balance.  

1 
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Train. 1 

training and regular updates 1 

Training during working hours , demotivated staff will not do anything in own time  1 

Training exercises with other emergency services and the military 1 

Training needs to be fully embedded in the structure of the organisation, not something you do in your own time at your own expense with no 

support. The student pathway needs to much better thought out and supported, students should have people that are actually good at their job 

and care about people supporting them. The whole organisation needs to become more professional in every aspect of service delivery!         

1 

Ultimately, providing better care to the patient. 1 

Unk 1 

Unsure  1 

'-Use all staff- Not just a selected few 

-Thank staff appropriately- pack of biscuits goes a long way but just a visit and time to listen would be greatly appreciated. 

-Need staff from all grades to be involved from strategic stage down, not just the implementation. 

1 

Use people wit h skills for job not as present the service is full of square pegs in round holes 1 

Use the front line staff in developing policies rather than â€œTracy from payrollâ€• who has never seen the inside of an ambulance but got on the 

improvements board as she works in head office and gets the time during working hours to do these things 

1 

Using and listening to the staff 1 

Very limited in current culture 1 

Very little organisation based learning  1 
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We get told what is changing, and then find it doesn't work, as it has been checked with the people that will be working the changes..... So no 

opportunities until that culture of " bosses know best " changes..... 

1 

We have a number of opportunities already in existence - fora, partnership meetings and, in our particular station, a culture promoting individual 

initiative. 

1 

Word of mouth is very powerful. Giving one or two members of staff the opportunity to attend an improvement event and go on to speak to 

colleagues and inform them of the outcomes will most likely make more people positive about the changes proposed.  

1 

Working collaboratively with all areas and members of staff to get a rounded view from experienced staff within different fields of the service. 1 

Working groups with the same interest. 1 

Working together both operational and management  1 

Yearly training days and online training courses. 1 

(blank) 234 

Other, please state below 6 

better service offered 1 

opportunities are Limited as I said Above !!!! 1 

There are the opportunities to improve service provision and be inclusive of all members of staff irrespective of grade 1 

There's a small Quality improvement team that are enthusiastic to help empower employees to carry out continuous improvement. 1 

(blank) 2 

Senior manager 29 

A willing workforce, changing environment and advanced/improved education of the workforce 1 
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A willingness of the team to rise to the challenge, if allowed to. 1 

Better service to our patients and an empowered and motivated capable workforce 1 

Embed in staff from day one.  

Free up time for managers to focus on improvement activity, additional resource to manage business as usual.  

1 

Empowering staff. Many middle and senior managers have undergone leadership, management and quality improvement training but are then not 

empowered to make changes and developments within their areas. This is due to senior micro-management, lack of trust, an approach to change 

which is far too risk adverse and the massive power wielded by unions.   

1 

Hightly skilled workforce 1 

I find this difficult to answer, as â€œa culture of continuous improvementâ€• is a rather nebulous concept. I guess itâ€™s the sort of thing whereby 

Iâ€™ll know it when I see it. 

 

I believe that an organisation with a true culture of continuous improvement would have the capacity to be self critical, and be so continuously. It 

would use data to develop a deep understanding of its systems and processes, as well as the interdependencies of each of these. This would be 

visible and easily accessible to everyone at all levels. It would be willing to invest in people and systems to enable this, and have an appetite for risk 

in the sense that it would deprioritise things where evidence suggests little impact can be made. Most importantly, it would do more than speak 

the language of empowerment by allowing people to get on with things, taking heed when issues are raised, and changing its mind when things just 

arenâ€™t working. 

1 

Improved experience for the patient and ultimately better outcomes 1 

Improved patient care  1 

Individuals are people focussed and willing to improve the service.  With the right support through effective communication, training, published 

processes, robust governance and personal development plans, individuals are more likely to support change. Were the organisation to work in this 

way, accountability and responsibility could be increased whilst reducing the potential for welfare issues and staff attrition.  This would naturally 

result in staff who are working more effectively, efficiently and able to deal with ad hoc additional work and associated stressors.  There are many 

managers within the organisation who have had no exposure to the pressure of working in the commercial sector - I believe this would be 

1 
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beneficial, along with a workshop about how the same management principles can be adapted and applied.  With no management training, it is 

high risk both to the organisation and to the success and welfare of the individual, to promote an operational staff member into a management 

role. 

Lessons identified being captured and acted upon 1 

Organisational learning.  The process within the service is virtually non-existent.  There are many examples of where the same mistakes are 

happening again and again.  That is not continuous improvement. 

1 

Recognise hands on experience and expertise where staff show the values of the organisation without always immediately pressing for a further 

goal as this can devalue what has already been achieved. Genuinely care about staff and they will care about their contribution to the organisation.  

1 

SAS is an organisation that embraces change 1 

staff realise it's in their gift to make a change and a difference, not just someone else's job - its everyone's job 1 

Staff want for change, improvement and development 1 

The significant gap between what we have in place and what we could have in place. 

Staff are likely to be in service for decades so experience is abound. 

1 

There is a need  to dramatically change how we deliver improvements 

Some projects need to appear to be deliverable and need to be championed directly from the people at the coal face 

1 

This can help motivate staff and encourage buy-in to service developments. Minor improvements can be tested and spread across the organisation, 

which in turn encourages staff to suggest further change ideas in the knowledge they will be listened to and supported.  

1 

We have a whole department dedicated to continuous improvement and resource has been put into it. 

It has prominence at a Governmental level so it is taken seriously at Board level. 

There generally is a willingness to make improvements in the workplace. 

1 

We have invested heavily in QI over the last few years, however I personally do not think we have had good value for this investment yet.  I 

therefore have an opportunity to better use the capability we have built to date. 

1 
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Working Together with change team 1 

(blank) 7 

Grand Total 594 
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Appendix ‘K’ 

Police Service Respondent Comments – Q35 (Organisational Culture) 

First line manager 

Applying Change principles in a Command & Control environment is always difficult, and the but in off senior police officers is a challenge. However, 

more and more the Force Executive appear to understand and embrace P3 and Change approaches 

Due to influence of trade unions difficult to achieve any culture change despite public statements. 

