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ABSTRACT

This thesis investigated employee views of the Defence Kiosk System (DKS)
through a questionnaire, and compared the results with two empowerment
methodologies. These methodologies were Spreitzer and Quinn’s Five
Disciplines For Empowerment, and Horibe’s Employee Decision Making

methodology.

The DKS is the Employee Self Service (ESS) system of the New Zealand
Defence Force (NZDF). The DKS is a web-based system that employees can
use to access their personal records, thereby empowering employees to
access their own personnel information and removing the need for them to
ask human resources related questions of their administration unit. This
provides the NZDF with administrative savings and accurate up to date
information that can be used for Knowledge Management (KM).

The research begins with a literature review. The literature review established
links between Empowerment, KM and ESS. It found that for ESS systems to
provide benefits employees must be willing to use them.

A questionnaire was developed and sent to a sample of 1000 NZDF
employees who had access to the DKS. The response was 350 completed
and returned questionnaires, which exceeded the 180 responses required to
enable the results to be generalised for the entire NZDF population.

Analysis of the questionnaire responses showed that employees believe that
the DKS, as an ESS system, meets their personnel information needs and
that they were willing to use the DKS.

When the results of the survey were compared with the empowerment
methodologies the research supported Spreitzer and Quinn’s five disciplines
model, particularly the fourth and fifth disciplines. The results raised
questions about the suitability of using Horibe’'s employee decision making
methodology in the field of personnel management, especially with the advent
of employee self service systems.

Page Il



TABLE OF CONTENTS

SECTION PAGE
ACKNOWLEDGEMENTS Il
ABSTRACT 1]
TABLE OF CONTENTS vV
LisT OF FIGURES AND TABLES IX
LI (1 (oo [V ]ox (1o | IS 1
1.1 BRI, . csccnicvainisinswiewn wuansmaniois e v nsmst s e S S B s 1
1.2 Justification Of Research...........cccocoieeeeceeiiiee e 2
1.3 Research ODbJECVES..........oiiiiiiiiiieii e e e s e reeeeeaee e 2
1.4  Problems And Limitations Of The Study .............ccuvvvevieieeriiiiiiiiereeenans 3
1.4.1 Scope Of The ReSearch............cccccvvemerremeeeeeesisneneessessnseensessees 3
s e T L OO 4
1.4.3 Limitations On Generalisation Of Results..............cccoeeeviveeeeenn.... 4
1.5 Research QUESHONS .......coceiiiiiiiiiiiiieccccir e ee e s e s nanneeeee 5
1.8 SO I TG, o pxiin s i i e 5
1.6.1 Literature Review....... o 5
1.6.2  Survey Methodology..........eeeeeeveieeeeieiiieeiiiieeeeeeee e G 6
1.0.8 SEroey RSBl .o oo s S s 7 3
LA B OIS s i e I T R AN el TS <R ane 7
1.6.5  Conclusions And Recommendations.............cccocvvevieviveeeeeeennn... 7
2 INeratims FeEW ..o o R S R B R e e 8
2.1 Introduction To The Literature.............ccoooiiiiiiiiiiiiiice e 8
2.2 Background Of Employee Self Service.........ccccoeeiriiicccnnnnnienvenenneenn. 9
2.2.1 EMployes SBIF GOVICE, ...oosmvmsmmsirs s 9
222 The Defence Kiosk SyStem ........c.ccccoevuiviriecniecinineccenieen e 12
23 Background OF KNOWISUQS ......cisiniisisssmissiossissimiamissig 13
2.3.1 Knowledge: Revolution, Management And Workers ................ 14
2.3.2 Knowledge Age And The Importance Of Employees................ 19
24  EMPOWETINONE i ciimisrismmmmersesmms s s s nmass ssssniser 22
2.4.1 Workplace DEMOCTACY.........cccovuurieeeeiriireiiiiee e e s e eeaees 24
2.4.2 Employer Initiated Empowerment...........ccocccveeriiveeieeiiinnnnnnn.. 24

