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[bookmark: _Toc514039509]Abstract 

In an age where markets have become increasingly fast paced, highly competitive and unpredictable the modern business has had to adapt its control systems, management processes, structures and strategies in order to survive and prosper in the contemporary business landscape.
One such business control mechanism that has undergone its own evolutionary process in order to keep up with the modern day business environment is the traditional corporate budget which may have been well suited to the industrial age where markets were slow and predictable but, in this new age of communication has come under heavy and increasing criticisms from both academics and industry practitioners alike. 

These critics such as Covaleski, et al., (2006), Ekholm and Wallin (2000), Hope and Fraser (2003), Libby and Murray (2007), Neely, et al., (2003) and Bogsnes (2016) Would argue that the traditional budget, with its top down, hierarchical processes and use of rigid out-of-date information is somewhat redundant in the modern business environment which requires firms to act with innovation and dynamism in order to remain competitive.

As a result of this change in the business landscape and the resulting heavy criticisms associated with the traditional budget, the relatively newer adaptations such as the ‘better’ and ‘beyond’ budgeting approaches have emerged and gathered prominence.
This Dissertation study aims to investigate the various budgeting techniques that are being used by organisations operating within this new business age and critically evaluate their effectiveness on the basis of performance measurement, cost control and employee motivation.
For the purpose of this study and to build on the current themes already available in the pre-existing literature, the research will focus on a specific industry for the data collection and subsequent analysis. That industry will be the entertainment industry; this highly competitive, fast moving industry will provide the research with arguably the perfect scenario to best evaluate the use of varying budgeting techniques and explore their effectiveness.

1.0. [bookmark: _Toc514039510] Introduction 

1.1. [bookmark: _Toc514039511]Aims and Objectives

The overriding aim of this dissertation is to critically analyse and evaluate the budgeting techniques of organisations operating within the UK entertainment industry. In order to best fulfil this aim and facilitated through extensive research surrounding the subject, this dissertation will look to meet the following objectives:

· Conduct research into the development and importance of the traditional budget and explore how the concepts and principles associated with the traditional approach have evolved over time to better serve the contemporary business environment.
· Investigate the budgeting approaches utilised within the entertainment industry and evaluate their effectiveness on the bases of performance measurement, cost control and employee motivation.
· Provide recommendations on the continued use of budgeting within the UK entertainment industry based on the finding formulated within the research.

The first objective will be explored in chapter two and will be met through conducting an extensive literature review of the pre-existing research that surrounds the topic of budgeting.
The second objective will be explored in chapters three and four and will be achieved through conducting a sound research methodology and subsequent data analysis. The research strategy will utilise a mixed method, triangulation design whereby the use of an in-depth group interview, survey questionnaire and evaluation of an organisational budget document will be incorporated into the data collection methods and analysis.  
The final objective of this dissertation study will be explored in chapter five whereby the themes and theories that have become apparent in both chapters two and four will feed directly into the formulation of three recommendations on the continued use of budgeting within the UK entertainment industry.

1.2. [bookmark: _Toc514039512]Vue Entertainment 

For the purpose of meeting the objectives of the dissertation study the budgeting techniques of an organisation operating within the UK entertainment industry will be explored and critically analysed on the basis of performance measurement, cost control and employee motivation. The Organisation that will be incorporated into the primary research of the study will be Vue Entertainment; the largest cinema group in the UK with 87 cinema sites and 842 screens (Vue International, 2018).
Vue Entertainment was founded in 1999 and was formerly known as SBC International Cinemas (Vue International, 2018) and is now part of the group Vue International, a multinational cinema operator with 212 sites across ten countries and 1902 screens (Vue Entertainment, 2018). The company has objectives that centre around profit maximisation, cost reduction and delivering an exceptional experience to its customers.

Figure 1 shows Vue’s key performance indicators from 2016 and 2017 where the company had annual sales of over £190m.

[bookmark: _Toc514039612]Figure 1 - Vue Entertainment KPI's 2017 vs 2016
[image: Screen%20Shot%202018-05-14%20at%2002.03.27.png]
Source: (Vue Interntaional, 2018, p. 4)

1.3. [bookmark: _Toc514039513]Rationale 

Budgeting is a tool used by managers to aid in the measurement and prediction processes of future financial periods (Weber & Stefan, 2005). The concepts and opinions of budgeting in its traditional sense however, have evolved over time to the point where some critiques have argued that the entire concept of the traditional budget is seen to be counter productive to the overall business operation in the modern business environment (Hope & Fraser, 2003). From conducting extensive research into this topic, conclusions can be made in relation to the advantages and likewise the disadvantages of the budget in a general business sense however, there appears to be a relatively limited extent of research conducted when looking at budgeting approaches and their relative effectiveness in specific industries.  
 As such, the rationale underpinning this dissertation study is to build on current academic theories and conclusions that surround the topic of budgeting by conducting research on and critically evaluating the effectiveness of budgeting techniques within a specific industry.
For the purpose of this research, an evaluation of the effectiveness of budgeting within the UK entertainment industry will be conducted. The entertainment industry is of particular interest within this research because not only is it highly competitive but additionally highly reactive to shifts in consumer trends, new technologies and innovations all of which have the potential to create turbulence and unpredictability within the market. 
Given that the budget in its traditional sense is concerned with prediction and estimation it is possible to argue that stable, predictable markets with an element of certainty are more suited to its functionality which is in complete contrast with scenario found in the entertainment industry.






2.0. [bookmark: _Toc513126230][bookmark: _Toc514039514]Literature Review

This chapter aims to meet the first objective of this dissertation study which is to conduct research into the development and importance of the traditional budget and explore how the concepts and principles associated with the traditional approach have evolved over time to better serve the contemporary business environment.
The researcher hopes to achieve this objective by conducting an extensive literature review on the pre-existing research that surrounds the topic of budgeting.

2.1. [bookmark: _Toc513126231][bookmark: _Toc514039515]Background to Budgeting

In its most basic form, a budget is a quantifiable expression of a plan for a predetermined period of time that can serve to both control costs and estimate incomes and in doing so aid in meeting the objectives of that particular plan (CIMA, 2007). 

The use and implementation of budgeting began in the 1920’s where the tool was initially utilised within organisations as a means to manage costs and cash flows. By the 1960’s the process had developed so that it incorporated elements of performance measurement and estimation of future expenditure (CIMA, 2007). US organisations such Du Pont de Nemours and General Motors, Siemens in Germany and the French company Saint Gobain are recognised as the global pioneers of the management tool (Weber & Stefan, 2005).
Today Budgets are utilised by various types of organisations such as family groups, governments and businesses in order to help facilitate a given plan or objective through the means of quantifiable measures (CIMA, 2008).
In a commercial sense, budgets are used as a means of control in that they aid business managers in guiding the business in a particular direction which ultimately looks to help satisfy the organisational objectives over a given period of time (Bunce & Fraser, 1997).


2.2. [bookmark: _Toc513126232][bookmark: _Toc514039516]Budget Process and Application

The typical budgeting process as put forward by CIMA (1996) can be organised into four key steps; Initially the organisations objectives are identified and prioritised. This is followed by an assessment and quantification of both the financial and non-financial recourses available. The inputs and processes required to realise the set organisational objectives are then identified, quantified and prioritised in terms of their significance to achieving the overall objectives. The final step involves the allocation of proportions of the total resources needed to manage the identified inputs and processes necessary to meet the key organisational objectives. 
Figure 1 depicts the traditional budgeting process whereby, the organisations vision and objectives feed into its strategic plan and the subsequent resulting budget for that business period. The actual business operations are then measured against this budgetary plan and if the operation is within budget it is seen to be ‘keeping on track’ in terms of meeting those pre-set organisational objectives. Through this budget versus actual measurement process, the organisational hierarchy are able to implement control and give direction to the subordinate business units. Those subordinates that meet the objectives set out in the budget are rewarded and thus are incentivised to achieve budgetary compliance. 

[bookmark: _Toc513126904][bookmark: _Toc514002347][bookmark: _Toc514039613]Figure 2 - The Traditional Budget Model
[image: Screen%20Shot%202018-04-26%20at%2012.51.22.png]
Source: (Daum, 2001, p. 1)


2.3. [bookmark: _Toc513126233][bookmark: _Toc514039517]The Traditional Budget

According to de Waal (2005) the budget in its traditional form is considered to be one of the most important managerial tools as a means of business control in terms of strategy and direction, performance estimation and evaluation  supplemented through quantifiable measures and employee motivation aided through the formulation of measurable targets and objectives. 
The traditional budgeting process is typically associated with a top down approach where budgets are prepared and cascaded to the organisations sub departments by its central management and thus works well within hierarchical structures that promote vertical chains of command (Rothberg, 2011).
The origins of traditional budgeting and its approaches that are associated with control and hierarchy can be attributed to the business environment that developed during the industrial age where the need for top down control and an emphasis on cost management were paramount to organisational success (Hope & Fraser, 1997).

[bookmark: OLE_LINK1]Weber and Stefan (2005) assert that the budgeting process in its traditional from has three key benefits to organisations; budgets aid in forecasting the future developments of the organisation and its environment, help to promote coordination between an organisation sub divisions and additionally contribute to facilitating employee motivation. Research conducted by The ICAEW and CIMA (2004) found that an organisations primary benefit from the budgeting process can be attributed to its control element where the budget acts as anchor or starting point for all organisational direction and planning.

In terms of performance evaluation, traditional budgets help to facilitate this process through what can be described as ‘fixed performance contracts’ where targets are set at the beginning of a period and the performance of a sub-unit or perhaps an individual are judged on the results relative to the initial targets (Libby & Murray, 2007). This argument is supported by the research of Dugdale and Lyne (2010) who conducted surveys on financial managers working in variety of industries and found that over 95% of participants expressed that budgets were of great importance to performance evaluation within their organisations. 

This process of target setting at the beginning of a particular period subsequently feeds directly into another benefit of the traditional budget in that the process of trying to achieve those targets acts as a key motivator to an organisations employees, given that their performance is evaluated on the basis of the actual operational results compared to the set targets where financial rewards such as bonuses are common practice for achieving a set sales objective of perhaps keeping costs within the boundaries set out within the budget (Covaleski, et al., 2003).
In order to set challenging but additionally achievable targets for organisational output and performance the budgeting process must also be adequate at predicting the outcomes of future business periods.

From the research conducted, it is possible to argue that the budget in its traditional form has obvious organisational benefits that centre around controlling costs, setting performance targets which, in tern facilitate performance measurement and evaluation and additionally motivating employees so that they strive to meet the organisational objectives. These associated benefits are achieved through the communication of the organisations strategy which is cascaded to the organisations subordinates from its central managers in a clear quantifiable plan for the business period. As the objectives set out in the plan are measurable, performance can be evaluated easily and good performance rewarded on the basis of actuals compared with the budgeted targets.  

2.4. [bookmark: _Toc513126234][bookmark: _Toc514039518]Criticisms of the Traditional Budget 

Though there is ample literature which gives insight into the benefits and uses of budgeting, in more recent times, the budget in its traditional format has become subject to heavy and increasing criticism from both researchers and industry professionals alike (Bourne, 2004). Over the past decade or so, budgeting has become one of the most extensively researched topics within management accounting (Covaleski, et al., 2003) with researchers in general concluding that the traditional approach to budgeting has become redundant.

Arguably, the most widespread criticisms amongst researchers suggests that the traditional budget which was born out of the industrial age, no longer serves its purpose in a new business landscape where the need for innovation and dynamism are paramount to success. 

The works of Simons (1995) discusses in detail how in this changing business environment, the traditional management control systems such as the budget must look to incorporate a bottom up approach that looks to empower the lower level managers and thus foster innovation and an entrepreneurial spirit which in tern allows the organisation to gain a competitive edge. Simons (1995) argues that the traditional management control systems that are associated with top down, formalised strategic planning simply do not serve their purpose in this modern business environment. 

This criticism of the budget is one that is supported by the research of Hope and Fraser (1997), who have conducted extensive research into the traditional budgets proposed shortcomings. In their paper ‘Beyond budgeting breaking through the barrier to the 'third wave' (1997), they conclude that the need for top down planning, strict rigid controls on costs and centralised authority associated with business success in the industrial age have arguably become counter productive and somewhat redundant in a new age of communication where the business landscape has become increasingly fast paced and unpredictable. 
Further research conducted by Hope and Frasier put forward in their article entitled ‘Who Needs Budgets’ (2003), contends that the budget in its traditional form should be completely abolished and that the outdated, hierarchical and centralised approaches that encompass the top down traditional budget practices are simply not nimble enough to make the necessary adjustments needed to prosper in the contemporary market conditions.
Hope and Fraser (2003) go on to argue that organisations that adopt a non-budget approach are not judged on their performance in relation to pre-set outdated financial targets but more so are compared with their peers and against their immediate competitors which subsequently sets ‘world class’ benchmarks and as such the business units become more entrepreneurial, motivated and adaptive to external changes.