Embedded culture that appears too reticent to change to more inclusive, experienced support staff involvement within high level decision making. Too 

many external consultants who don’t understand, respect or listen to those who work in an environment and provide a public service completely 

different to finance institutions. Policing is not a business it is a service and should be respected and understood by all.  

I feel the culture of the organisation is primarily problem solving, but this is hampered by inadequate long term budgeting to properly plan future 

improvements and develop meaningful long term strategies.  This results in decisions being taken without full knowledge of the facts based on a need to 

deliver major changes in short spaces of time, leading to a constant need to review, revise and reprioritise previous decisions. 

No decision makers, no vision. Long term strategy is too reactive and dependant on the whims of those who have the right ear of the right person at the 

right time - not whether what is being proposed is the right thing to do for the organisation and the people of Scotland. 

PS has no interest in their workforce and keep employing external to try to change the culture as this is a buzz statement - the facts are their from the 

last two surveys, the same senior management are still there and they have no interest in listening to their employees. £118k for a Head of Business 

Change and a whole area of business who's wages amount to close to a million and they have produced nothing! Oh except a few nice slides for a PPT to 

show off to SPA and the Government when they need too pull the wool over the public.... 

This is an organisation that responds well to anything that happens on the frontline but seems unable to translate that agility and problem solving into 

planning and back- office functions. 

Too focussed on operational uniformed police officers. Support staff numbers have been cut with little extra resource being made available to essential 

background services. Uniform Officers backfill some posts with little or no experience, taking them away from forward facing police duty. 
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Middle manager 

by the very nature of our organisation most officers are just a number 

Culture seen as a barrier. Risk aversion and complete risk avoidance stifles innovation and change. 

Rigid, inflexible and too distant from practitioners - not enough focussed on practitioners. 

The culture is based on a reliance on policing being a vocation rather than a job, however with the current changes to conditions, structures and 

processes, fewer people now view it as a life long vocation and thus culturally we are a downward spiral with the organisation continuing to cash 

cheques in the hope that the staff will guarantee them but this will not last forever.  

The culture of my organisation is too diffuse and dispersed, its difficult to know how priorities are reached or senior decisions made. This leaves lower 

and middle management at a loss to explain the focus of change to staff.  

There is information that tries to articulate a desire to engage with senior management to devolop plans however the reaility is that actual plans or 

change are made without consultation or an understadning of the wider implications. These are driven by cost mainly, or perhaps dressed as efficiency 

changes (cost saving).  The overall feeling is that there will be some woolly consultation followed by a hard delivery of the original intended plan which 

appears to have had little impact from the consultation  

No management responsibility 

More focus on end user 

Often appears disjointed with a disconnect between what they say and what they do. 

The police service is fantastic when they have to react to a live situation / incident, that includes both officers and staff, however in terms of planning and 

being ready for new / developing challenges the organisation is never in the correct place to meet these and always fire fighting. 

This is an area where there has been a lot of engagement but there is a lack of actual tangible and recognisable improvement. It is recognised that we as 

an organisation need to do more with and for our people, but there is too little focus placed on this, nor recognition that cultural improvements will take 

time to embed. Service delivery and transformation have always taken precedence over a need to bring our people along on the journey and 

funding/prioritisation decisions always seem to forget this key cultural aspect to supporting an improving/changing organisation. 
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We have a tendency to ‘play with what we’ve got’ rather than make short term investment for longer term savings and efficiency due to budget 

constraints.  

Senior manager 

"Culture eats strategy for breakfast," says Peter Drucker, and so it is the case with Police Scotland.  The difficulties faced some five years into the new 

structure is that people dearly hold onto to their cultural identities with legacy forces and in some cases, pre-Regionalisation structures!  (TayPol)  Whilst 

the culture espoused by the Force Executive is one of inclusivity and focussed on the strengths of Local Policing delivery supported by national assets, 

rather than hard-nosed performance targets, there is much to be done to convince officers and staff that the Force is genuinely concerned with their 

anxieties about how to meet the apparently infinite demand with finite resources.  Negative press reportage, politically meddling and unresolved critical 

events all weigh heavily on our people's shoulders and more needs to be done to robustly counter the largely unfair critical messages.       

At the current time too much emphasis is being given to external reviews, consultations and long term plans, with too little emphasis on agenda items to 

improve working practices, conditions, buildings and equipment that the service requires now.     

Being a new Single Police Service, there is so much still to 'correct' within organisation that this sometimes detracts from wider potential if greater effort 

were applied to collaborative approaches. Organisation hampered by limited budget and certainly by no 'partnership change budget' that could be 

provided by SG for colloborative initiatives that would bring better public value 

Culture of policing needs to be genuine and deliverable however there is a disconnect between the wellbeing of people and delivery of outcomes. The 

former requires serious recovery. 

In respect of my answer around 'motivation' being recognised I think unfortunately the organisation and be extension my own mangers are working at 

such a pace that there is no longer the opportunity to recognise the work often being carried out by other s who make a difference.  It is by no means a 

criticism of any individuals it is unfortunately a product of the 'system'. 

More empowerment for staff. More focus on service delivery. An end to the constant need to justify poor past decisions - just move on! More people 

focus - a lot of talk but no action and, most tellingly, no budget. 

My organisation isn't sure what it believes it's culture should be. Huge vacuums exist which end up being filled by the loudest voice, strongest opinion. 

Much activity, practice and behaviour remains inconsistent with stated values.  
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People before process. Culture = values + behaviours  

Police Scotland will always put partners first. We no longer do what is right. Too scared to upset partners and politicians.  We must focus on our staff and 

the public we serve.  

Target  driven goals misses the point. Too many people interested  in personal advancement opposed to the core function 

The culture in my organisation remains in a seemingly never ending state of change which breeds mistrust and cynicism.  

Too much focus on pleasing partners. Police has forgotten how to police because it doesn't want to upset partners!!  