Page IV



243 Empowering EnVIronment................ovviviieeeiiieeeeeiiiecereveeeenns ...26

248  Sharing HONIPOL s srasssmiiva i 29
28  MEIthOUOIOGIOS . iosiiismsisiinriinvsiinismes sisraressnss s messmm i sassmsn o stas s 30
251 Methodology Selection ..........coovviiiiiiiieeeeeeeee e 30
2.5.2  Spreitzer And Quinn’s Five Disciplines For Empowerment....... 31
2.5.2.1 The Five Disciplines For Empowerment Model ................. 31
25.83 Horibe’s Employee Decision Making Methodology................... 33
2B CONCIUBION .. crvsrrnniossimmmmmmmmsssniasssasmnsmsssiasivastssepnss csassrsssnsanibnnes 34

2 e VAL L gl T O O 35
8.1 REsaroh MeO ..c..civiimiiininimiisenismsxassssmnnsmmmsssessersasmsesmasss 35
3.1.1 Method SeleCtion...........ceviiiiiiiiiiiieicceiiiieee e 35
3.1.2  Selection Of Statistical Analysis Method................ccceeevieriveennn. 37
3.1.3 Employee Opinion Data Gathering............ccccoeevvvvvviiieiiereeeennnns 39
&1a  ADAEIE OPUBAOR DAL, s senmussnmmsassssimmisas s 40
3.1.5  Applying Statistical Analysis Method To The Data.................... 43
3.1.6  Finalised ANAlYSiS......ccccuurieieieiiiiiie e e eenneeees 44
Sy R RICHITRENTIONE. . coovcero s pessio s sy o e A e 44
3.2.1 Define The Information Needs..........ccccceeeviirniicieeeneeereeeneeeenees 44
3.22  List Who Will Use The Questionnaire...........cccccceeeeeimvevvernnnenn. 45
328 GainApproval OF QUEsHONS .. .. .uwussuvsiiisssasisiie 46
3.2.4  Consult With Users About QUEeSHONS.............ccoveeiviciiireeeeenaennn. 46
3.25  Questionnaire Produced And Approved .........ccccceeeereeuveeeneenne. 47
2B  ENAIRBHERE. .o s G A TGS 47
SUNEY RBBERIEN .. oiniiimmmminiiimimin imsarmmassrssss s mssspssasssratarss 49
4.1 NZDF Operating Environment ...........cccooviieiiiieiiiiiiiiiiiieieiee e, 49
4.2 Daescription Of SUIVBY GIOUDS ....couseamumasmmnsamiasivssss 50
421 PUOE SEUGY ...ccoemconrrmereessrsmsansvmasersamsnsnsssasssssssnssssssssorsssssssssnesasss 50
4.2.2 Population Sample Survey Recipients...........ccoovvuumcinnnennnnnn. 51
#8  SUINVEY QUOBHONS i iimiiiniiisiiirs st sasssssss st mians sy 52
B EIYDORPBBIR s conswoneiontanssssmmm s iss s asmr s AR S EAS S R 52
4.5 Hypotheses And Related Questions.........cc.ccceeevivvieeiccieiee e, 54
451 L 1Y 0T 1 (=t I @ L = 54
4.9.2 HYPOINBEIE TWO .o rvisnsmimsisssmas s AR R asaasvs 54
4521 Importance Of Access To Administrative Information........ 54

Page V



4522 Ability To Change Administrative Information.................... 55

4523 Control Over Access To Administrative Information.......... 56
458 HYPOINOSIS TINEE iciviiiiismminrntsipssssenssmnsnsssarsssanssapmsassasses 57
4531 Managerial Information For Self Management .................. 58
4532 Importance Of Access To Managerial Information............. 59
4533 Ability To Change Managerial Information...........c.ccc........ 60
454 PRYPoUBBIE FOUE wavmmmmammisi st e s i 60
4541 Is It Important To Access Personnel Information?............. 60
4542 Would Use A Computer To Access Information ................ 61
4543 Would Use Computer To Change Their Information.......... 61
455  HypOthesis FiVe........cccivvviiiiiiiiiiiiiiiiesiireie e 62
455.1 Initial PYPIesSIonNS. ... v cuasammiasimisa s 62
4552 Does The DKS Have The Information Employees Need? .63
4553 Can Employees Answer Personnel Questions? ................ 63