Further Critics of the traditional budget include Ekholm and Wallin (2000), who much like Hope and Fraser, argue that the budget is too rigid and incapable of meeting the demands of the modern business environment. Research conducted by the Cranfield School of Management found that 80% of companies were unhappy with their budgeting and planning process (Naude, 2007). The research concluded that managers found the budgeting process was far too time consuming to produce, was too reactive and inflexible and that it focused far too much on cost reduction rather than value creation. 

 The study conducted by Neely, et al., (2003) entitled ‘Better budgeting or Beyond budgeting?’ carried out an extensive academic and practitioner literature review of the topic and additionally interviewed a selection of 15 companies regarded as the ‘best practitioners’ within the field of performance management. From this detailed study the researchers were able to formulate a comprehensive series of findings associated with the shortfalls of traditional budgeting which they categorised into how the practice impacted upon the organisations competitive strategy, business process and organisational capability as shown in figure 2.

[bookmark: _Toc513126905][bookmark: _Toc514002348][bookmark: _Toc514039614]Figure 3 - Budgeting Shortfalls
[image: Screen%20Shot%202018-04-29%20at%2012.30.36.png] 
Source: (Neely, et al., 2003)

The research conducted by Neely, et al., (2003) concludes that overall, the budget in its traditional form, adds limited value to the management of business and adds that they are too time consuming, they encourage gaming behaviour and they promote an inward-looking, short-term culture that focuses on achieving a budget figure, rather than on delivering on the organisational objectives and creating shareholder value over the long-term. 

These findings put forward by researchers such as (Bourne, 2004), Simons (1995) Hope and Fraser (1997) (2003), Ekholm and Wallin (2000) and Neely, et al., (2003) serve to give a contradictory argument to those put forward by the advocates of the traditional budgeting approach such as those associated with the budget being a key motivator, evaluator and controller of costs. 
As a result of this heavy criticism associated with the traditional approach, the relatively newer approaches to the practice such as the ‘better budgeting’ and ‘beyond budgeting’ approaches have emerged and gathered weight amongst both academics and practitioners alike who would argue that they are indeed far more suited to this modern business environment with its unpredictability and need for flexible, innovative control systems.

2.5. [bookmark: _Toc513126235][bookmark: _Toc514039519]Better Budgeting 

One approach that managers have adopted to combat the perceived shortfalls of the traditional approach to budgeting is the better budgeting approach. The research of Neely, et al., (2003) has uncovered five principal approaches to better budgeting; activity based budgeting, zero based budgeting, value based management, profit planning and rolling budgets and forecasts. Figure 4 gives a brief insight into these differing better budgeting approaches.





[bookmark: _Toc513126906][bookmark: _Toc514002349][bookmark: _Toc514039615]Figure 4 - Better Budgeting Techniques
[image: Screen%20Shot%202018-04-29%20at%2014.09.48.png]
Source: (Neely, et al., 2003)

2.5.1. [bookmark: _Toc513126236][bookmark: _Toc514039520] Activity Based Budgeting

According to Holtkamp (2018), this better budgeting approach focuses on all the activities of a business unit rather than simply looking at the products they produce and as such the corporate recourses, activities and costs are allocated to an activity centre and cost driver. This approach focuses on two elements; the external market strategy element and the internal operational element of the organisation.
The market element determines the expected volumes and prices of the products produced and the operational element determines the available capacity for providing those products. On this basis of both internal and external strategies the organisation is is able to provide a budget and allocate recourses (Connolly & Ashworth, 1994).

2.5.2. [bookmark: _Toc513126237][bookmark: _Toc514039521] Zero Based Budgeting

This adaptation on the traditional approach does not rely on historical data such as the previous years budget and is instead put together on the basis of clearly defined and reasonable outputs, relying on precise calculations of the costs of obtaining those outputs (Shinn & Sturgeon, 1990).

2.5.3. [bookmark: _Toc513126238][bookmark: _Toc514039522]Value Based Management

The value based technique is adapted to focus more so on the justification of recourse allocation based on the long term value of the particular opportunity concerned and as such looks to consider the shareholder value that each project stands to offer (Neely, et al., 2003).

2.5.4. [bookmark: _Toc513126239][bookmark: _Toc514039523]Profit Planning

This technique shares many similarities with that of the traditional approach except that it considers the profit centres of the organisation and builds profit plans the focus on both short and long term strategy giving an estimate on expected revenues and expenses which in turn justify investment (Holtkamp, 2018).

2.5.5. [bookmark: _Toc513126240][bookmark: _Toc514039524]Rolling Budgets and Forecasts

This approach which is arguably the most widely used better budgeting technique (Neely, et al., 2003), looks to incorporate rolling forecasts as a means to combat the criticisms associated with the overly rigid, static structure of the traditional approach. The rolling forecast provides the necessary navigation insight needed to adapt quickly and react to the unstable highly competitive business environment and in doing so generate shareholder value both in the long and short term (Zeller & Metzger, 2013). Rather than relying on the potentially outdated information put forward in a traditional budget, the rolling budget or forecast utilises current data and analysis and as such produces a continually updated horizon for managers to strive towards which allows the organisation to better allocate its recourses (Zeller & Metzger, 2013).

2.6. [bookmark: _Toc513126241][bookmark: _Toc514039525]Criticisms of Better Budgeting Techniques

Though there is evidence to suggest that each of these slight variations of the traditional approach offer their own specific advantages, there is additionally arguments to suggest that they too have their own associated disadvantages. 

The extensive literature review conducted by Neely, et al., (2003) gives insight into these disadvantages and asserts that in the main all of these variations share too many similarities with that of the traditional approach. Whilst the activity and zero based approaches arguably offer greater focus and accuracy to the budgeting outputs, they additionally tend to take even more time and recourses to produce. The value based and and profit planning approaches appear to be more theory based and as such remain relatively untested. 
The rolling forecasts approach is perhaps the most widely used and arguably has the greatest potential, however as it still shares many similarities with that of the traditional approach there are arguments to suggest that many of the perceived shortfalls are still applicable. The overriding conclusion throughout the literature review conducted by Neely, et al., (2003) suggests that whilst there are advantages associated with each technique, none however, provide a complete solution.

2.7. [bookmark: _Toc513126242][bookmark: _Toc514039526]Beyond Budgeting 

There are numerous criticisms of both the traditional approach to budgeting and its so called ‘better’ adaptations which have been discussed throughout this literature review. These proposed shortfalls have given rise to a growing argument that the budget in any form should be completely removed as a management control system and instead a ‘beyond budgeting’ system should be implemented in its place. 

Researchers such as Hope and Fraser (2003) have long been advocates of this beyond budgeting approach and argue that by completely abolishing the budget, organisations are able to transform from centralised hierarchies into devolved networks that allow for nimble adjustments to these somewhat newer market conditions. Norkowski (2012) describes the beyond budgeting approach as an adaptive process of control catalysed by principles of radical decentralisation whereby the business operation is driven from the bottom up rather than the top down. The result of implementing this decentralised control system is a highly flexible organisational structure with self empowered subordinates that contributes to fostering innovation and dynamism and thus creates an organisation far better at meeting the demands of the fast paced unpredictable business environment (de Waal, 2005).
Hope and Fraser (2003), assert that with this beyond budgeting approach, unit managers are responsible for setting their own targets and their performance is evaluated on the basis of competitor results rather than outdated historical data. In such a system, the market becomes the true determining factor and thus delivering customer value becomes the most important driver.

Bogsnes (2016) is another key advocate for the beyond budgeting approach. In his book entitled ‘Implementing Beyond Budgeting: Unlocking the Performance Potential’ he reiterates the early criticisms of the traditional approach and supports the argument that the traditional budget is no longer capable of meeting the demands of the modern business environment. Bogsnes (2016) argues that through implementing a beyond budgeting control system, the organisation is able to focus on creating long term value rather then simply focusing on the narrow scope of achieving an incremental gain on a previous years budget.

The Beyond Budgeting Institute, who are recognised as global experts on the beyond budgeting approach and offer consulting services to organisations looking to implement this relatively new system  (Beyond Budgeting Institute, 2017) describe the beyond budgeting approach as a management model that is more empowered, adaptive and beyond that of the traditional command and control model (Beyond Budgeting Institute, 2017). Drawing from their experience in helping organisations to successfully implement a beyond budgeting approach they have summarised the process into six leadership principles and likewise six management processes as shown in figure 5.


[bookmark: _Toc513126907][bookmark: _Toc514002350][bookmark: _Toc514039616]Figure 5 - Beyond Budgeting Adaptive Management Model
[image: Screen%20Shot%202018-04-30%20at%2017.12.06.png]
Source: (Beyond Budgeting Institute, 2016)


2.7.1. [bookmark: _Toc513126243][bookmark: _Toc514039527]Beyond Budgeting in Practice

There are a growing number of organisations that have looked to implement a beyond budgeting approach many of which have experienced an improved overall performance output. 

2.7.1.1. Park Nicollet

The senior management of the US healthcare company Park Nicollet, decided to abandon the companies traditional approach to budgeting in favour of the beyond approach and published the results of the transition. The publication (2006) describes how prior to the transition the company was experiencing issues associated with an overly time consuming process that produced out of date information and fostered an organisational culture that focused exclusively on financial outputs rather than operational requirements and genuine value creation. Additional issues included frequent gaming behaviour and budget manipulation all of which hindered the company’s performance. The publication describes how, after implementing a beyond budgeting approach, the company was able to unleash the creativity of its people to do their ‘best work’. By eradicating a four-month budget preparation process that resulted in a static one-year look ahead, the company was able to focus on a solid six-quarter forecast built on concrete action plans and has subsequently seen a marked improvement in terms of operational performance.

2.7.1.2. Svenska Handelsbanken 

Svenska Handelsbanken an international bank with over 500 branches operating in Scandinavia and the UK has implemented a beyond budgeting approach since the early 1970’s and has since outcompeted its competitors on nearly every measure including return on equity, total share return, earnings per share, cost-to-income ratio and customer satisfaction (Hope & Fraser, 2003). As part of this beyond budgeting approach the bank underwent a radical decentralisation process where individual branches were made responsible for their own marketing campaigns, operational decisions and target setting (Libby & Murray, 2007).
The result of this beyond budgeting culture was a highly empowered team that became focused on customer satisfaction and profit maximisation and took ownership and accountability of their own ‘profit centres’ with great levels of success (Hope & Fraser, 2003).

2.7.2. [bookmark: _Toc513126244][bookmark: _Toc514039528]Lack of Participation 

The literature associated with the beyond budgeting approach gives insight into its arguably favourable advantages to organisations operating within the contemporary business landscape and portrays the approach as being an ultimate solution to the previously discussed criticisms of the traditional approach and its subsequent adaptations.

Research conducted by Hudson (2012) however, points to the fact the traditional budget is still far more widespread within organisations than the beyond approach despite the traditional approaches prominent and widely accepted criticisms. Hudson (2012) argues that this lack of adoption is in main, due to a deeply rooted organisational culture that is comfortable with the traditional budgeting approach. The research found that whilst many organisations had adopted elements of the beyond approach, these were built in and around the traditional annual budget. This retention of the traditional annual budget was found to be caused by regulatory and stakeholder pressures which obliges organisations to compile annual budgets in additional to both financial and non-financial managers being at relative ease in terms of working with and understanding the traditional budgeting process.

Research conducted by Dugdale and Lyne (2006) supports this argument that the traditional approach is still the most widely adopted approach. The research which involved surveying managers from 40 companies in the UK found that the traditional budget was still a key tool used to aid organisations co-ordinate, control and motivate. Further research carried out by Libby and Murray (2010) who conducted more than 500 surveys with senior managers of US and Canadian based companies found that budgeting systems continue to play a key role in firms controls systems and that the majority of organisations had no plans to abandon the practice.