Trying hard but overly frightened of SG influence and wider political influence. Too many depts meeting priorities of most recent high profile political or 

media issue. That reduces long term Vision and not enough investment in true development.  
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Appendix ‘L’ 

Police Service Respondent Comments – Q44 (Motivation) 

First line manager 

As an organisation, we require to be very regimented about the way we do certain things due to the public scrutiny we come under. Mistakes can also 

costs lives. However, this regimentation of approach goes too far and inti areas where it is not so relevant. This can stifle progress and innovation 

For all the complexities and challenges of internal politics, working in the public sector is more rewarding that making money for a faceless corporation. It 

appeals to the better angels of our nature. 

Generally the job is what you make it for you, your colleagues and staff. As a manager in a production environment my team are my most important 

asset, their wellbeing and input to the dept and business process are paramount to our success and future development. Financial reward is well earned, 

but development opportunities and lateral development as well as a properly regulated appraisal system would lift moral and futureproof the business. 

I try to apply the values of the organisation in everything I do but this can be challenging when you can see time and money being wasted through 

inappropriate or inadequate processes.  Whilst change is never easy as an organisation we do not always communicate effectively internally and ensure 

that affected staff understand the rationale or reason for change or the need for improvement.  This is something I have tried to influence in my working 

life by ensuring staff are updated where possible, this then improves the service we provide to the public as there is a greater understanding of what we 

are trying to achieve and why. 

I worked in the Financial Services industry for 19 years in IT Project Management responsible for implementing changes and setting up a Centre of 

Excellence for PMO services.  I came to the public sector to put that experience to good use and share knowledge and it has been a long, hard slog so far 

to make any headway - in fact no headway at all.  The difference between public and private sector is the pace of change - it is too slow.  In the private 

sector a Divisional Director would drive forward change, be seen to lead and be involved, communicating clearly and often so that staff were fully aware 

of what was coming and why. In the public sector no one seems willing to take on that role and be the 'face' of change. Communication is extremely poor 

- as an example, my department is currently being moved from one Division to another and we learned it from an announcement on the intranet. 4 

weeks from that announcement we are still waiting for someone from our new Division to speak to us and tell us what is expected of us - however, the 

teams already in that Division are fully aware we are moving, and, indeed were aware of the plans before the announcement. This is shocking and 

unacceptable. 
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If I could leave and find a like for like job I would which is probably about 80% of the organisation - I would even take a slight pay drop. Place is a mess. 

There needs to be far more opportunity for support staff to be within all levels of the Force. Internal development, lateral and promotion prospects and 

more appropriate and directed training all need to be options that improve the workforce. Look after those who work hard with pride and dedication. 

Listen to divisional commanders, explore internal skills and experience Instead of bringing in external parties.  

Middle manager 

I believe that the organisation over time, shapes a persons priorities and drivers. I think many begin with a very strong ethical desire to serve their 

community. Over time, I think that the organisation changes, with focus on saving money and changing internal process which is necessary, but this 

becomes the big mission and the original mission becomes forgotten. It is frustrating and it seems that many people enjoy the internal machinations of 

these processes, forgetting to true role. Over time unfortunately, I believe employees attitudes shift slightly from public service towards survival of 

internal process, at the cost of public service  

I believe very strongly that Standard Operating Procedures are intended for really standard situations.  When a situation is not 'standard' it is very 

important to do the right thing and not rely on some written procedure.  In my organisation I am seeing far too much reliance on SOPs and a lot less of 

people taking responsibility for things on a personal level.  I think people hide behind SOPs. 

Our organisation is till far too focussed on sops, real life is standard so a standard approach is pointless and restrictive  

No management responsibility 

The bulk people working in public sector organisations like our own, I feel, still in the main do so to make a difference and want to deliver the best 

possible service. They are the people that make public service organisation achieve what they are there to do, often in spite of how things are in reality 

(decisions, support, policy and funding). The people make it work and they are often taken completely for granted, however I have seen clear signs over 

the past couple of years that a lot of this 'good will' is running dangerously dry. The job security and pension ties of old are fading and we are in danger of 

losing good people or in having a far more rotational/transitional workforce who join for a job and not a career, which will further dilute skills, experience 

and loyalty.  

Senior manager 
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Fewer SOPs and Guidance will help to allow people to do the right thing and to innovate without fear of repercussions for them. The 'blame culture' 

resists.  

I chose my profession based upon a desire to serve and contribute to society, that choice was not based on a public sector pension, indeed I took a pay 

cut to join the Police.  The majority of Police officers retain that strong desire to serve and to provide the public with the best possible service. The key 

inhibitors are the cuts in real terms that have impacted not only on the Police but throughout the public sector and all agencies are feeling the strain as a 

consequence. This has seen Police officers increasing deploy to a variety of non Policing incidents, for example mental health and social care issues, as 

there is no one else to pick up the slack further impacting on our ability to efficiently Police the communities we serve. As a consequence reviews are 

now considering call date and assessing calls officers should attend in my view ultimately impacting upon the service the public expect and deserve from 

Police Scotland.   

I’m highly motivated but bosses just knock you down. Trample all over you to get to the next rank. Only interested in themselves.  

Only read a sop to understand the method. Very rarely revisit. No time.  Do the right thing in good faith has been my motto since day one 

People are too focussed on partners. Also on themselves and their next promotion. They have lost sight of looking after our people and locking up bad 

folk.  

Pirc and other external pressures via media and govt stops people being creative and work off sop guidance.  

Policing is often referred to as a vocation which has been my motivation since 1989 (but then, I've been promoted and largely enjoyed a varied and 

challenging career).  However, the new generation of Police officers recruited since the early noughties may not view their career as being 'life-long'.  

Promotion/specialist transfer opportunities are reduced; pensions diminished and salaries stagnated.  It will be interesting to see how the recent pay 

award will influence positively or negatively the attrition rate for early leavers.  Reduced retention rates will always exacerbate challenges around 

nurturing and developing a diverse workforce that reflects the society and communites we serve, as well as eating into vital budgets through loss of skills 

and experience, not to mention expensive grievances publicly aired at Tribunals.  The experience in Scotland is undoubtedly better than that faced by our 

colleagues in England and Wales and the very negative attitudes of HM Government towards Policing will have a detrimental effect on general morale 

and motivation (not that a former CC of PSoS thought there was any such thing as morale!!).  