B PSS i o T R R A R e R P 64
5.1 HYPOTNESIS TWO ...t 64
8.1.1 Importance Of Access To Administrative Information............... 64
5.1.1.1 Population Sample Individual Question Responses.......... 64
5.1.12 Population Sample Consolidated Responses.................... 66
51.1.3 ANAlYSIS FOSUNS. i cssmmmssmrssvammis s s s s s 67
5.1.2  Ability To Change Administrative Information...............cccce...... 67
5.1.2.1 Population Sample Individual Question Responses.......... 67
5.1.2.2 Population Sample Consolidated Responses.................... 68
5.1.23 ANAIVEIE BOSHRS. ..o namsmsssssssssserssssssinin 69
5.1.3  Control Over And Access To Administrative Information.......... 69
5.1.3.1 Population Sample Individual Question Responses.......... 69
5.1.32 Population Sample Consolidated Responses.................... 70
5.1.33 ANBIYEIE ROSUIS . ..cnvusmimsmmivnsisvensmansiminssim sy 70
5.1.4  Results For Hypothesis TWO........ccoooiiiiiiiiiieiiieeeec i, 70
5.2  HypOthesisS Thre.......cuuviiiiiiiiiiiiiieieeec et e e e e eeaneaaas 71
5.2.1 Access To Managerial Personnel Information........................... 71
52.1.1 Population Sample Individual Question Responses.......... 71
52.1.2 Population Sample Consolidated Responses.................... 73
5.2.13 ANalysis RESUIS .......cuvieeeeeeeeceeeee e 73



522  Access & Usefulness: Managerial Information .........................

5221
5222
5223

Population Sample
Population Sample

Analysis Results ....

Individual Question Responses..........

Consolidated Responses....................

............................................................

823 Results For Hypolhesis Three .....cucusanmimasinmssisimess

5.3 Hypothesis Four...................
5.3.1 Sub Hypothesis One.....

5.3.1.1
53.1.2

Population Sample

Analysis Results ....

5.3.2  Sub Hypothesis Two.....

5.3.2.1
5.3.2.2

Population Sample
Analysis Results.....

5.3.3  Sub Hypothesis Three ..

5.3.3.1
5.3.3.2

Population Sample
Analysis Results ...

5.83.4 Results For Hypothesis

5.3.5  Hypothesis Comparison

5.4  Hypothesis Five..................
5.4.1  Sub Hypothesis One.....

5411
5412

Population Sample
Analysis Results ....

5.42  Sub Hypothesis Two.....

5421
5422

Population Sample

ReSpoNSes .......ccooeeeveeeeeeeeeieeieeeeveen
Individual Question Responses..........
Individual Question Responses..........
il R S
50750 S SR,

............................................................

FRESPONSEE: uvuusssssnscosmsamicaitvaisis

Issue: Civilian Personnel Information ........ccccocovvevevineennnn..

5423 Analysis Results ....

543
5431

5.4.4

Sub Hypothesis Three ..

............................................................

Population Question Responses ..........ccccceeeeeeeeeeieeccieinns
5.43.2 Analysis Results ....

Results For Hypothesis

5.5 Hypothesis One...................

5.5.1

5.5.2

5.5.3
5.5.3.1

Review Of Hypotheses.
Analysis Of Hypotheses

............................................................
L
............................................................
............................................................

............................................................

Population Sample RosSpoNSes. ... s

Individual Hypotheses ...........ccccceeevviiiieeiiiiiieeeecee e

Page VIl



5.5.4 Results For Hypothesis One.........cooooiviviiiciiiee e 99

6 Conclusions and Recommendations............ccccuuuuiieerieeeeiniiiiiiiieeeeeenens 101
o I T s s 101
6.2  ANalysis CONCIUSIONS....cc.uiiiieeieeeeecee e e e e e e 101
6.2.1 Knowledge MENagemient.......vu i simissmimme 103
6.2.2  EMPOWEIMENT ....uuiieiiiiiiciiee e e e e aaan e ans 103
6.2.3 Access And Control Over Personnel Information ................... 104
6.2.4 |Is Access To Personnel Information Important?...................... 104
6.2.5 Personal Computers To Access And Change Information......105
6.2.6 Can ESS’s Meet Employee Personnel Information Needs? ...105
6.2.7  What Personnel Information Is Important To Employees?......106
8.28 Five Disciplines Modal....... iimiisissaisisissivnrssiisinsvssuniss 108