2.8. [bookmark: _Toc513126245][bookmark: _Toc514039529]The entertainment industry 

The entertainment Industry is vast and diverse, encompassing a significant number of competing products and services (Moss, 2009). This highly competitive industry is one that has undergone an extensive evolutionary journey, and its evolution has been accelerated even more so in recent times due to the rise and prominence of new technologies and innovations, both of which have contributed to major shifts in consumer trends within the industry (Moss, 2009).
Evans (2009) argues that consumers have a limit on the amount of time they are able allocate to engaging in entertainment and in such a saturated market, in order for one segment to grow another segment must decline.
The entertainment industry is of particular interest within this research because not only is it highly competitive but additionally it is highly reactive to shifts in consumer trends, new technologies and innovations all of which have the potential to create turbulence and unpredictability within the market. 
Given that the budget in its traditional sense is concerned with prediction and estimation it is possible to argue that stable, predictable markets with an element of certainty are more suited to its functionality which is in complete contrast with scenario found in the entertainment industry.
Given the extensive coverage of research obtained in relation to the beyond approach it may be possible to argue that its decentralised, innovative characteristics would provide a far better control system needed to meet the unpredictable, competitive nature that the entertainment industry arguably promotes.

One piece of evidence that gives substance to the argument that the entertainment industry is particularly fast paced and reactive to shifts in consumer trends is the demise of the video rental company Blockbuster. After failing to adapt to the new consumer trend of digital video which saw the birth of companies such as Netflix, Blockbuster quickly became bankrupt in 2010 whilst the digital subscription companies such as Netflix grew to become billion dollar companies (Satell, 2014).

There is limited academic literature which looks into the budgeting approaches adopted by organisations operating within the entertainment industry and this factor ties directly into the underpinning rationale for completing this dissertation study.

2.9. [bookmark: _Toc513126246][bookmark: _Toc514039530]Conclusion 

The current research and theories associated with budgeting give clear evidence to suggest that fundamentally organisational budgets, when reduced to their origins are implemented in order to supplement an organisations key objectives, whether that be in terms of revenue maximisation or cost management and control. The theory additionally gives insight into the further organisational uses for budgets such as performance measurement and as a tool for facilitating employee motivation. 

However, the more recent research that surrounds the topic, questions whether the budget in its traditional form can still deliver on its fundamental uses, with extensive research suggesting that in todays unpredictable markets the traditional budget is in fact counter productive and can arguably hinder an organisation in meeting its key objectives, especially those associated with longer term goals and wealth creation.

As such, the relatively newer concepts of ‘better budgeting’ and ‘beyond budgeting’ have come into play and serve as alternative options to the traditional approach and its associated criticisms. These alternative adaptations however, have arguably been minimal in terms of their adoption within industry and the traditional approach remains the dominant control tool despite its widely recognised floors.  



3.0. [bookmark: _Toc513126247][bookmark: _Toc514039531]Chapter 3 – Methodology 

Chapter 3 will outline the intended research strategy, data collection methods and the proposed data collection techniques that will be utilised within this dissertation study that ultimately look to satisfy the stated research objectives below:

· Investigate the budgeting approaches utilised within the entertainment industry and evaluate their effectiveness on the bases of performance measurement, cost control and employee motivation.

3.1. [bookmark: _Toc513126248][bookmark: _Toc514039532]Research Definition and the Research Onion

Research can be defined as an enquiry process which is both highly organised and systematic and follows a logical pathway using empirical information in order to explore a proposed question or test hypotheses (Punch, 2016). Research is conducted in order to satisfy a problem and is done so objectively by the collection of data and facts which provide evidence in solving the researchers initial problem (Ariola, 2006). One universal approach to the formulation of an effective research strategy was developed by Saunders, et al., (2007) entitled ‘The Research Onion’ as depicted in figure 5.
[bookmark: _Toc513126908][bookmark: _Toc514002351]
[bookmark: _Toc514039617]Figure 6 - The Research Onion
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Source: Saunders, et al., (2007)
As illustrated in Figure 6 The Research Onion is comprised of layers relating to a particular stage of research. By following these layers through to the centre section of the ‘Onion’  Saunders, et al., (2007) argues that a clear pathway for developing an effective research strategy can be achieved. In essence this strategy provides a best practice system for a research design that ultimately provides the researcher with the best possible data and analysis in order to satisfy the overall research question. 

For the purpose of this dissertation Study, a systematic pathway will be chosen using the layers depicted in figure 6 that will help develop a research design and methodology best suited for meeting the objectives set out in the overriding research question which aims to carry out a critical analysis of the budgeting techniques being utilised within the UK entertainment industry.

3.2. [bookmark: _Toc513126249][bookmark: _Toc514039533]Philosophy 

Saunders, et al., (2007) argues that the two main philosophies that make up the ontological framework are positivism and interpretivism. Positivism ideology assumes that reality exists independent of social and moral considerations where as the interpretivism ideology values these interpretations through placing significance on individual perception and how individuals arrive at particular conclusions. 
The Philosophy taken for the purpose of this research is in main interpretivism as in order to best meet the objectives set out in the research question a subjective approach will be applied through the utilisation of qualitative data to analyse and interpret opinions on the chosen research topic. However, there will additionally be elements of the Positivism philosophy incorporated specifically when looking to further explore the affects of budgeting techniques as a motivational tool. This objective approach to the research will ultimately provide a hard quantitative alternative to the rich, subjective data collected as part of the interpretivism philosophy. This positivism element to the research philosophy will look to build on the findings obtained from the qualitative data analysis, specifically those associated with motivation by focusing on factual results rather than the interpretation of opinions. As both interpretivism and elements of positivism will be incorporated within the research philosophy it may be more applicable to categorise the overall philosophy as pragmatism.
3.3. [bookmark: _Toc513126250][bookmark: _Toc514039534]Research Approach

According to Ritchie, et al., (2013) the deductive approach to research is a theory based logical process for generating hypothesis which is in contrast to the inductive approach where the researcher looks for patterns and associations derived from observations of the world. 
The research conducted for the purpose of satisfying the proposed objectives will follow a deductive approach where the pre-existing theories that surround budgeting will be developed and tested within the entertainment industry and hypothesis will be made based on these findings. This approach is one where the theory guides the research rather than the theory being a product of research as depicted in figure 7.

[bookmark: _Toc513126909][bookmark: _Toc514002352][bookmark: _Toc514039618]Figure 7 - The Process of Deduction
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Source: Bryman and Bell (2015).

Chapter two provided a detailed review of the current literature associated with corporate budgeting approaches. Using a deductive approach when carrying out the research will allow the researcher to draw on the themes that were made apparent throughout chapter two and subsequently feed these themes and theories directly into the data collection strategies. By utilising a deductive approach, the researcher can then look to either confirm or reject those themes and theories against the analysis obtained from the primary data collected. 

3.4. [bookmark: _Toc513126251][bookmark: _Toc514039535]Research Strategy and Method

According to Saunders, et al., (2007) the research strategy refers to how the researcher intends to carry out the research and by what means, in terms of the tools and techniques that are utilised to facilitate this process. As depicted in figure 6 there are five potential techniques put forward by Saunders, et al., (2007) for the collection of primary data. 
This dissertation study will look to utilise surveys in the form of a questionnaire, a group interview and in addition an evaluative study of a budget report and the subsequent findings incorporated into the analysis. 
According to Bryman and Bell (2015) surveys are typically associated with the collection of quantitative data and are used as means to collect large quantities of soft data for use in statistical analysis. This type of survey will be utilised in order to gain statistical, objective information (in line with the positivism philosophy) on the effectiveness of budgeting within the entrainment industry and will primarily be deployed in analysing the effectiveness of the the budgets capability to deliver on employee motivation.
A qualitative approach will additionally be utilised in the form of a group interview providing a hard, rich alternative to the quantitative research data and subsequent analysis. This rich data obtained from the group interview will account for the majority of the collected data and subsequently make up the bulk of the analysis. A third perspective will additionally be gained from the review of budgetary statements which will aim to compare the budgets and actuals of the entertainment based company Vue Entertainment. The conclusions of which will aid the researcher in scrutinising the effectiveness of the budgeting process in terms of performance measurement and estimation.

The research conducted will commence with a group interview of two managers working within the entertainment based company Vue Entertainment. The themes and opinions obtained from the resulting qualitative data will then be further explored and analysed from a quantitative standpoint through analysis gained from questionnaires aimed at lower level employees working for the entertainment based company. Both the qualitative and quantitative results will then be compared for a greater detailed analysis. 
Both the qualitative and quantitative data techniques coupled with the review of the organisations budgeting reports will allow for a mixed methods triangulation design to the research methodology.

3.4.1. [bookmark: _Toc514039536]Group Interview
  
According to O'Gorman & MacIntosh (2015), the strengths that are associated with interviews, centre around the techniques ability to provide rich information that can explore previously unknown themes. The group interview conducted in this research will take on a semi-structured design which will benefit the researcher in that the questions will be prepared in advance so as to ensure the critical points are covered whilst still allowing the participants to retain freedom and flexibility to express their own opinions (O'Gorman & MacIntosh, 2015). Through this semi-structured interview process, a greater level of reliability and the scope for comparability can be obtained.
As this will be a group interview involving two participants, the researcher aims to further benefit from obtaining rich data associated with the participants comparable experiences where the two participants interaction will hopefully enhance the prospect of the views (O'Gorman & MacIntosh, 2015).

3.4.2. [bookmark: _Toc514039537]Questionnaires 

The Questionnaire data collection method in this research will provide a quantitative alternative to the group interview data and will provide an efficient way of collecting responses from a larger sample through collecting responses to the same set of closed questions from at least 100 lower level employees working for Vue Entertainment (Saunders, et al., 2012). The questionnaire survey will be advantages to this research study because it it will build on the themes obtained from the group interview and subsequently add an easily quantifiable, repeatable element to the analysis (O'Gorman & MacIntosh, 2015), when drawing conclusions associated with the budget as a key employee motivator.

3.4.3. [bookmark: _Toc514039538]Evaluative Study 

The Final piece of research conducted will be an evaluative study of one of Vue’s sub-divisional budgets. This evaluation will compare budget figures with actuals to give an objective resolution as to the effectiveness of Vue’s budget techniques as a tool for estimation and measurement. 

3.4.4. [bookmark: _Toc514039539]Triangulation Research Design

By incorporating the above differing data collection methods, the research will benefit from the utilisation of this mixed method, triangulation design. This particular design strategy will add value to the research by obtaining varying but in addition complimentary data on the budgeting techniques used within the entertainment industry and thus gain better insight in understanding the research question (Morse, 1991). This triangulation design will aid the researcher in comparing and contrasting both qualitative and quantitative findings (Castro, et al., 2010).

3.5. [bookmark: _Toc513126252][bookmark: _Toc514039540]Sample

Due to constraints such as those associated time and costs, and the fact that most populations are impractical in terms of their size, most researchers seek to conduct their research on a sample population (Saunders, et al., 2007). Researchers should seek to construct a sample that can best represent the wider population and therefore act as a microcosm to increase both the reliability and validity of the data collected (Bryman & Bell, 2015). 

There are a number of variations in the types of samples that can be obtained however, for the purpose of this research a convenient sample will be utilised. A convenient Sample is a non-random population sample where the governing rules that bind it are reduced for the purpose of greater convenience and as such the relative costs and time constraints that are associated with other sample types are reduced (Fink, 2003). Due to the time and cost limitations associated with this dissertation study and because of the specific population segment needed (Employees working within the entertainment industry) a convenient sample will be utilised in order to best satisfy the overall objectives whilst additionally taking into account the limitations associated with a lack of recourses.

3.6. [bookmark: _Toc498972538][bookmark: _Toc513126253][bookmark: _Toc514039541]Data Collection Methods and Analysis 

This study will look to implement a mixed-methods triangulation design where interviews, questionnaires and the review of budgetary reports will provide a varied data and analysis on the use of budgeting within the entertainment industry. By adopting this triangulation design the pre-existing theories associated with budgeting can be tested and compared with the data collected using multiple techniques in the hope that the outcomes will either compliment or contrast from one another and provide a more insightful discussion and meaningful analysis. 
[bookmark: _Toc498972539]The data analysis technique proposed in this study will share similarities with that of the confirmatory data analysis in that the data obtained from the research will be compared with that of the pre-existing findings and theories related to budgeting (Hoaglin, 2003).

3.7. [bookmark: _Toc513126254][bookmark: _Toc514039542][bookmark: _Toc498972540]Limitations and Ethical Considerations

3.7.1. [bookmark: _Toc513126255][bookmark: _Toc514039543]Resource limitations  

Due to the relatively limited time and lack of recourses available in terms of finances the extent of the research conducted will be hindered to some degree. A direct consequence of this lack of recourses is evident in the proposed convenient sample type where there is a risk that the sample will not be a true and fair reflection of the wider population. As such it may be possible to question both the reliability and validity of the conclusions formulated.