SOPs and processes are all good and have their place to offer guidance but in a modern society I believe we should be creating an environment where 

people feel brave enough to make ethics based decisions where doing the right thing takes precedence over doing what a SOP says should be done. 
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Appendix ‘M’ 

Police Service Respondent Comments – Q46 (Challenges & Barriers) 

First line manager 

A CI Champion / Leader within the organisation, who remains in that relevant post for long enough to plan and implement changes / approaches 

As previously stated, budgetary challenges and an inability to forecast longer term for some improvements can make it difficult to deliver continuous 

improvement.  The challenges of reduced timescales as a result of short term budgeting can also mean that improvements are not given the due 

cognisance they sometimes require, resulting in failed projects or undelivered objectives.  Another issue is as a result of silo working, where 

interdependencies on other projects, departments, divisions or partners are not fully scoped or explored resulting in duplication of work or an 

expectation that the work will be done elsewhere.  This leads to missed opportunities and potential savings/benefits 

Corrupt Senior Management who are only interested in their self gain and actually like being a pickle! There is no respect for them as they have sat on 

their butts for 5 plus years enjoying the madness. We have a Chief Constable who has a real dislike of fronting any campaigns due to his overwhelming 

desire to remain in the post for a year - I actually thought he had died earlier this year and they were keeping him on ice so as not to cause another 

scandal!   

Lack of finances available to fund improvement. In some cases lack of vision, support or understanding by senior management  

Lack of transparency.  

Lack of trust in management due to their disingenuous nature and that they consistently fail to act on previous repeated failures highlighted in 

investigations/complaints. 

Management buy in and a willingness to learn from mistakes rather than cover them up for fear it will hamper future prospects. Without risking failure 

we cannot grow. 

Primary factor is that being a hierarchical organisation any decision or improvements are driven top to bottom and are often steered by external political 

decisions that are out with the organisation control or perceived control.    There are also increasing external demands being placed on the organisation, 
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an organisation which has been cut to the bone in the wake of austerity cuts with no end in sight. This has in essence created a fire fighting culture where 

there is little evidence or evident desire to attempt to improve from bottom up.   

Recognition of specialist roles and listening to the views of those who fulfil them.  Expertise is being lost through the insistence of a ‘task, don’t ask’ 

attitude. How can you have continuous improvement when you’re diluting roles and thus demotivating staff. 

Senior management are only interested in self promotion, have a blinkered approach, and do not listen to advice. 

The organisation is highly reactive and personality-driven making the introduction of a true continuous improvement culture highly challenging. In 

addition, high turnover at Executive level exacerbates this issue. 

Training at all levels amd inclusion, ensuring an interest in the common goals of the organisation.  

Trying to implement any positive changes when the main aim seems to be about making efficiency savings.  

Very differing departments and Divisions therefore a one size fits all culture does not work in an organisation of this size  

Middle manager 

.org change process is unwieldily and places too much emphasis on staff and staff association formal consultation. There needs to be a better balance to 

streamline the process as I led on a project and it took 18 months from inception to implementation and this diluted consistent service delivery and 

efficiencies. The private sector aren’t as constrained  

Financial constraints 

Financial constraints, lack of resources, lack of proper training and knee jerk based reactions. Would describe us as reactive rather than forward looking.  

Organisation lives in a fear culture where punishment rather than learning is normal practice. 

getting the time to do it,  new ideas are supported and then the next new idea comes along and that is flavour of the day and the previous 'great idea' 

falls away to the back again. This can be evidenced through numerous new initiatives launched within Police Scotland to get officers 400 words for 

promotion. 
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It needs to be change for a reason, too much change is implemented to fill in promotion forms because leading change is an example area on the 

promotion forms so you need to be able to evidence change  

Joined up thinking across the organisation rather than a top down implementation and development 

Lack of funding lack of buy in/ direction from management  

Lack of time Lack of money 

Need partner agencies to step up more as police are filling the gaps left by social services and NHS all too often. Police need more time to focus on 

preventing crime.  

No one has time to give thought to this, everyone is battling to deliver the day to day tasks to avoid personal liability or criticism. I don't really think that 

employees believe their contribution would be valued or appreciated  Unfortunately i do elive that managers talk about this but don't do this. many do 

not value and appreciate the knowledge and contribution of others, because we have a ciulture where success is about beating the other manager 

Same as every issue - mindset and resource pressures.  

Senior Manager sthink they know it all and quite often they just don't utilise the levels of expertise that may be better than their own but the rank 

structure gets in the way. Thats why we're pretty rubbish 

Structure is not consistent in the organisation, no resources to fund improvement 

The 'aye been' culture.  We still struggle with change.  I think a lot of people are reluctant to suggest changes because they may be worried that they will 

be suggesting change for change's sake. 

The biggest challenge is altering the mind-set of people affected by change to understand the reasons behind the change and the benefits they will 

receive as a result of the change.   Recently change in my work area was met with negativity and conflict however once the staff affected had a clear 

understanding the rationale behind the change and the positive benefits it would bring them they drove the change.  

The organisation is very process driven and improvement to process are both difficult to envisage and often very difficult to develop due to the number 

and complexity of multiple inter dependencies.   
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The service lurching from one crisis to the next and suffering a lack of resources to satisfy business as usual demand means that continuous improvement 

is merely aspirational.  

The time it takes to get change or improvement through the right governance processes (years in some instances). 

No management responsibility 

An open and transparent strategy. Full engagement with frontline staff 

Demands placed on staff through a lack of resources and an increased expectation of the services delivered.  The organisation as a whole does not 

function efficiently or collectively. Many of those not working in the west of the country believe they are under represented and not provided with the 

same opportunities as their counterparts. 

Every decision appears to be through a consultation process.  This is not the reality.  It is a small group of senior staff within the organisation that 

promote what they think is important.  Decisions made on subjectivity is dangerous but the norm sadly. 

Having enough money and buy in from stakeholders. We have so many people out there willing to put their ideas forward however they cannot always 

be fulfilled. Also there is still so many people that don't know what continuous improvement is and the benefits of it. I personally think there is a lot of 

work to do in 2019 with Police Scotland in educating everyone about this culture of improvement. Once every or at least nearly everyone understands 

this culture we can start to really drive small changes and big changes if we have the capacity to do so. Personally the work force, will know where the 

improvements can be made because they are doing the tasks daily or over and over again. The continuous improvement team and the innovation team 

can help to support and drive this with help and education.  