6.8 Thesis CONCBIONS. . cauammsmnimmnissinsnsasssahsi oy 110
6.4 RecommENdationS......ccccivriiiiieeiiiiiiiiiiee e 112
6.5  Suggestions For Further Research............ccccociiiiiiiiiiiiiniiiiiiiiinnnnns 116

7 Appendix A DKS Survey QUestionnaire...........ccoeeeeeeeevveeivinneaeeeeeeennennne, 118
8  REBIENCES ..o e e e e e e araens 119

Page VI



LIST OF FIGURES AND TABLES

Figure 1.7 LIEerattire REVIBW ... comnismmnisimisssisiss s i v s o s s 6
R o R T A KT D S 41
B IRl TR e e oy s A R T A WA MR 41
Table 38 Lo TOBE TIVEE . vt s A e s s s 42
Table 3.4 Z-TeSt FOUN .....uuuiiiiiiiieeeeiii et e ee e e e e e e e e e e e eenanns 42
Table 4.1 Sample SelBetion ........amsasenswisiniinmaninssva b 51
Table 5.1 Individual Question RESPONSES..........uviiiiiieeeeiieieieeceree s ieeeeeeeeeenns 65
Table 5.2 liselulness OF INIOrmMalion .. omumsmvsesssmimmossmarn s o 66
Table 5.3 Ability To Change Administrative Information.............cccoceevvvveeennn. 67
Table 5.4 Administrative Information By Respondent ...........c.cooevvneeiiiviinnnnnn. 68
Table 5.5 Ability To Change Administrative Information Consolidated........... 69
Table 5.6 Control Over Administrative Information ............ccccevvvvivviviiiivinennnnn. 70
Table 5.7 Control Over Administrative Information Consolidated................... 70
Table 5.8 Access To Managerial Information...........cccooviviiiiiiiiiciiiiiiiiieees 72
Table 5.9 Managerial Information Respondent Type .........cooevviviiieieeeeeennennn. 73
Table 5.10 Managerial Information Consolidated..............ccccceeieeiiiveiiiiivnnnenn, 73
Table 5.11 Access & Usefulness Of Managerial Information......................... 75
Table 5.12 Navy Sub Spec Grouping ONe.........ccoocvviieeiiiiiieeeee e 75
Table 5:13 Navy Sub Spec Grouping TWO ..ovesasssonsmsmmssssensseoanssisnss 76
Table 5.14 Navy Task Book Grouping One............ccccvveiniimrneeiiiieeieeneeeseenennnes 76
Table 5.15 Navy Task Book Grouping TWO........c.ccoviiiiiiiiieieiieceee e 77
Table 5.18 Branch Corps «.uwssmsaamsssaxamraiasiaisss st e iaamissin 77
Tapie 5,17 Honours Al AWAIUS . cisvunmmmtbinssi s st st 78
Table 5.18 Supernumerary Appointments.........cccoeeviiiviieeiieeiieeeeee e, 79
Table 5.19 Access & Usefulness Of Managerial Information Consolidated ...80
Table 5.20 Managerial Information Results............ccccoeiiiiiiiiiiiieeieiiceeeeiiceeens 81
Table 5.21 Importance Of Access To Personnel Information......................... 83
Table 5.22 Willingness To Use A Personal Computer ............cccccceeevvvvveeennnn. 84
Table 5.23 Use Of A Personal Computer To Change Information ................. 84
Graph 5.1 Importance Of Access To Personnel Information................c......... 86
Table 5.24 Access To Personnel Information ..........ccccovviiiiiiiieiiiiiiiiiiiieiinen, 86
Table 5.25 Hypothesis Comparison Types Of Information............................. 87