3.7.2. [bookmark: _Toc498972541][bookmark: _Toc513126256][bookmark: _Toc514039544]Ethical Considerations

According to Rodgers (1987) the scrutiny on ethical considerations in research has dramatically increased since the early 1940’s due to a number of high profile malpractice cases. Ethics has become increasingly significant to conducting effective and meaningful research and must consider the protection of human participants, the participants consent to take part, the capacity of the participant in terms of their competence in taking part, clear communication of information and the voluntariness of participants (Sage Publications, 2007). 
All research conducted as part of this study will follow stringent ethical regulations which are supported by an ethics document shown in appendix 1.
Before conducting the research all participant will be made fully aware of the details of the research, its purpose and its underlying aims and objectives. All participants taking part in the study will not be younger than 18 years of age and as such will be legally capable of providing their own consent to take part in the research study. Confidentially of both participant information and that of the information within the study will uphold and adhere to the strict confidentiality regulations as outlined in the accompanying ethics forms shown in appendices 1, 2 and 5 respectively.

The confidentiality of the participants involved in this particular study is not only important from an ethical standpoint but in addition may bring into question the validity of the collected data. 
In order to answer the research question, an insight into Vue’s employee’s opinions on the company’s budgeting techniques is required, which may result in employees being critical of the company’s approach and in turn could create a conflict between the two parties. As such, the confidentiality of participants will arguably lend further credibility to the resulting data as participants can express their opinions with greater freedom in the knowledge that those opinions cannot be tied back to any particular employee.


3.8. [bookmark: _Toc498972542][bookmark: _Toc513126257][bookmark: _Toc514039545]Reliability and Validity

Both reliability and validity are of significant importance to the process and subsequent outcomes of research because they refer to how well the research has been able to meet the objectives as well as the credibility of the findings (Kirk & Miller, 1986). Reliability is concerned with the repeatability of the findings where as Validity is concerned with the accuracy of what the findings represent.
It is important for this research to consider the threats to the reliability and validity of the findings through trying limit error and bias in the results and additionally asserting that the correct research design and methodology is in place to best satisfy the objectives of the research question.
As a means to try and combat potential reliability issues associated with the repeatability of the research obtained, all research questions and their subsequent findings will be available to academics looking to carry out a similar study. An example survey questionnaire and the transcript of the group interview can be found in appendix 6 and 4 respectively.








[bookmark: _Toc513126259]

4.0. [bookmark: _Toc514039546]Chapter 4 – Data Analysis

4.1. [bookmark: _Toc513126260][bookmark: _Toc514039547]Introduction

This chapter intends to gain a resolution to the second objective of this dissertation study stated below:

· Investigate the budgeting approaches utilised within the entertainment industry and evaluate their effectiveness on the bases of performance measurement, cost control and employee motivation.

As discussed in chapter 3, the research conducted used a deductive approach in that the hypothesis used to construct the research collection methods was a product of the overriding themes and theories that presented themselves throughout the literature review. 

The main themes that were made apparent from the literature review are shown below:

· Corporate budgets are used to control and guide the organisation in line with that of its key organisational objectives. Budgets are used as organisational tools for facilitating performance prediction and evaluation, employee motivation, organisational co-ordination and for controlling costs (de Waal, 2005), (Weber & Stefan, 2005), (Libby & Murray, 2007), (Dugdale & Lyne, 2010).
· Traditional Budgets are arguably incapable of meeting the demands of the modern business environment as they are too static and use ‘out-of-date’ data. Traditional budgets focus on cost reduction rather than value creation, promote gaming behaviour, are overly time consuming and add little value to the modern organisation (Hope & Fraser, (1997), (2003)), (Ekholm & Wallin, 2000), (Neely, et al., 2003).
· Adaptations of the traditional approach to budgeting have been developed, namely the ‘better budgeting’ approaches which serve to combat some of the associated criticisms of the traditional approach. However, these adaptations are arguably still too similar to the traditional approach and as such do not solve the previously stated issues (Neely, et al., 2003).
· A ‘beyond budgeting approach’ is arguably far better suited to meeting the demands of the fast paced, unpredictable modern business markets (Hope & Fraser, 2003), (Bogsnes, 2016). However, critics argue that adoption of this approach is still relatively low within industry and that the traditional approaches are still dominant (Hudson, 2012), (Libby & Murray, 2010), (Dugdale & Lyne, 2006).

This summary of theories gained from previous studies that surround the budgeting topic, coupled with the aim to best answer the research questions and the primary objectives were utilised within the makeup of the research questions put forward in both the questionnaires and the group interview.
Using a deductive approach, the data obtained was then used to either confirm or reject the above themes and subsequently gain a resolution to the research objective stated above.

The critical analysis of the data was based on mixed method, triangulation, data collection methods which commenced with a group interview of managers working for the entertainment based company Vue Entertainment. This was followed by a questionnaire completed by 100 lower level employees of the same company which added a quantitative perspective to the analysis and looked to expand on certain themes that became apparent from the analysis of the group interview. Finally, a sample of the company’s budgetary documents were analysed to compare budgets with actuals with the aim of contributing an additional objective perspective to the analysis. This mixed method, triangulation approach to the research design allowed for greater detailed analysis where all three differing perspectives were compared against one another to either confirm or dispute the evolution of themes the were made apparent throughout the research.



4.2. [bookmark: _Toc513126261][bookmark: _Toc514039548]Main Findings

4.2.1. [bookmark: _Toc513126262][bookmark: _Toc514039549]Group Interview Analysis

The group interview took place at a Vue entertainment site and involved a semi-structured interview process between the interviewer and two lower level managers working for the entertainment based company. The interview which lasted for approximately 45 minuets consisted of several open ended questions which aided the research through the benefit of free flowing interactions between both the interviewer and the two participants, as well as the interactions between the two participants themselves.
The personal information of both participants has been removed from the data in keeping with the confidentiality aspect of the ethics forms shown in appendix 1 and 2.

4.2.1.1. Performance Measurement and Evaluation

The group interview provided clear evidences throughout, of Vue’s use of budget techniques and how this is clearly used by senior management to control the organisation through setting objectives to their site managers in terms of budgeted targets and expectations. The company’s sub-divisional performance and relative success is then measured on the basis of achieving these targets or not as evidenced below:

‘Our performance is measured based on all the targets we have already discussed. So things like cost controls on payroll, customer service, our weekly sales targets, admits targets and then the KPI’s like SPP (spend per person), Hit Rate and so on. Obviously if we don’t hit these targets over the year then we haven’t achieved what we wanted for that year and this also affects our yearly bonus.’ (Participant 1)

One theme that became apparent throughout the group interview was that predicting or forecasting for future performance of Vue Entertainment was extremely difficult, especially when trying to predict a year in advance as evidenced from the below commentary:

‘Ye we have an annual budget but to be honest those targets are never accurate because its based on the predictions of how well films will do and that’s obviously pretty difficult to predict.’ (Participant 1)

Yes, like I said earlier, its very difficult to predict how well a particular film is going to do and with things such as the unpredictability of the weather which has a massive impact, the yearly budget for admission is very rarely accurate and this influences a number of other yearly targets such as the sites profit and so on. Also with KPI’s such as SPP which is highly reactive to the audience type, again its very difficult to predict. So the yearly budget for these often has a discrepancy to the actual because the budget is calculated on an incremental increase on the previous year which may have had a very different audience type.’ (Participant 1)

‘Yes, I agree, the annual budget for admissions based budgets are often inaccurate.’ (Participant 2)

‘Ye, as we’ve already said, id say its very difficult to predict the admits and then everything is linked so I think its very difficult to predict the key measures, especially a year ahead. I mean, there’s no way to predict if it will be raining on a particular week in say 6 months’ time and obviously in our industry the weather has such a big impact on performance.’ (Participant 1)

‘Id say we compete with big sporting events and TV. And then obviously we can’t really control what films are being made, so if there’s nothing really out, like at the moment, as you saw earlier we are completely dead (referring to the lack of customers). With our site being in Wales I find that international rugby really impacts us especially if Wales are playing.’ (Participant 2)

From this evidence it is possible to argue that Vue Entertainment gauge their organisational success and predict future performance using an annual budget that often uses inaccurate data resulting in large discrepancies between the expectations and the results of a particular business period. The Interview evidence clearly shows how unstable the entertainment market is where factors such as the weather and high substitute competition such as in this case; television and sporting events have a huge impact on the performance of the organisation. As such, and based on the evidence obtained from the interviews it is possible to argue that in such an industry, the annual budget does not offer much value to the organisation in terms of predicting future outcomes and as a measurer of organisational performance because it is simply too static and out-of-date. This finding has residence with the arguments put forward in the literature review from researchers such as Hope and Fraser, (1997), (2003), Ekholm and Wallin (2000) and Neely, et al., (2003), who argue that the traditional budget is in-capable of meeting the demands of the modern business environment.

Vue however, seem to be aware of these associated shortcomings in terms of prediction and measurement and as such have implemented weekly rolling forecasts for their admissions budget, as evidenced by the below commentary. By incorporating rolling forecasts Vue is able to gain far more accurate predictions and this finding obtained from the interview has similarities with the views put forward by Zeller and Metzger (2013) who contend that the rolling forecast provides the necessary navigation insight needed to adapt quickly and react to the unstable highly competitive business environment.

‘So we have the yearly budget which is normally a slight improvement on the previous year which gives a base to work from and then we get quarterly rolling forecasts which adjust that budget to take into account any variances. And then each week we get a fresh forecast for admission and allowed payroll which is much more accurate because it takes into account things like pre-sales for tickets, the weather, how well a particular film is doing.’ (Participant 1)

This combination of both an annual traditional budget as well as incorporating rolling forecasts is a budgeting technique which was described in the literature review by Hudson (2012) , where an element of a ‘better’ or ‘beyond’ budgeting approach runs alongside the more traditional annual budget. Neely, et al., (2003) argues that whilst there are benefits to this approach, the traditional issues are still apparent and as such the value this approach adds is still brought into question. From the evidence obtained in the interview however, it would appear that this combined approach works quiet well for Vue Entertainment in relation to estimation and measurement as the annual budget provides a starting point and the subsequent rolling forecast eliminate the inaccuracy issues that arise from operating within a clearly unpredictable, highly reactive market.

4.2.1.2. Costs Control

Vue Entertainment has a yearly budget for each sub divisions payroll allowances and this is broken down into weekly budgets that are calculated using an admissions based ratio where a greater number of admission will allow for greater payroll spend. The evidence provided in the interview shows how this weekly approach works well for the organisation in terms of controlling how much each sub division spends on wages as evidenced by the below commentary:

‘Right ok, well I suppose having the admissions forecast on a weekly basis helps us to reduce the payroll costs of our site because we have to make sure we don’t overspend on payroll in relation to the admissions. So that helps us stay profitable.’ (Participant 1)

‘Ye I think Chris (P2) is right, it definitely helps us manage our payroll costs (in reference to the weekly forecasts).’ (Participant 2)

This evidence shows how Vue entertainment utilise their budgeting technique as a means to control how much the company spends on payroll by having a clear, top-down command to limit and subsequently reduce the overall operating costs. This argument is one that is shared by advocates of the traditional budgeting approach such de Waal (2005) and Weber and Stefan (2005) who argue that the traditional budget is a key organisational tool for controlling costs. 
However, academics such as Neely, et al., (2003) have argued that this top-down control aspect to the traditional budget can potentially hinder organisational performance due to a focus on cost reduction rather than value creation. During the interview, there were some responses that could be portrayed as sharing this view evidenced by the below commentary:

‘Sometimes when we get really busy we can be quite stretched with our staffing levels and I would say that this leads to actually delivering a substandard of customer service and also causes a drop in our daily large food conversion sales.’ (Participant 1)

‘Right, so what your saying is, is that sometimes the budget for staffing hours is too low?’ (Interviewer)

‘Yes, exactly, we cannot increase the staffing levels because we would overspend on the budget for payroll for that week, even though our ability to deliver great customer service is hindered.’ (Participant 1)

‘I see. Chris (P2) do you agree with this?’ (Interviewer)

‘Yes, definitely, I think the weekly payroll budget at times is too restrictive which does lead to problems.’ (Participant 2)

‘Ok, so do you think this aspect of the budget means that at times you cannot deliver on the organisational objectives associated with delivering the best customer service?’ (Interviewer)

‘Yes.’ (Participant 2)

This extract from the interview may provide an argument to suggest that whilst Vue’s tight controls on payroll may help the organisation remain profitable in the short term, the consequence of this however, is arguably an additional restriction on the company’s ability to deliver an adequate level of customer service which, in the long-term could result in a loss of sales where potential returning customers decide to choose a competitor as a result of experiencing this sub-standard service. This potential issue with Vue’s budgetary process is one that is shared by the research Neely, et al., (2003) who contend that the traditional budget promotes an inward-looking, short-term culture that focuses on achieving a budget figure, rather than on delivering on the organisational objectives and creating shareholder value over the long-term. 