I've mentioned these in the previous section on improvement 

Lack of resources means that people cannot be released from front line duties to carry out training opportunities.  Police often plug the gaps for other 

partnership agencies. Officers are often too busy dealing with incidents that are not Police issues, for instance medical and social work cases. Police seem 

to be the only service that aren’t allowed to refuse to deal with incidents, this leads back to time and resources to provide training and provide a good 

service.  Higher ranking officers being out of touch with officers that are on the beat. New rules, new procedures and criticism often come by way of 

email chain and not through direct contact. The higher ranking officers fail to acknowledge the circumstances behind some scenarios and often provide 

criticism based on an ideal scenario. There is never an opportunity for the front line officers to give there own thoughts and not be scrutinised. There is 

often also very little praise or support regarding incidents of note.         
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Not enough time. Too many conflicting priorities in a large organisation. Lack of experience of continuous improvement. People tasked in roles due to 

rank and not skills and experience.  

Short term need to 'get the job done '. Change for changes sake when a new manager takes over rather than incremental, sustained improvement based 

on need. Requirement of oganisation to maintain a wider corporeate image can detract from local improvements. Opposition to bottom / up solution's.  

The amount of demand faced on a daily basis makes it impossible for those in front line officer or staff roles to have time to improve themselves and the 

organisation.  Training courses / seminar's are mainly seen as unnecessary abstractions from your day job, as opposed to chances to improve.  

The big two are buy-in/support and communication. 

The constant change of leadership at the delivery end of the business, lack of training and understanding at all levels, especially from middle 

management down 

The constant pressure and demand to meet immediate needs with critical levels of resources. 

Too many levels of bureaucracy. I have completed business cases that will be sat on a desk at someone’s level but where I do not know and constant 

enquiry gets embarrassing. We also no longer ask people for their ideas because we do not overtly admit that change or improvement might be required.  

Senior manager 

Be innovative, be authentic, do the right thing all of the time; nor just when you know someone is watching 

Bosses are only interested in themselves are their next promotion. They are not interested in cops, sgts or insps anymore.  They do not empower other 

managers to lead. I cannot wait to leave!  

Finance and staff numbers 

Finances and lack of resources meaning there is a lack of time and people resources to respond to the challenges. 

First and foremost, our role is to uphold the law, keep public order and respond to emergencies with other public agencies.  Meantime, the Police feel 

that other agencies such as SAS are shifting their onerous burdens onto the Police because we can't say no.  Many of the improvements sought are 

simply sticking plasters to problems that we can't fully influence or solve and are all about increasing our capacity that will then be eaten up by other 

demands.  This leads to cynicism and 'battle-weariness' which in my view, are the greatest inhibitors to embracing and embedding continous 
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improvement as part of our culture.  Meantime, many staff feel that continuous improvement is about "doing more with less" rather than genuinely 

seeking ways to make small or step changes that will have positive outcomes. 

Funding 

Getting time to do it. Getting buy in. Lack of budgets.  

Having discussed this with Operational and CI colleagues, some of the challenges include: Low CI maturity across the organisation Expectations regarding 

pace and benefits from CI Lack of buy-in to executing CI changes   

History  

Increase demands and reduction of staff 

Lack of funds , time to deliver   

Lack of funds.  Not enough people on the front line.  Too many folk in depts with not a lot of work to do compared to those on the front line who are 

exhausted!!!  

Leadership buy in. Senior leaders need to become confidently vulnerable and emotionally intelligent enough to admit that there is a lot of room for 

improvement. It’s a bit like a 12 step programme. Before there can be improvement there need to be an admission that things need to change and 

improve. 

MAIN CHALLENGE IS AROUND RESOURCE AND TIME. 

Main challenge is to get the people on board.  This is deliverable with strong transformational leadership. 360 degree feedback needs to be introduced 

for all leaders. Currently, leaders can be underperforming but oblivious to same. The 360 degree feedback would outline weaknesses and with 

improvement plans the leaders of the future could therefore deliver on transformational leadership 

No clear vision on what purpose and direction is. 2026 etc is too strategic. To many high levels aspirations but not enough action plans with ownership 

and tangible deliverable actions that defines what needs done and how and by whom. Strategy overrules means and methods.  
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Organisation is still trying to establish what its culture is and continuous improvement does not have full executive buy in yet to drive cultural change in 

that regard 

Recognising and supporting the importance of the role that ALL staff play in making continuous improvements in the workplace by firstly recognising the 

contribution made by those in the front line and truly seeking their opinions and valuing their contributions. 

Since forming as an organisation 6 years ago we seem to be stuck in seeking a revolutionary nirvana instead of steady continuous improvement.  The 

obsession with centralised control and national standardisation has limited opportunity and interest in continuous improvement at a local level.  

The organisation understanding what it means by this, the senior executive agreeing and committing to deliver this. Personal agendas, risk aversion and 

self before service remain barriers to achieving this culture change.  

Time. Overloaded officers, cuts to managers and to many forms  Untesonable expectations from public 

Too busy pleasing partners.  

Too much change too quickly. Poor internal communications. Poor delivery of reason for change and why the benefits are to those involved. Pure 

solutioneering as opposed to detailed scoping and business case on facts. 
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Appendix ‘N’ 

Police Service Respondent Comments – Q47 (Opportunities) 

First line manager 

An evident culture of continuous improvement would assist greatly in improving staff morale if the changes are being made are being made are seen to 

be having a positive impact on the day to day processes. The current environment is one of change for change sake or imposed change through external 

factors and this does little to bring staff on the journey of change. 

Appreciating staff and supporting them in their specific roles. 

As above. Listen more to the service delivery staff, stop re-inventing but fine tune working practices if they are already delivering results well.  

As an organisation of problem solvers the benefits of continuous improvement are immeasurable, however it is that problem solving mentality that can 

cause the issue as other more suitable solutions can be overlooked.  Embedding a continuous improvement culture using appropriate methodology and 

reducing the reliance on 'gut' or intuition/experience would result in greater success rates for project deliverables. 