Page IX



Table 5.27 Personnel Information Needs.........c.cccceiviininiiiiiniciniiennesnnecninnnn 89
Table 5.28 Use To Answer Personnel QUestions ...........ccccoceevciiicinnnnnnnnanennn. 91
ETADIT B2 DD . covsmssnumsseonuniinas namasmiamemsaness s Honon s dansasinss S sn RN RS AR SRR K 92
Table 520 DKS ROBDIONSES....cnmmvimumminsmissi s 92
Graph 5.3 Hypotheses Compared .............cccieiiiiieiiiiiiiinieiineiesreciseeseseennnnnes 95
Graph 5.4 HYpomesis FiVB.....oouummssmmaasmmmsms i s e Esease 99
Table 5.30 Hypotheses Two To Five Compared............ccccccevvveevvieieeeeeeeennn. 100

Page X



1 INTRODUCTION

1.1 BACKGROUND

Employee Self Service is a recent initiative that provides employees with the
ability to access information that relates directly to them. The majority of
these applications are Human Resources (HR) ESS systems, which enable
employees to view and often control their own personnel information.
Employees are provided with electronic access to their personnel information

and are responsible for keeping their information up to date.

Employee self service provides employees with access to information that
they use and information that is stored about them. Access to this information
is important as the information is used to make decisions. Providing
employees with access to information and the authority to make decisions are
central tenets for both knowledge management and empowerment (McCoy,
T.J. 1996; Drucker, P.F. 1999).

The New Zealand Defence Force has developed an ESS system called the
Defence Kiosk System. The DKS provides employees with access to their

personnel information and the ability to change certain personnel information.

It has been claimed that ESS can provide large benefits to employers and
employees. Employer benefits have been identified in a previous study of the
DKS, where the system was found to provide potential savings of $1.5 million
per annum to the NZDF on an initial investment of $30,000 (Williams, R.J.
2001).

The DKS can therefore provide a benefit to the organisation through potential
savings and a knowledge base of accurate up to date information; however,
any benefits are reliant upon the willingness of employees to use and update
the DKS. Without employee input the information on the DKS would not be
up to date and therefore the system would not be used, providing minimal

benefit to the organisation and to employees. This research has solicited
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employee views of the DKS in an attempt to gain an understanding of user
views of the DKS and ESS systems in general. Employees were asked
whether the information is useful to them and whether the DKS meets their
personnel information needs, in an attempt to find out whether they would use

the system.

1.2 JUSTIFICATION OF RESEARCH

Empowerment and knowledge management are both initiatives that can
provide benefits to employees and organisations (Amar, A.D. 2002;
Sandbulte, A. 2001). This research investigates whether ESS systems are
related to knowledge management and empowerment, and whether ESS
systems contribute to empowerment and knowledge management within an
organisation. Previous research has shown that the DKS can provide benefits
to the NZDF (for example: up to date information for knowledge management,
and reduced overheads) through the provision of employee-managed
information.

For the system to be successful the information has to be up to date and
useful to employees, thereby encouraging them to use the system. Employee
participation is therefore essential for the success of the DKS and other ESS
systems. This research has therefore used the DKS as a case study for ESS
systems to ask employees whether ESS systems provide benefits to
employees, and whether there is an incentive for employees to keep their

personnel information up to date.

1.3 RESEARCH OBJECTIVES

The research is an investigation of user views of ESS systems and whether

these applications can enable employee empowerment.

The first objective is to establish a link between Employee Self Service,

Empowerment and Knowledge Management. As a part of this objective
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empowerment methodologies needed to be identified to measure the findings
of the research against.

The second objective is to gather employee views on employee self service
using the DKS as an example of an ESS system. Employees were sent
surveys in an attempt to find out whether the information held on the DKS is
useful to them, whether the DKS meets their personnel information needs,
and whether they would use the system. The responses were analysed to
ascertain whether employees want access and control over their personnel
information, and whether they think that ESS systems are a suitable method

for gaining access and control over their personnel information.

Thirdly the results of the survey are compared with the empowerment
methodologies to ascertain whether the research results confirm the
assertions of the methodologies.