Another potential issue with Vue’s budgeting process as a means to control costs was made apparent by the below responses:

‘I think there have been cases where we’ve built up payroll hours over the course of a week because our admissions were higher than anticipated and then when we get to the end of the week we’ve re-invested those hours and have been very much over staffed just for the sake of using the budget. So I suppose that’s not really in the company’s best interest because in all honesty we didn’t really need to pay out those extra wages which goes directly against the company objectives to do with making a profit and reducing costs where possible.’ (Participant 1)

‘Ok, you said that you re-invested those extra hours just for the sake of using the budget, what’s the reason behind doing that?’ (Interviewer)

‘I suppose its because we know if we don’t use what’s given to us then there’s a good chance we’re going to lose it for next year. That’s kind of always in the back of my mind, so if were given a budget we always try and use it even if we don’t necessarily need it from an operational point of view.’ (Participant 1)

This extract from the interview suggests that as a result of Vue’s payroll budget, management are at times incurring greater costs than are operationally needed in order to combat the potential of a reduced budget in the following year which again has residence with Neely, et al., (2003) argument that the traditional budget creates a culture that is focused on a short-term narrow business scope rather than considering the wider-scope and  more long term benefits that are arguably of greater importance to the organisation in its entirety. 

The above evidence may additionally add weight to the criticisms put forward by Neely, et al., (2003) as shown in figure 2, that the traditional budget encourages ‘gaming’ and dysfunctional behaviour. The fact that management incur unnecessary costs just for the sake of spending their allowed budgets is a poignant example of such dysfunctional behaviour.

Furthermore, it is possible to argue that this interview extract serves to counter the argument put forward by de Waal (2005) that the traditional budget is a key control tool used for co-ordinating the overall organisational strategy and direction. Given that Vue has objectives that centre around profitability and cost reduction, it would seem that this dysfunctional behaviour brought on by the budget itself, directly conflicts with this key objective.  

4.2.1.3. Employee Motivation

The literature that surrounds the budgets use as an employee motivator suggests that in its traditional form, the top down cascade and communication of set targets and the evaluation of departmental performance based on those targets serves as a key motivator for employees to carry out their work in the best interest of the company and in line with the company’s key objectives (Covaleski, et al., 2003). This theory was arguably proved correct, based on the below findings from the interview:

‘Does seeking to achieve these targets such as sales and cost controls act as a motivator in terms of realising your organisations objectives?’ (Interviewer) 

‘I would say so. I mean I know I’m motivated to try and do as well as I can and I want to try and hit all the targets. I always look at how other sites are doing, like with the daily sales targets for food items. I like the competition, it definitely motivates me.’ (Participant 1)

‘Thanks, and what about you Chris (P2)?’ (Interviewer)

‘Yes, I think it does motivate me to try and achieve the targets which I suppose are relatable to the overall company objectives.’ (Participant 2)

This extract would suggest that Vue’s Budgeting techniques that include an annual traditional budget combined with rolling forecasts for admissions and payroll spend and daily expectations for food sales works well in terms of motivating the company’s employees to achieve those budgets and thus achieve the company’s overriding objectives. 

However, after further questioning on this particular aspect of the budget in terms of motivation, evidence was obtained to suggest that at times Vue’s budgeting approach actually promotes the opposite causing its employees to become demotivated as shown in the extract below:

‘what experiences have you had if any with a lack of motivation as a result of trying to achieve a budget?’ (Interviewer)

‘Id say an area that really demotivates me is when the company runs special incentives over peek business periods like holiday periods because what tends to happen is, the competition is based on a slight increase on last years Hit Rate and SPP which are really affected by the type of film. This actually happened a few weeks ago where our hit rate targets for the incentive were based on the same period last year plus a percent increase. The thing is the films for the period last year attracted a type of audience that resulted in us having a really great hit rate and this year its been mainly kids films where the audience don’t tend to spend much money and have very few concessions transactions. So the targets were basically impossible and that can be very demotivating. Especially when you see other sites who didn’t perform in the last year’s period being rewarded this year for last years’ poor performance.’ (Participant 2)
 
This response again criticises Vue’s traditional approach to budgeting, citing its inability to accurately predict future performance which in this case is a percentage increase on the previous year’s performance. This particular response however, shows how this inaccuracy can evoke demotivation amongst some of the company’s employees where the targets are described as ‘impossible’ and suggests that the resulting behaviour from these employees would likely be the opposite of what the company was looking to achieve by setting such an incentive.

Furthermore, the subsequent passage of commentary that lead on from this response again highlighted how Vue’s traditional, top down control, facilitated through the company’s budget technique actually encourages manipulation of the budget and dysfunctional behaviour amongst its lower level management as shown below:

‘I see, what do you mean by rewarded for last years’ poor performance?’ (Interviewer)

‘So because that site didn’t get very good results in the previous year they’ve basically set themselves up for an easy ride in the following year. Even if our site hugely outperforms them on hit rate and SPP, because they’ve shown improvement on their poor sales last year they get rewarded and we don’t get anything. Ill be honest, iv been tempted to purposefully aim to get poor result this year so that we can get the rewards next year.’ (Participant 2) 

The above three extracts suggest that whilst Vue’s budgeting approach may aid its subdivisions in general in terms of motivating them to achieve the company objectives, there are additional issues that stem from poor accuracy, resulting in unrealistic targets that foster demotivation and an incentive process based on last years’ performance that can potentially encourage dysfunctional behaviour. 

4.2.2. [bookmark: _Toc513126263][bookmark: _Toc514039550]Questionnaire Analysis  

Following on from the data and analysis collected from the group interview, additional data was obtained from a survey questionnaire that was distributed amongst a sample of 100 shop floor staff, employed at four different Vue cinema sites in the UK. The data collected from the questionnaire was beneficial to the research as it added a quantitative element to the analysis, specifically when looking to further critically evaluate the effectiveness of budgeting techniques as tool used for motivating employees working within the entertainment industry. This quantitative data was then compared with both the theories that were made apparent from the literature review and in addition the resulting themes obtained from the group interview analysis. A template of the questionnaire and its accompanying documents; an ethics form, letterhead and the subsequent results can be found in appendixes 1, 5, 6 and 7 respectively. 

4.2.2.1. Employee Motivation

The research data collected from the group interview gave a clear insight into Vue Entertainments use of budgeting techniques as a motivator for guiding its employees towards achieving particular targets such as weekly and daily sales targets. In general, the responses gained from the group interview indicated towards a positive outlook towards Vue’s use of budgeted targets as a means to motivate with both managers stating that the set targets were motivating in terms of achieving Vue’s organisational objectives. Both participants however, additionally provided insight into their feelings of demotivation as a direct result from, at times, being set what they believed to be ‘unrealistic’ or ‘impossible’ targets. These insights were further evaluated in the survey questionnaire.  

Question seven of the questionnaire asked participants to indicate to what degree they agreed with the below statement:

 ‘Daily, weekly and monthly sales targets help motivate me to achieve the company sales standards.’

The results were relatively conclusive with 82% of the 100 participants stating that they either tended to agree or agreed with the above statement as depicted in figure 8. 




[bookmark: _Toc514002353][bookmark: _Toc514039619]Figure 8 - Graph Showing the Relationship Between Sales Targets and Employee Motivation


This statistical evidence suggests that budgeted targets play a key role in motivating Vue’s employees to achieve a particular objective which in this case is sales output. This evidence confirms the views put forward in the group interview and adds further weight to the theory’s put forward by Covaleski, et al., (2003), Weber and Stefan (2005) and de Waal (2005). 

Further evidence obtained from the research questionnaire again, fairly conclusively, pointed positively towards the use of Vue’s budgeting approach as a motivational tool. In response to question eight, which asked participants whether they thought their personal sales performance would decline if the sales targets were removed; 77% of participants stated that they either agreed or tended to agree that the removal of sales targets would cause their sales performance to drop.
In addition, only 9% of participants tended to disagree and not a single participant fully disagreed as depicted in figure 9.


[bookmark: _Toc514002354][bookmark: _Toc514039620]Figure 9 - Graph Showing the relationship Between a Lack of Sales Targets and Perceived Sales Motivation


The results obtained from both questions seven and eight make a strong case for Vue’s ability to utilise its centrally created budgets and targets as a means to effectively motivate the company’s employees to achieve the organisational objectives which in this case is sales output. 

With regards to the second theme that became apparent from the analysis conducted on the group interview data; that some of Vue’s budgets were seen to be ‘unrealistic’ and this subsequently brought about feelings of demotivation and dysfunctional behaviour, participants were asked to express their level of agreement with the below two statements:

 ‘Some sales targets or incentives such as those issued over holiday periods are unrealistic and impossible to achieve.’ (Question 9)

‘If you were set a target that you felt was impossible to obtain, you would still try your best to get as close to achieving that target as possible.’ (Question 10)

The responses to question nine were in favour of agreeing with the statement that some targets were seen to be unrealistic with 67% of participants either agreeing or tending to agree. 21% of participants neither agreed nor disagreed and the remaining 12% tended to disagree as depicted in figure 10. 

[bookmark: _Toc514002355][bookmark: _Toc514039621]Figure 10 - Graph - Are Some Targets Unrealistic? (Participant Responses)


In response to question ten, 74% of participants stated that they either tended to disagree (48%) or disagreed (26%) that being set targets that were seen to be impossible to achieve would still motivate them. 13% neither agreed nor disagreed, 11% tended to agree and only 2% of participants fully agreed with the statement. 

Both sets of data responses to questions nine and ten of the questionnaire again confirmed the findings obtained from the group interview in that clearly, employees felt that some set sales targets issued by the entertainment based company Vue, were considered unrealistic and that the majority of these employees experienced demotivation by trying achieve what they considered to be ‘impossible’ targets.

These findings again point to the overriding issues associated with the traditional budgets incapability in terms of prediction within markets such as those associated with the entertainment industry. In this case Vue’s traditional top down approach to budgeting has resulted in producing targets that are at times considered unrealistic and impossible to achieve and as such, demotivate rather than motive employees to meet the organisational objectives.

4.2.2.1.1. Considered Variables 

The analysis additionally considered a number of variables such as those associated with the participants demographic and company background. These variables were chosen as further areas to consider as part of the analysis because they stand to add further meaningful comparisons of the collected data and additionally may influence the overall findings obtained in the research (Simpson, 2015).

4.2.2.1.2. Gender

[bookmark: _Toc514002356]Figures 11 and 12 shows the comparison of gender groups in relation to question seven of the survey questionnaire; sales budgets promote employee motivation.

[bookmark: _Toc514039622]Figure 11 - Male Responses to Targets Help Motivate


[bookmark: _Toc514002357]




[bookmark: _Toc514039623]Figure 12 - Female Responses to Targets Help Motivate


The above comparison shows how perhaps male employees working within the entertainment industry react better in terms of motivation levels to set sales budgets and targets with over half (52%) of male participants agreeing with the statement compared to just 18% of female participants. Although the percentages of both male and female employees were actually quiet similar when factoring in the ‘tend to agree’ response with combined male responses at 84% and female responses  at a combined 79%. This would suggest that both male and female employees are highly motivated by sales budgets and targets.

4.2.2.1.3. Age
[bookmark: _Toc514002358][bookmark: _Toc514039624]Figure 13 - Graph -  Budgets Motivate Vs Age

Figure 13 shows comparisons in age groups in relation to employee responses to question seven. This data shows how perhaps sales targets and budgets promote high levels of motivation amongst younger employees, with both the 18-25 and 26-35 categories having combined ‘agree’ and ‘tend to agree’ responses above 80%. The 36-45 category of respondents however, shows a large fall in these ‘agree’ responses with half of the respondents in this age bracket actually opting for ‘tend to disagree’. 