Continuous communication, open and transparent discussion 

I believe my organisation is only focussed on cost cutting and that's the only opportunity they wish to explore.  

Improve accountability in acting on report/complaint findings. 

Root and branch reorganisation of Police Scotland. Try to remove the serious harming influence of SNP too. It's like Game of Thrones!  

Senior management should tap in to advice from officers with more relevant experience than them. 

Staff satisfaction, reduced budget deficit without reducing service to the public, and better relations between staff and officers. 

The majority of employees, officers and staff, want to make the organisation better and I sense a real feeling of being part of that organisation and 

wanting it to be the best it can be 

The organisation is still young and requires time to develop a culture that works 
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The organisation will grow to meet future challenges, become more efficient and effective. Become more cohesive and retain and motivate staff 

Middle manager 

A focus on continuous improvement in each division with a dedicated group that meets regularly and buy in from each division SMT 

A long term plan for each Division, Business Area which is consistent and transparent with a defined career options programme and strategy for the next 

few years ahead agreed and implemented 

As above 

Better signposting of suggestion schemes would capitalise on individual creativity.  Any creativity where it is successfully developed should be highlighted 

and showcased as 'good work' This does occur on smaller scale within departments. 

Consistent service and improved capability to serve a changing Scotland. Opportunities for both communities and staff  

Continuously assessing is the organisation match fit, whilst long term planning is crucial, I believe regular checks and balances need to be carried out to 

ensure the delivery is still fit for the current climate and I am not convinced this is completed often enough.  

I do not know. 

Keeping teams together Learning from experience Partnership learning 

More inclusive approach which would lead to a more motivated workforce and the opportunity to develop officers skills 

Move away from change for change sake. Too many people looking for 200 words for a promotion form so break something to try to say they have fixed 

it. Change has to be for the right reasons, otherwise change fatigue sets in. Get rid of promotion form evidence which should reduce change fatigue.  

Needs a complete shift of policy and full support from Exec, SPA and PIRC 

People. The officers and staff are committed, knowledgeable, enthusiastic and motivated people (still, at this point) and so empowering them is the best 

opportunity to embed a culture of continuous improvement in Police Scotland.  

really? None  
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Smart and switched on workforce Enthusiasm for change 

The biggest opportunity for me is the ability to see my ideas come to fruition. 

The organisation has a wealth of knowledge, skills and understanding at all levels. Continuous improvement should be able to harness the good ideas and 

values at all levels.  

The people 

No management responsibility 

Clear direction, buy in from the top and a clear understanding of what CI is and how you achieve it. Stop relying on consultants.  

Communication and engagement with all. Transparency of process and decision making.  We all need to work together to give the best to the people in 

our communities.   

Employees wish to improve on service. Employees at ground level recognising where improvement needed and creating solutions. 

Firstly looking at how we can lift the pressures of the constant challenges, particularly relating to mental health & missing people.    Partnership working 

is key to this & also understanding that society no longer "self polices" as it did in decades past, people look to others to sort their problems which in turn 

is placing an un sustainable burden on all our emergency services. 

Focus groups Staff surveys Engagement with service users 

Increased performance and efficiency relieving resourcing pressures. 

Modern technologies are currently not utilised to their full potential.  

Our people. 60 percent plus are graduates. Ask them what else their skill set brings to the organisation. I have one undergrad degree and two post grad 

degrees. There have only been a couple of roles where I have been allowed to flex my grey matter and felt stretched and enthused.  

Police Scotland should be aiming to remove barriers and seek feedback on improvements. If people were recognised and rewarded - doesn’t need to 

financially - for their commitment to ensuring the success of the organisation  
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The main opportunities are need and want.   There is a massive need to make improvements and our people want it; want to see it; and want to be 

involved/empowered. 

Training the workforce is a massive opportunity. Once we embed this nature and culture we can drive it forward. Going out to different divisions will help 

this.  

With the right tools across the organisation, the language is all the same. Less firefighting and more proactive approach to merging issues. Many people 

in corporate roles are not aligned in their processes. Good practice isn’t shared as it should.  

Senior manager 

A healthier organisational culture, better performance, better relationship with the public, better trust and confidence., more motivated and valued 

workforce.   

A WILLINGNESS NOW TO LISTEN AND TRY TO SUSTAIN THIS CULTURE 

As above 

Clear plans and direction - one thing at a time and do what is needed not what SG say. We are NOT a govt agency.  

Embrace the continuous improvement team and resource them sufficiently well to allow them to deliver.  

Engagement, communication, understanding of the talent within the organisation, less bureaucracy, change of 12 month financial restrictions. 

Executive buy in Small budgets to accomodate lower level continuous improvement activities 

gain efficiency in out of date processes and practise ; modernise; employee engagement and satisfaction will increase;  

Great people with great ideas. Let them off the leash a bit and properly support them.  

Investment in it  

Let other managers lead. Let them think outside the box. Have clear lines of communication and welcome individuality.  
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Listening to staff.  Understanding their needs.  Listening to the public carefully.  Being confident to tell the public and partners  ‘no’ when required.  Not 

doing partners’ jobs for them eg Ambulance and mental health.   

Make it simple bite sized and  able to be digested when going to a domestic.  

Move people out of daft depts which produce nothing. Put them back on the front line.  

Our willing workforce.  

Policing has always had a culture of continuous improvement as it has had to adapt to the changing nature of crime over the years.  

Single police force and opportunities for moving from department to department  

The hope would be to create a d sustainable and harmonious working environment which helps to achieve the outcomes so greatly desired by a public 

sector organisation which is to continue having public consent to Police and by maintaining the public's confidence in our ability to deliver the best 

service possible. 

The opportunities to deliver such improvement are limited to pockets and depend on local management teams.willingness and motivation to do so. 

Following rules and a do nothing wrong mentality remains barriers to truly breaking through.  

There is and has always been a willingness to accept and adapt to change in the work place, this attitude will serve the organisation well irrespective of 

the current challenges faced.   