1.4 PROBLEMS AND LIMITATIONS OF THE STUDY

1.4.1 ScoprPeE OF THE RESEARCH

This research was to be a comparison of previous research, presenting and
contrasting the benefits of employee self service to the organisation with the
benefits to employees. The direction of the research was changed to narrow
the focus to exclude the previous research and to delve deeper into employee
responses, focussing on empowerment and whether employees felt
empowered and would use the DKS. Knowledge management still plays an
important part in ESS systems and is discussed, however the research is
predominantly interested in employee views and employee empowerment.
This change of direction occurred after the surveys had been sent, meaning
that the fit could have been better had they been designed with the new focus

in mind.
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If the research were done again the survey would be more specifically
focussed on a narrower scope, providing in-depth information. More time

would have been spent defining the survey and analysis tools.

1.4.2 CONSTRAINTS

The NZDF has been extremely supportive of this research, with assistance

offered by Personnel Branch, Corporate Applications, the Atlas Manager and

the Defence Computer Services Bureau. This assistance has been

invaluable, however there have been a few issues that have taken time to

resolve, including:

» The web server crashed for several hours in the week the surveys were
sent, limiting the number of responses received.

« The organisation and the research had different objectives for the analysis,
causing additional analysis to be undertaken.

+ The NZDF approval process for the thesis.

1.4.3 LIMITATIONS ON GENERALISATION OF RESULTS

The military environment is structured and highly regulated, which may limit
the ability to generalise these results to other organisations. The civilian
respondents are public servants who may also provide different results than

their private sector counterparts.

The Management Information System (MIS) which tracks system usage,
based on usage of the DKS and other systems, was used to select the user
sample. The MIS system did not show all employees, only those who have
access to NZDF networks. This is acceptable for this research within the
NZDF, as to use the DKS employees need to have access to the NZDF
networks. This may limit the ability to generalise the results for groups that

are not computer literate.
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1.5 RESEARCH QUESTIONS

If employees do not use the DKS then it will fail, and will not provide

empowerment or facilitate knowledge management. To ascertain whether

employees will use the system, the research asked the following questions:

* |Is access to personnel information important to employees?

» Do employees want access and control over their personnel information?

* Would employees use a personal computer to access and change
personnel information?

» Can ESS systems meet the personnel information needs of employees?

* What type of personnel information is important to employees?

Employees were asked these questions through a variety of survey questions
that were grouped into hypotheses. The responses to these hypotheses and
survey questions were then utilised to answer the research questions listed

above.

1.6 ORGANISATION OF THESIS

The thesis is divided into five sections, these are:
» Literature Review.

* Survey Methodology.

* Survey Research.

* Analysis.

* (Conclusions And Recommendations.

1.6.1 LITERATURE REVIEW

The literature review will explore the areas of knowledge management,
empowerment and ESS systems to provide a background into each area and
to establish links between them. The findings of the literature review will be
used to build a case for conducting the research. Academic models were
identified and presented for testing against the results of the analysis. An

overview of the literature review is presented in Figure 1.1.
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Figure 1.1 Literature Review

1.6.2 SURVEY METHODOLOGY

The survey methodology section states how the research was conducted
outlining the research method and survey methodology.
method component defines the analysis methods selected, states how the
information gathering was conducted and what statistical analysis tools were

utilised. The survey methodology component discusses the information
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needs, outlines the questionnaire production and associated approval

process.

1.6.3 SURVEY RESEARCH

The survey research section discusses the environment, introduces the
questions and presents the framework that the results will be measured
against. The NZDF operating environment is introduced, along with the
groups who will be sent the survey. The survey questions are then presented
to show what the responses will be based upon. Finally the hypotheses that

the responses will be measured against are presented.

1.6.4 ANALYSIS

The analysis section presents the results of the analysis from the survey
responses using the methods and statistical tests outlined in Section 1.6.2

above.

1.6.5 CONCLUSIONS AND RECOMMENDATIONS

The results of the analysis were collated and conclusions drawn from the
findings. These conclusions are then compared with the empowerment
methodologies and the findings presented. Recommendations and

suggestions for further research follow the conclusions.
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