4.2.2.1.4. Years Employed

[bookmark: _Toc514002359][bookmark: _Toc514039625]Figure 14 – Graph – Years Employed Comparison of Employees in Relation to Motivation Levels Caused by Budgeted Sales Targets


The declining motivation with an increase in age shown in figure 13 shares similarities with the results shown in figure 14 above. This data shows that the use of sales budgets as a tool for motivation appears to decline with the length of employment. Employees that have worked for the company for five years or more have the highest response rate for ‘tend to disagree’ (36%), 22% above the average response. It is however, difficult to determine if age or years of employment is the key variable here in terms of reduced motivation levels as employees that were employed for over five years tended to be those in the 36-45 age bracket.

4.2.2.1.5. Current Role

[bookmark: _Toc514002360][bookmark: _Toc514039626]Figure 15 - Graph - Current Role Comparison in Relation to Employee Motivation Levels Influenced by Budgeted Sales Targets


Figure 15 shows that budgeted sales targets promote greater motivation levels for employees who have greater responsibility. However, in general all roles share similarities in that the majority of respondents in each category recognise budgets and targets as as being key drivers of motivation.

4.2.2.1.6. Perception of Own Sales Performance Level

[bookmark: _Toc514002361][bookmark: _Toc514039627]Figure 16 - Graph - Perception of Own Sales level (1-5) in Relation to Budgets as a Motivation Tool


Figure 16 shows the relationship between participants’ perception of their own sales rating (one being poor and 5 being excellent) and how these ratings compare with their views on budgeted targets as drivers of motivation. The data shows how participants that rated themselves as having a greater level of sales performance additionally stated that they were more likely to gain motivation from sales budgets. This is clearly illustrated by the fact that those with a rating of five (Excellent sales) opted for ‘agree’ 85% of the time whereas in contrast those who rated themselves as having a one (poor sales) did not choose the ‘agree’ option once.

4.2.3. [bookmark: _Toc514039551]Company Budget Extract Evaluation  

The final piece of data analysed within this research study was a sample of Vue Entertainments annual budget document from a previous business year. The purpose of conducting this analysis was to provide the study with an objective alternative to the opinions gained from the group interview in relation to Vue’s budgeting approach as an effective performance measurement and estimation tool. The analysis consisted of comparing the budgeted figures for key performance measures with the actual results to gain a quantitative insight into this aspect of the organisations budgeting technique. Keeping in line with the deductive approach of the research design, the themes that presented themselves in the literature were either confirmed or rejected on the basis of this analysis. In order to best uphold confidentiality, individual sites, areas and period dates have been covered over in both the extracts and the full copy of the budget document. A full copy off the relevant budget extract information can be found in appendix 8.







4.2.3.1. Operational Profit

[bookmark: _Toc514002362][bookmark: _Toc514039628]Figure 17 - Vue Entertainment YTD Ops Profit Budget Extract
[image: Screen%20Shot%202018-05-13%20at%2014.59.18.png]

Figure 17 shows Vue Entertainments year to date (YTD) operational (Ops) profit budget versus its actual results. The left hand column has been greyed out to hide the individual site names and areas in the interest of upholding confidentiality. The blacked out cells are business areas and the greyed out cells are individual sites from one sample business area. The data shows how the vast majority of the sample sites did not achieve the company’s budgeted Ops profit and in fact only one site out of the 13 sites in the area exceeded its yearly budget for Ops profit. This seems to be line with the overall company trend; where only two business areas achieved their Ops profit target for the year as shown in figure 17.


4.2.3.2. Payroll Control

[bookmark: _Toc514002363][bookmark: _Toc514039629]Figure 18 - Vue Entertainment YTD Payroll Control Budget Extract
[image: Screen%20Shot%202018-05-13%20at%2015.18.00.png]

Figure 18 shows Vue Entertainments YTD budget for payroll spend versus the company’s actuals. This figure displays a similar result to that in figure 17 in that the majority of sites and areas failed to achieve the budget. In total only three business areas out of the total eight achieved the budget and similarly only five sample sites out of thirteen underspent on their annual payroll budget.









4.2.3.3. Controllable Costs

[bookmark: _Toc514002364][bookmark: _Toc514039630]Figure 19 - Vue Entertainment YTD Controllable Costs and EBITDA Budget Extract
[image: Screen%20Shot%202018-05-13%20at%2015.20.06.png]

Figure 19 paints a similar picture to the previous two figures in that the vast majority of sub-divisions did not achieve their respective annual budget targets for their controllable costs and Earnings Before Interest, Taxes, Depreciation and amortization (EBITDA) apart from the annual budget for Xenon’s which is budgeted spend each site has for projection lamps.


4.2.3.4. Overview of YTD Budget Evaluation 


The data provided in figures 17 to 19 shows how overall on these key performance measures such as Ops profit, Payroll control, Controllable costs and EBITDA there is a consistent failure across the company in terms of achieving these yearly budgets. This analysis adds further weight to the analysis obtained from the group interview which concluded that Vue’s traditional yearly budgets were very rarely accurate and as such, arguably add little value to the overall business operation in terms of performance measurement and estimation. 
The reasons for this, as put forward in the group interview, centre around the difficulties the company faces in terms of predicting future performance which stem from trying to predict the sales output of future films, the effect of the weather and in addition the competition associated with a high number of substitute alternatives. This objective analysis arguably confirms the theory that; the traditional budget is far too static, unreactive and out-dated to add any value to firms who operate in the turbulent, unpredictable business markets of the modern era (Hope & Fraser, 1997), (2003), (Ekholm & Wallin, 2000), (Neely, et al., 2003).



5.0. [bookmark: _Toc514039552]Conclusion 

This final chapter will initially discuss and evaluate the extent to which the first two objectives of the dissertation study have been achieved and ultimately give the final resolution to the title of the study. This will be followed by a discussion of the areas of the dissertation that may be considered as needing additional research and as such will propose further areas of analysis that the researcher would look to conduct if the study were to be repeated.
Finally, this chapter will look to satisfy the final objective of the dissertation study; to provide recommendations on the continued use of budgeting techniques within the entertainment industry based on they key findings that were formulated as a result of the critical analysis.

The first objective of this dissertation study was to conduct research into the development and importance of the traditional budget and to explore how the concepts and principles associated with the traditional approach have evolved over time to better serve the contemporary business environment.
This objective was met through conducting an extensive literature review of the pre-existing research that surrounds the topic of budgeting. Initially the review of the literature focused on the history and background of the traditional budgeting approach, its process, uses and subsequently its criticisms. Researchers such as  de Waal (2005), Rothberg, (2011) and Weber and Stefan (2005) provided key literature on traditional budgets functionality, prominence and commercial benefits. The literature review then provided a detailed discussion on the evolution of the traditional budget and its many criticisms that centre around being far too rigid, out of date and unreactive to meet the needs of the modern business environment. Researchers such as Neely, et al., (2003), Hope and Fraser (1997) and (2003), (Bourne, 2004) and Ekholm and Wallin (2000) contributed to these extensive criticisms and lead the literature review into the research associated with the relatively newer ‘better’ budgeting approaches such as activity based, zero based, value based, profit planning and the rolling budget adaptations of the traditional approach. 
The critical evaluation of the literature however, uncovered criticism associated with these approaches too and as such the evolution of the traditional approach was found to have taken a further step into an entirely ‘beyond’ budgeting approach. Researchers such as Norkowski (2012), Hope and Fraser (2003) and Bogsnes (2016) provided ample research that pointed towards the contended benefits associated with this far removed approach. However, the arguments put forward in the literature review gave insight into the relatively low adoption of the beyond budgeting approach within industry and revealed that the traditional approach with its many recognised flaws still dominates the commercial landscape.
Through conducting this extensive literature review in chapter three, the researcher was able to build a detailed and well researched overview of the current theories and underlying principles that surround the topic and thus was able to meet the initial objective of the dissertation study.
The Literature review highlighted the array of extensive pre-existing literature associated with the topic of budgeting however, although there seems to be ample research conducted into the field of budgeting in a general sense, there does not appear to be much research conducted in the way of specific industry study’s and the associated budgeting approaches. This lack of industry specific literature is perhaps, one limitation of the existing research that surrounds the topic and as such provided the basis for the reasoning behind the second objective of this research study; to Investigate the budgeting approaches utilised within the entertainment industry and evaluate their effectiveness on the bases of performance measurement, cost control and employee motivation.
The purpose of chapters three and four was to design a research methodology and carry out primary research and subsequent analysis that aimed to best meet the second objective of this dissertation study.
The researcher utilised the themes and theories that were made apparent throughout the literature review and subsequently designed a research strategy that aimed to either confirm or dispute those theories though the critical analysis of the budgeting techniques used within an entertainment based company. For the purpose of this study, the UK entertainment based organisation Vue entertainment was utilised for all subsequent data collection and analysis. The researcher facilitated this data collection and analysis through a triangulation design of the data collection methods that incorporated an in depth group interview with two Vue managers, a survey questionnaire of 100 lower level Vue employees and an evaluation of an extract of the company’s budget document from a previous business period.
The interview provided rich qualitative data that gave key insights into Vue’s budgeting approach as a means to measure organisational performance, control costs and motivate its employees to strive towards the company’s key objectives. 
The subsequent analysis of the interview data provided the researcher with an extensive knowledge of the company’s budgeting approach; a combination of the traditional top down, yearly budget with a rolling forecast for admissions and payroll costs incorporated into this dual budgeting approach. The overall summary of this budgeting approach is that it has both positive and negative aspect in terms of delivering value to the organisation. The pre-existing theory’s and arguably the greatest criticism of the traditional budgeting approach that were put forward by numerous researchers within the literature review were confirmed through this data analysis. 
Vue’s highly unpredictable market which was found to be extremely reactive to external factors such as the weather and substitute competition, coupled with the difficulty in predicting the popularity of future films, has resulted in the company having a yearly budget that is often out of date and far too static to meet the demands of such an industry. This finding serves to confirm the pre-existing literature that surrounds the traditional approach to budgeting. It was made clear during the interview process that Vue have tried to combat this issue of unpredictability by incorporating rolling forecasts which, based on the analysis, seems to serve the company well in terms of both performance measurement and cost control. 
The analysis of the group interview additionally revealed that in general Vue’s top down approach to budgeting and target setting is positive in terms of fostering motivation amongst its lower level mangers to achieve the company’s objectives. However, Vue’s reluctance to abandon the traditional approach in terms of incremental improvements on last years’ budget as the basis for employee incentives run over peak business periods, was found to promote both demotivation and in addition dysfunctional behaviour. 
The survey questionnaire added a quantitative element to the research and further critical analysis of Vue’s budgeting approach as a means to motivate its employees. The overriding results of which, confirmed the themes obtained from the group interviews in that Vue’s budgeting approach does aid with employee motivation however, some budgeted targets are viewed as being ‘unrealistic’ with demotivation being the subsequent result amongst the company’s employees.
Finally, the evaluation of an extract from Vue’s annual budget added weight to the argument that the traditional approach to the company’s budget is lacking in terms of performance estimation and measurement.   
Through this mixed method approach to the research methodology the researcher was able to investigate and subsequently critically analyse the budgeting techniques being utilised within the entertainment industry on the basis of performance measurement, cost control and employee motivation and as such was able to meet the requirements of the second key objective of the dissertation study.

5.1. [bookmark: _Toc514039553]Areas of Further Research

As already discussed in chapter three, perhaps the greatest limitation associated with this dissertation study can be attributed to the lack of recourses in terms of finances and time. This lack of recourses coupled with the nature of the study (requiring a specific sample segment) has resulted in the data collection being based on a convenient sample which is arguably restricted in terms of representing the wider population. The fact that the entire research study and analysis was derived from a single organisation acting within the entertainment industry, arguably brings into question the effectiveness of the study in terms of meeting both the second and third objectives. A follow up study with perhaps greater recourses available may look to counter this potential sampling issue by conducting primary research within a variety of entertainment based organisations. This would further increase both the reliability and validity of the research and give an overall more rounded study with a grater quality of data and subsequent analysis.  
The researcher could additionally look to conduct primary research within organisations who have successfully implemented a ‘beyond’ budgeting approach and compare both sets of critical analysis from a traditional and beyond budgeting standpoint.




5.2. [bookmark: _Toc514039554]Recommendations

As a result of the findings obtained in chapter four, three recommendations have been formulated in relation to the continued use of budgeting techniques within the entertainment industry:

5.2.1. [bookmark: _Toc514039555]Recommendation 1

Organisations acting within the entertainment industry should look to reduce their reliance on the traditional annual budget by incorporating rolling forecasts for a variety of key measures. In doing so, those organisations would be better equipped at meeting the demands of such a reactive, highly competitive market and would benefit from more accurate and current information available within their budget.