Trust and empower. Don’t micro manage. Ask people where to look, don’t tell them what to see 

Utilising and building on the organisations existing problem solving and analytical capability.   Prioritising and focusing on specific areas of business to 

establish success and build momentum and buy-in.  Participation in a recognised measure of organisational (rather than individual) capability / maturity 

assessment with other similar public sector service organisations in order to provide a clear objective measure and development path, covering standard 

areas such as; Leadership, People (resources and engagement), Tools & techniques, Outcomes & Benefits etc.  

Within the necessary constraints of laws, regulations, SOPs and finite resources etc., the "Quick wins - you said, we did" approach can do much to 

demonstrate the Force's ability to listen, select and implement solutions that improve internal and external processes, the aim always being to "Keep 

People Safe". 
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Appendix ‘O’ 

SFRS Respondent Comments – Q46 (Challenges & Barriers) 

First line manager 

At my level of management  and location nothing we suggest is done as everything must come from the west to be accepted 

Attitude of personnel being promoted to full of their own self importance Attitude of new entrants showing lack of respect and enthisiasm Overall 

change in attitudes at senior level which filters down leading to a lack of willing mentors and also no incentive to work beyond retirement age. So 

massive loss of experience 

breaking the 'this is how we have always done it so why change?' mentality paired with 'if it isn't broken why fix it' 

Communication or lack of it  

Lack of investing in staff development. 

Motivation of personnel in Public sector.  The areas who perform well always appear to get asked to do more, where the areas under performing do 

not appear to be challenged. 

N/A 

Politicians who want to further their agenda. 

Senior management taking a serious review of what the sfrs is doing. If they want us to increase medical response then they must seriously invest in 

proper training by competent trainers and not self study LCMS modules 

The distinct difference between uniform and non uniform staff 

(blank) 

How would you describe your role? 
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In your view what are the main challenges in embedding and sustaining a culture of continuous improvement in your organisation? 

Middle manager 

Currently lack of training facilities in the east. This is however to be rectified in the future date as yet not finalised . Unrealistic terms and conditions 

being sought from above ie open ended contractual terms so anything can be added to the role without consultation. This is currently being rejected by 

the fbu  

Following the Fire Reform Processes many staff feel demotivated, in terms of support staff staff number in some areas have reduced by 50% and we 

have very high staff turnover rate. Very difficult for those remaining to provide resource for the large number of transition projects still required by the 

service 

Increasing and competing demands. Just get the job done however. 

(blank) 

No management responsibility 

Changing the mindset of individuals whom have been following the same policies and procedures for a long time. 

Constant change in focus 

Some negativity with employees in the work place.  

the culture of bullying, seriously limits continuous improvements 

Too much micro management .  

(blank) 

Senior manager 

In my experience, we do not provide enough resources to give staff the 'space' to make long lasting improvements 
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Time, service and day to day demand, leadership, people. 

With the SFRS only being 6 years old, and the legacy services being at different stages in relation to their culture of continuous improvement, 

embedding and sustaining such a culture will come with time, but we are still in the process of developing a culture of performing and bringing together 

the 8 legacy services into 1. Good progress has been made, and the intent exists in senior managers to implement continuous improvement, but it is 

early days. 
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Appendix ‘P’ 

SFRS Respondent Comments – Q47 (Opportunities) 

First line manager 

A means of motivating individuals to contribute more feeling valued in their role. 

By bringing everyone together and understand skillsets and not just the job title or rank. 

Financial rewards, as a watch Manager I receive less pay than a police constable but have much more responsibility 

Maintain experienced personnel by finding a way to make it appealing to stay on.  Better communication from the top down and working groups made 

up of all levels of employees  

Maintenance of terms and conditions  

N/A 

None as based in the East 

Very little opportunity at lower levels. 

With improvements will come a better quality of work life/balance 

With our people.   

Middle manager 

A fair pay rise for adding broader responsibilities to the role. No one is objective to this. So long as its fair and transparent  

Operate a truly single Fire Service, remove divisions between East, West and North regions 

Service improvements and a better place to work 
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No management responsibility 

better menangement 

More cohesive and collaborative working both internally and with external partners 

The service needs to fully standardise. 

Unknown 

Senior manager 

The opportunities are pretty much the same as the challenges just expressed. A young service that is still developing culture allows continuous 

improvement to be put in place from the outset, but a balance must be met between performance and continuous improvement. 

To reach our long term goals as a service, the provide a better service to the public and provide consistent encouragement to staff to be proactive, try 

new ideas and innovate. 

We have invested heavily in QI over the last few years, however I personally do not think we have had good value for this investment yet.  I therefore 

have an opportunity to better use the capability we have built to date. 
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Appendix ‘Q’ 

Multiple Case Study Median Scores Overview 

 

  

 

Theme Question Overall (n=593) No Mgt (n=433) FLM (n=91) Middle (n=34) Senior (n=29) Overall (n=87) No Mgt (n=17) FLM (n=18) Middle (n=25) Senior (n=27) Overall (n=30) No Mgt (n=9) FLM (n=12) Middle (n=5) Senior (n=4)

It is my role to make improvements in the workplace (Q13) 3.35 2.86 3.73 3.92 4.73 4.49 4.18 4.31 4.55 4.76 3.84 3.41 3.65 4.57 4.73

It is my role to make improvements in the service we provide (Q42) 3.36 3.17 3.73 3.98 4.74 4.62 4.37 4.44 4.70 4.83 3.60 2.90 3.42 4.78 4.73

I would like to make improvements in my workplace (Q14) 4.42 4.35 4.52 4.62 4.92 4.80 4.68 4.74 4.91 4.79 4.38 4.04 4.29 4.78 5

I would like to make improvements in the service we provide (Q43) 4.51 4.46 4.52 4.70 4.92 4.88 4.93 4.81 4.96 4.83 4.42 4.28 4.29 4.78 4.73

My organisation rewards and recognises my motivation through: (Q29) 1.52 1.41 1.74 2.06 2.16 2.12 2.10 1.82 2.01 2.51 2.21 2.97 1.62 2.34 2.94

My manager encourages me to suggest improvements (Q15) 2.61 2.35 3.18 3.63 4.43 3.74 3.56 3.60 3.86 3.85 3.71 3.65 3.20 4.51 4.73