5.2.2. [bookmark: _Toc514039556]Recommendation 2

Organisations based within the entertainment industry should be discouraged from basing their sales budgets and subsequent employee incentives on incremental improvements from a previous budget period. There is a risk that incremental targets may bring about unrealistic and perhaps ‘impossible’ targets which in turn can foster both employee demotivation and dysfunctional behaviour. Ultimately this can cause the organisations employees to move directly against the key organisational objectives of the firm.

5.2.3. [bookmark: _Toc514039557]Recommendation 3

Organisations based within the entertainment industry should continue to use their budgets and forecasts as key drivers for employee motivation to both achieve sales output and reduce operational costs.
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E3 FORM


	
APPLICATION FOR ETHICAL APPROVAL – BA level 

CAIS AM GYMERADWYAETH MOESEGOL – Lefel BA


	

	Mae'r ffurflen hon i'w chwblhau gan bob BA myfyrwyr. Rhaid i bob ffurflen gael ei ystyried gan diwtor y modiwl.
Dylai un copi o'r ffurflen yn cael ei roi ar y ffeiliau Gyfadran ac un copi cadw ar y ffeil myfyrwyr.
	This form is to be completed by all BA students conducting research, projects or productions. This form should be completed by the student. All forms must be considered by the Module tutor. A copy of the form must be kept centrally and on the student file.

	
ADRAN 1 – MANYLION MYFYRIWR		     
	
SECTION 1  -  STUDENT DETAILS


	Enw Llawn
Full Name 
	Richard Harold Stephenson

	

	Ysgol/Cyfadran/ 
School/Faculty
	Business School
	Rhif Myfyriwr Student Number
	P146092

	

	Cydlynydd prosiect / Tiwtor 
Module Tutor/ Programme Co-ordinator
	Caroline Jawad
	Enw'r Gradd
Name of Degree
	BA Accounting

	
Teitl dangosol yr Traethawd Hir:
	
Indicative Title of Dissertation:

	
A Critical Analysis of Budgeting Techniques Within the UK Entertainment Industry




	ADRAN 2 – MANYLION CYFRANOGWYR / CYNULLEIDFA
	SECTION 2 - PARTICIPANT / AUDIENCE DETAILS



	Pwy yw’r cyfranogwyr arfaethedig?

	Who are the intended participants?
	Ydw / Yes
	Na / No 

	Myfyrwyr / staff Y Drindod Dewi Sant
	Students / staff of Trinity Saint David


	
	No

	Oedolion (dros oed 16 ac yn gymwys i gydsynio)
	Adults (over the age of 18 and competent to give consent)

	Yes
	

	Plant a phobl ifanc dan oed
	Children / legal minors

	
	No

	Cleifion neu gleientiaid gweithwyr proffesiynol	
	Patients or clients of professionals	


	
	No

	Rhywun sy’n cael ei gadw yn y ddalfa neu y mae’r llys wedi cymryd cyfrifoldeb amdano
	Anyone in custodial care or for whom the court has assumed responsibility

	
	No

	Aelod o unrhyw sefydliad lle mae’n bosibl bod angen i unigolyn arall hefyd gydsynio.
	A member of any organisation where another individual may also need to give consent.

	
	No

	Eraill:  Nodwch: / Others: please identify:

N/A

	

	Nifer, Oed a Ffynhonnell y Cyfranogwyr 
Rhowch fanylion yr demograffeg y cyfranogwyr / gynulleidfa.
	Participant / Audience Number and Age
Provide details of the demographics of the participants / audience.

	Nifer o Gyfranogwyr / yn y Gynulleidfa

	Participant/ Audience number
	6-8 Participants (Interviews)
between 50-100 participants (questionnaires)

	Grŵp oedran y Cyfranogwyr/y  Gynulleidfa

	Participant/ Audience age group
	18+



	ADRAN 3 – GWEITHGAREDD YMCHWIL

	SECTION 3 – RESEARCH ACTIVITY  



	1.
	Ydy’r prosiect yn cynnwys:
	Does the project include:
	Ydy / Yes
	Nac ydy/No 

	Defnyddio holiadur neu offeryn ymchwil tebyg 
	Use of questionnaire or similar research instrument 

	Yes
	

	Defnyddio prawf ysgrifenedig neu gyfrifiadurol 
	Use of written or computerised test


	
	No

	Cyfweliad (cysylltwch gwestiynau posibl) 
	Interview (attach provisional questions) 

	Yes
	

	Dyddiaduron
	Diaries

	
	No

	Arsylwi ar gyfranogwyr a hwythau'n ymwybodol o hynny
	Participant observation with their knowledge
	
	No

	Arsylwi ar gyfranogwyr a hwythau ddim yn ymwybodol o hynny
	Participant observation without their knowledge

	
	No

	Recordio fideo neu sain
	Video or audio-taping

	Yes
	

	Mynediad i wybodaeth bersonol neu gyfrinachol heb gydsyniad penodol y cyfranogwyr
	Access to personal or confidential information without the participants specific consent

	
	No

	Defnyddio unrhyw gwestiynau, ysgogiadau prawf, cyflwyniad y gallai rhai cyfranogwyr eu profi fel rhywbeth sy'n achosi niwed / tramgwydd corfforol, meddyliol neu emosiynol
	Administration of any questions, test stimuli, presentation that may be experienced as physically, mentally or emotionally harmful / offensive

	
	No

	Cyflawni unrhyw weithredoedd allai achosi embaras neu effeithio ar hunan-barch 
	Performance of any acts which may cause embarrassment or affect self-esteem

	
	No

	Ymchwilio i gyfranogwyr sy’n ymwneud â gweithgareddau anghyfreithlon 
	Investigation of participants involved in illegal activities

	
	No

	Gweithdrefnau lle defnyddir twyll 
	Procedures that involve deception

	
	No

	Gweini unrhyw sylwedd, cyfrwng neu blasebo 
	Administration of any substance, agent or placebo

	
	No

	Dull arall o gasglu data neu fformat cyflwyno (esboniwch)
	Other method of data collection or presentation format (please explain)

	
	No






	  2. 
	Restru eich dull o gasglu data
	List your method of data collection:


	
NA



	3.
	Risg Posibl:
(corfforol, seicolegol, cyfreithiol, cymdeithasol neu economaidd)
	Potential Risk: 
(physical, psychological, legal, social or economic)


	A oes unrhyw risg bosibl i:  
	Is there any potential risk to:
	Ydw / Yes
	Na / No

	A

	Cyfranogwyr?
	Participants?
	Yes
	

	B

	Ymchwilydd?
	Researcher?
	Yes
	

	C

	BrifYsgol/Cyfadran?
	University?
	Yes
	



	4.
	Rheoli Risg: 
Os oes, beth yw'r risg a sut y bydd yn cael ei reoli?
	Management of Risk:
If yes, what is the risk and how will it be managed?


	
Regarding participants every effort will be applied to ensure to safety of the participants. Anonymity and confidently will be rigorously applied. Data collected will be secured safety and securely on password protected computer devices. Risk to the researcher will be managed by working closely and guidance of my supervisor. Also risk to the researcher will be managed through adopting previous experiences received during the undergraduate. Finally, risk to the university will be managed by an awareness by the importance of the good standing and name and reputation of the Swansea business school UWTSD. 





	5.
	Os ydych yn delio â phlant a / neu oedolion agored i niwed, rhaid i chi gyflwyno eich tystysgrif DBS i'ch tiwtor goruchwylio i'w cymeradwyo cyn i unrhyw gysylltiad â cyfranogwyr hyn.
	If you are dealing with children and/ or vulnerable adults you must present your DBS certificate to your supervising tutor for approval before any contact with these participants.


	
	Ydw / Yes
	Na / No

	A

	Ydych chi wedi gwneud cais am dystysgrif DBS?
	Have you applied for a DBS certificate?            
	N/A
	

	B

	A yw eich tiwtor weld a'i gadarnhau eich tystysgrif DBS?
	Has your tutor seen and approved your DBS certificate? 
	N/A
	


	6.
	A fyddwch yn cael cydsyniad gwybodus ysgrifenedig gan eich cyfranogwyr?
	Will you obtain written informed consent from your participants?

	

	Ydw / Yes
	Na / No

	A

	Os na fyddwch, pam hynny?
	If no, why not?
	Yes
	

	B

	Os byddwch, sut byddwch yn sicrhau cydsyniad gwybodus?
	If yes, how will you secure informed consent?

	
	

	Rhowch eglurhad / Please explain:
A consent form (see attached) will be used and issued to all participants prior to taking part in the research study.



	Cynhwyswch gopi o’r ffurflen gydsynio os ydych yn defnyddio un.
	Please include a copy of the consent form if you are using one.
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NOT SUPPORTED
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Mae'r wybodaeth a gynhwysir yma yn gywir, hyd eithaf fy ngwybodaeth a’m cred.   Rwyf wedi ceisio dynodi unrhyw risgiau a phroblemau sy’n gysylltiedig â’r prosiect / ymchwil neu gynhyrchiad ac rwyf yn cydnabod f’ymrwymiadau innau a hawliau’r cyfranogwyr. 
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The information contained herein is, to the best of my knowledge and belief, accurate.  I have attempted to identify any risks and issues related to the project/research or production and acknowledge my obligations and the rights of the participants.

	
	

	Llofnodau  
Dylai'r ffurflen hon gael ei chwblhau a'i llofnodi gan y myfyriwr a'r Cydlynydd y prosiect /Twitor 

	Signatures
This form should be completed and signed by the student and the Module tutor/Programme Co-ordinator.

	

	Myfyriwr / Student


	                                                                                 
	Dyddiad: / Date:

	
	
	

	Cydlynydd y prosiect /Twitor 
Project co-ordinator / Tutor
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	Cyfranogwr Rhif Adnabod: 
Participant Identification Number:
	

	
CWESTIYNAU CYFWELIAD SAMPL 

	
SAMPLE INTERVIEW QUESTIONS 


	TEITL Y PROSIECT: / PROJECT TITLE:
A Critical Analysis of Budgeting Techniques Within the UK Entertainment Industry





	1


	How Long have you been employed by Vue Entertainment for?

	2


	What is your current role with Vue Entertainment?

	3


	At which site do you currently work at?

	4


	
For the following statement please circle the number that matches your view most closely. "I would describe my average sales performance as."

	5


	For the following statement please tick the box that matches your view most closely. '"Daily, weekly and monthly sales targets help motivate me to achieve the company sales standards."

	6


	
For the following statement please tick the box that matches your view most closely. "Without these set sales targets, my personal sales performance would decline."

	7


	For the following statement please tick the box that matches your view most closely. "Some sales targets or incentives such as those issued over holiday periods are unrealistic and impossible to achieve."

	8


	For the following statement please tick the box that matches your view most closely. "If you were set a target that you felt was impossible to obtain, you would still try your best to get as close to achieving that target as possible."

	9


	

	10


	




	ENW A CHYFEIRIAD YR YMCHWILYDD
	NAME & ADDRESS OF RESEARCHER
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	Cyfranogwr Rhif Adnabod: 
Participant Identification Number:
	

	
FFURFLEN GANIATÂD CYFRANOGIAD
	
PARTICIPATION CONSENT FORM

	TEITL Y PROSIECT: / PROJECT TITLE:
A Critical Analysis of Budgeting Techniques Within the UK Entertainment Industry



Name of Researcher:	Richard Stephenson									         	
Please initial box

1.	I confirm that I have read and understand the information sheet dated XXXX for the above study. I have had the opportunity to consider the information, ask questions and have had these answered satisfactorily.

2.	I understand that my participation is voluntary and that I am free to withdraw at any time, without giving any reason.

3.  I understand that any information given by me may be used in future reports, articles or presentations by the research team.

4.  I understand that my name will not appear in any reports, articles or presentations.

5.	I agree to take part in the above study.



________________________	________________	_____________________________
Name of Participant	Date	Signature



_________________________	________________	_____________________________
Researcher	Date		Signature

You may decline to participate in this study. You may end your participation in this study at any time. If you decide to remain anonymous, maintaining your anonymity will be a priority and every practical precaution will be taken to disguise your identity. If you prefer anonymity, there will not be any identifying information on audiotapes or transcripts of this or any interview. No-one will hear any audiotapes or see any transcripts without your prior consent. All materials generated from this or any interview will remain confidential.