If I suggest improvements, my manager listens and supports me in implementing 

the suggestion (Q16)
2.59 2.37 3.07 3.45 4.08 3.58 3.43 3.29 3.83 3.65 3.18 2.82 2.80 4.51 3.98

My manager gives me time to implement improvements I suggest (Q44) 2.31 2.09 2.77 3.20 3.89 3.36 2.95 3.45 3.49 3.45 2.92 2.46 2.56 4.32 3.98

My organisation is always looking to improve and do better (Q30) 2.90 2.77 3.06 3.51 3.88 3.51 3.51 2.84 3.69 3.87 3.82 3.74 3.48 4.23 4.73

My organisation has a clear approach to continuous improvement, and I 

understand how to contribute (Q18)
2.31 2.16 2.54 2.99 3.32 2.61 2.31 2.34 2.87 2.85 2.92 2.96 2.27 3.95 4.16

I feel empowered and trusted to make improvements in the workplace and the 

services we provide (Q20)
2.17 1.96 2.58 3.25 3.64 3.16 2.94 2.83 3.30 3.42 2.70 2.67 1.82 4.32 5.00

Are you aware of or have you been trained in ‘Lean’ (Q22_1) 1.32 1.21 1.33 1.97 3.25 2.22 2.04 1.86 1.87 3.07 1.73 1.13 1.55 2.78 3.83

Are you aware of or have you been trained in ‘Six Sigma’ (Q22_2) 1.18 1.13 1.12 1.47 2.15 1.90 1.91 1.63 1.68 2.34 1.53 1.13 1.20 2.45 3.83

Are you aware of or have you been trained in ‘Lean Six Sigma’ (Q22_3) 1.14 1.10 1.06 1.38 2.13 1.85 1.91 1.55 1.58 2.35 1.45 1.13 1.10 2.59 3.22

Are you aware of or have you been trained in ‘Kaizen’ (Q22_4) 1.13 1.09 1.08 1.38 1.7 1.37 1.58 1.34 1.03 1.64 1.48 1.17 1.12 2.59 3.22

Are you aware of or have you been trained in ‘Rapid Improvement Events’ 

(Q22_5)
1.18 1.09 1.11 1.99 2.72 1.35 1.46 1.16 1.13 1.64 1.25 1.00 1.06 1.44 2.91

Are you aware of or have you been trained in ‘Total Quality Management’ 

(Q22_6)
1.28 1.22 1.22 1.60 2.34 1.76 1.96 1.40 1.28 2.51 1.70 1.17 1.62 2.45 3.22

Are you aware of or have you been trained in ‘European Foundation for Quality 

Management’ (Q22_7)
1.12 1.10 1.05 1.22 1.54 1.78 1.59 1.26 1.33 3.08 1.71 1.32 1.46 1.97 4.24

Are you aware of or have you been trained in ‘Public Sector Improvement 

Framework’ (Q22_8)
1.29 1.26 1.26 1.40 1.96 2.02 1.97 1.64 1.47 3.12 2.04 1.26 1.74 4.36 4.56

Most important factor in working for my organisation is better work/life balance 

(Q37_1)
2.50 2.45 2.60 2.64 2.66 2.18 2.57 3.02 1.86 1.80 3.55 3.36 3.77 3.30 3.46

Most important factor in working for my organisation is job security  (Q37_2) 3.56 3.60 3.85 3.38 2.52 3.62 3.15 3.59 4.02 3.63 3.37 3.93 3.41 2.29 3.31

Most important factor in working for my organisation is public sector pension  

(Q37_3)
1.97 1.93 2.11 2.21 1.89 2.42 2.27 2.16 2.40 2.76 2.06 2.10 3.51 1.00 1.86

Most important factor in working for my organisation is the training & 

development opportunities  (Q37_4)
1.98 2.01 1.74 1.87 2.46 1.90 2.32 1.90 1.75 1.79 1.64 1.39 1.51 3.18 1.68

Most important factor in working for my organisation is making a difference  

(Q37_5)
3.59 3.63 3.37 3.46 3.86 3.56 2.82 3.45 3.83 3.99 2.94 3.12 2.38 5.00 3.34

I would prefer to be recognised for CI by financial reward (Q38_1) 2.65 2.62 2.70 2.99 2.51 2.65 2.16 3.02 3.01 2.46 3.47 4.26 3.74 2.47 2.63

I would prefer to be recognised for CI by  promotion prospects (Q38_2) 2.64 2.55 2.68 3.42 3.02 3.25 2.80 3.37 3.74 3.09 3.23 2.67 2.97 4.64 4.47

I would prefer to be recognised for CI by lateral development (Q38_3) 2.27 2.22 2.41 2.52 2.56 2.95 2.93 2.92 2.91 3.03 2.19 1.84 2.31 2.52 2.28

I would prefer to be recognised by additional training (Q38_4) 2.95 3.09 2.81 2.39 2.14 2.22 3.15 2.48 1.83 1.92 2.28 2.75 2.39 1.82 1.68

I would prefer to be recognised by informal thanks (Q38_5) 2.65 2.69 2.53 2.18 2.8 2.21 2.06 1.81 2.00 2.92 2.27 2.56 2.01 2.29 2.66

I should be provided with time in my working hours to undertake improvement 

activities (Q39)
4.36 4.35 4.38 4.42 4.28 4.47 4.60 4.41 4.41 4.49 4.31 4.47 4.26 4.64 3.94

I don't mind doing some extra work to improve our internal processes (Q40) 3.72 3.62 3.87 4.16 4.32 4.38 4.73 3.99 4.42 4.43 3.87 3.06 4.05 5.00 4.47

I don't mind doing some extra work to improve our services to the public (Q41) 4.00 3.95 4.02 4.29 4.46 4.48 4.8 4.15 4.37 4.63 4.11 3.74 4.05 5.00 4.47

Police Service of Scotland (n=87) Scottish Fire & Rescue Service (n=30)

Organisational Culture and 

preparedness for CI

Leadership for Continuous 

Improvement

Motivation for working in 

organisation and contributing to 

CI

Methodologies Applied and 

Approaches to CI

Scottish Ambulance Service (n=593)