When completed, please return in the envelope provided (if applicable).  One copy will be given to the participant and the original to be kept in the file of the research team at: PLACE:


	ENW A CHYFEIRIAD YR YMCHWILYDD
	NAME & ADDRESS OF RESEARCHER
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	Cyfranogwr Rhif Adnabod: 
Participant Identification Number:
	

	
FFURFLEN GANIATÂD CYFRANOGIAD
	
SAMPLE PARTICIPANT INFORMATION SHEET


	TEITL Y PROSIECT: / PROJECT TITLE:
A Critical Analysis of Budgeting Techniques Within the UK Entertainment Industry




*THIS FORM IS TO BE AMENDED AND ADAPTED AS NECESSARY


Dear Participant: 

My name is Richard Stephenson and I am studying in the School of Business.

I would like to invite you to participate in my research project. This project will provide a critical analysis of budgeting techniques within the UK entertainment Industry and aims to achieve this through the below objectives:
· Conduct research into the development and importance of the traditional budget and explore how the concepts and principals associated with the traditional approach have evolved over time to better serve the contemporary business environment.
· Investigate the budgeting approaches utilised within the entertainment industry and evaluate their effectiveness on the bases of performance measurement, cost control and employee motivation.
· Provide recommendations on the continued use of budgeting within the entertainment industry based on the finding formulated within the research. 

I believe your opinions will provide great insight and will be extremely helpful to the formulation of my analysis.

Through your participation in the questionnaire, I hope to ascertain valuable data and opinions that will aid in the process of achieving the objectives outlined above.

All questionnaires will be kept strictly confidential to the researchers involved and at NO time will individual questionnaires be released to the general public. This gives you a chance to express your views on your programme a confidential and anonymous forum and still be able to make a difference. Your participation in this study is completely voluntary so you can withdraw from the questionnaire at any stage. 

Our questionnaire should take about 10 minutes to complete, but there is no time constraint. There are also no right or wrong answers. Attached to this letter along with the questionnaire is a consent form which will need to be completed prior to taking part in the interview and/or questionnaire.
After careful and precise analysis of the data obtained from this questionnaire, I will be happy to provide you with a copy of the findings at your request. The results of this questionnaire will hopefully enhance my understanding of budgeting within the entertainment industry and will be stored on a portable memory stick and personal computer. The results of the research will be fed back to UWTSD.

We thank you in advance for your time and participation. If any questions do arise, feel free to contact me at your convenience. 

Yours Sincerely,

Richard Stephenson
75 Richmond Terrace 
Carmarthen
SA31 1HF

07738086594
rstephenson.146092@student.uwtsd.ac.uk


[bookmark: _Toc514039561]Appendix 2 – Issued covering letter for Participants of the Group Interview

Dear Participant: 

My name is Richard Stephenson and I am studying in the School of Business.

I would like to invite you to participate in my research project. This project will provide a critical analysis of budgeting techniques within the UK entertainment Industry and aims to achieve this through the below objectives:
· Conduct research into the development and importance of the traditional budget and explore how the concepts and principals associated with the traditional approach have evolved over time to better serve the contemporary business environment.
· Investigate the budgeting approaches utilised within the entertainment industry and evaluate their effectiveness on the bases of performance measurement, cost control and employee motivation.
· Provide recommendations on the continued use of budgeting within the entertainment industry based on the finding formulated within the research. 

I believe your opinions will provide great insight and will be extremely helpful to the formulation of my analysis.

Through your participation in the group interview, I hope to ascertain valuable data and opinions that will aid in the process of achieving the objectives outlined above.

All interview recordings will be kept strictly confidential to the researchers involved and at NO time will these recordings be released to the general public. This gives you a chance to express your views on your programme a confidential and anonymous forum and still be able to make a difference. Your participation in this study is completely voluntary so you can withdraw from the questionnaire at any stage. 

The interview should take about one hour to complete, but there is no time constraint. There are also no right or wrong answers. Attached to this letter along with the questionnaire is a consent form which will need to be completed prior to taking part in the interview and/or questionnaire.
After careful and precise analysis of the data obtained from this questionnaire, I will be happy to provide you with a copy of the findings at your request. The results of this questionnaire will hopefully enhance my understanding of budgeting within the entertainment industry and will be stored on a portable memory stick and personal computer. The results of the research will be fed back to UWTSD.

We thank you in advance for your time and participation. If any questions do arise, feel free to contact me at your convenience. 

Yours Sincerely,

Richard Stephenson
75 Richmond Terrace 
Carmarthen
SA31 1HF

07738086594
rstephenson.146092@student.uwtsd.ac.uk
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1) Please can you tell me about your background, such as your previous work experience and education.


2) What is your role at Vue and how long have you worked for the company?


3) What are the key objectives of your organisation?


4) Does your organisation utilise and implement a budget of some kind and if so what are the details of that budget or budgets from on operational standpoint?


5) How do these budgets compliment your organisations key objectives? 


6) Are there any instances where you feel a particular element of the budget has directly conflicted with your organisations key objectives?


7) In terms of organisational control such as limitations on cost expenditure, how well do you feel your organisations budgets help with this process?


8) How is your performance as managers within your organisation measured and evaluated?


9) Are there ever large discrepancies between a set target or budget (such as sales budgets) and the actual result? If yes, why do you think that is?


10) As managers within your organisation, how much input would you say you have in setting targets, again such as those associated with sales or perhaps targets for reducing costs?


11) does seeking to achieve these targets such as sales and cost controls act as a motivator in terms of realising your organisations objectives? 


12) Have there ever been instances were you have experienced a lack of motivation as a result of trying to meet a particular target? Perhaps by already achieving the set target and subsequently reducing output, or perhaps through trying to achieve (in your opinion) unrealistic targets?


13) If you had greater input in setting your own sites targets, do you think these would be more realistic?


14) Would you be more motivated to achieve these more involved targets?


15) How difficult do you feel it is to predict or estimate key measures such annual sales budgets within your industry?


16) What does your organisation do in order to counter this difficulty? 


17a) Overall, how much value would you say your organisational budgets add in terms of meeting your organisations key objectives?

17b) If the current budget system was replaced with one that promoted greater autonomy and utilised techniques such as quarterly rolling forecasts as a pose to annual budgets would this, in your opinions add or remove value when compared to the current system? 
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Interviewer – (I)
Participant 1 – (P1)
Participant 2 – (P2)

I: Id like to start by gaining some information on both of your backgrounds, such as your previous work experience and education?

P1: Ok, Iv previously worked at Tesco and for the council, iv been working for Vue for around 6 years. I started off as a floor staff member and have been a manager for coming up to, it must be just over 4 years now. 

I: Ok great, so you were promoted to management 4 years ago?

P1: Well actually I was a Team Leader (Supervisor) initially for around a year before I become a manager, but it was quiet similar because the role has a lot of similar duties.

I: Ok, and what about you? (referring to P2)

P2: Its kind of similar actually, I started off as a floor staff member and was then promoted to Team Leader and then manager. 

I: and how long have you been a manager for?

P2: Its around two years now but iv worked for the company for nearly five.

I: Ok great, thanks. What are the key objectives of your organisation?

P1: Well Vue Cinemas has objectives that tie into striving to be the best cinema experience for its customers. So things like having the best customer service, the best visual experience, I suppose its really about providing the best overall experience for our customers.

P2: The best deals on concessionary items, so the range of food products we sell and the deals that we offer our customers such as combo deals. Also I think the range of our film product and alternative content adds to a great overall experience for the customer.

I: Thanks, so its clear that customer service and being the best in that regard is a key focus for Vue. What about the operational objectives such as profitability or reducing costs?

P2: Oh I see, well Vue also wants to be the best in terms of being the most profitable, and I suppose reducing costs is a big part of being able to achieve that.

P1: Ye, just like any business, Vue wants to be profitable and cut costs where possible.

I: Ok thanks. So moving on, does your organisation utilise and implement a budget of some kind and if so what are the details of that budget or budgets from on operational standpoint?

P1: Yes, we have a yearly budget which has targets for things like admissions, concessions revenue, average ticket price and other things like KPI’s (Key performance Indicators). And each sites own budget is calculated on a percentage base, like with admits Carmarthen (P1’s Site) target is calculated as a percentage of the overall company’s budget for admits. Pretty much all the targets for things like revenue and profit and payroll is based on how many admits we do.

I: right I see, would you mind explaining how that works, in terms of the admissions? As in how does your admissions budget affect your payroll budget etc.?

P1: ye, basically the number of admissions we do will impact on the amount of staffing levels we are allowed to use so like say we were budgeted to do 1000 (number of admissions) admissions in a week that would give us maybe 450 (number of payroll hours) that we are allowed to use. Same goes for profit, concessions revenue. Its all based on our admits.

I: I see, so how does that work day to day Chris (P2)? 

P2: Its like Scott (P1) said, most things (referring to budgetary targets) go off the admissions. We get a weekly forecast for the admissions and then our payroll allowances for that week are calculated from that.

I: Right I see, so you have an annual budget for admissions and then this is divided into weeks? What happens if you don’t hit the admissions target for that week? 

P1: Ye we have an annual budget but to be honest those targets are never accurate because its based on the predictions of how well films will do and that’s obviously pretty difficult to predict. Like the big films such as Star Wars or maybe something like Harry Potter are always going to do well but then its pretty difficult to estimate how well other content is going to do.

P2: ye, it is also affected by things like the weather, sporting events and things we can’t really control so it makes it even harder to get accurate predictions.

P1: So we have the yearly budget which is normally a slight improvement on the previous year which gives a base to work from and then we get quarterly rolling forecasts which adjust that budget to take into account any variances. And then each week we get a fresh forecast for admission and allowed payroll which is much more accurate because it takes into account things like pre-sales for tickets, the weather, how well a particular film is doing.

I: Ok, and what about if you don’t hit the admissions target for a particular week?
P1: Oh sorry, well as long as we stay within budget for the payroll spend allowed for the admits we finish on then its ok. If say we didn’t hit the admits target and then we didn’t cut back on staffing hours, then this would be a bit of a problem. 

I: I see, so would it be fair to say that your company uses a mixture of an annual budget and forecasting?

P1: Ye, the forecasting is used for the admits but some budgets are only yearly such as SPP, average ticket price, hit rate.

I: Ok, what is SPP?

P2: That’s spend per person.

I: Thanks.

I: Ok moving on, Chris (P2), can you tell me how these budgets compliment your organisations key objectives that you mentioned were about being the best in terms of customer experience and also being profitable and reducing costs?

P2: What do you mean?

I: What I mean to say is, how do these budgets and the admissions forecasts help you as a manager to achieve the objectives of the organisation?

P2: Right ok, well I suppose having the admissions forecast on a weekly basis helps us to reduce the payroll costs of our site because we have to make sure we don’t overspend on payroll in relation to the admissions. So that helps us stay profitable.

I: ok thanks, and Scott (P1) can you add anything?

P1: Ye I think Chris (P2) is right, it definitely helps us manage our payroll costs. Also we have monthly budgets for customer service indicators like how friendly the staff are and things like how clean and tidy the site is which is based on customer feedback. So having access to this type of information lets us know where we need to improve and what we are doing well in, and ye, definitely helps us to achieve a better level of customer service. 

I: Great, thanks.

P1: We also have a weekly target for food sales, so we have to makes sure we hit a certain percentage of large items for items like popcorn and drinks which means we have to stay focused on achieving good sales every day.

I: Ok, so it seems like they do help you achieve the company objectives. Are there any instances where you feel a particular element of the budget has directly conflicted with your organisations key objectives?

P1: let me think…

I: no problem, take your time.

P1: Sometimes when we get really busy we can be quite stretched with our staffing levels and I would say that this leads to actually delivering a substandard of customer service and also causes a drop in our daily large food conversion sales.

I: Right, so what your saying is, is that sometimes the budget for staffing hours is too low?

P1: Yes, exactly, we cannot increase the staffing levels because we would overspend on the budget for payroll for that week, even though our ability to deliver great customer service is hindered.

I: I see. Chris (P2) do you agree with this?

P2: Yes, definitely, I think the weekly payroll budget at times is too restrictive which does lead to problems.

I: Ok, so do you think this aspect of the budget means that at times you cannot deliver on the organisational objectives associated with delivering the best customer service?

P2: Yes.

I: Ok moving on, how is your performance as managers within your organisation measured and evaluated?

P1: Our performance is measured based on all the targets we have already discussed. So things like cost controls on payroll, customer service, our weekly sales targets, admits targets and then the KPI’s like SPP, Hit Rate and so on. Obviously if we don’t hit these targets over the year then we haven’t achieved what we wanted for that year and this also affects our yearly bonus.

I: ok thanks, Chris (P2) do you have anything to add? 

P2: Not really, that’s basically it. We have performance evaluations twice a year with our AM (Area Manager) who looks at our sites performance which is based on the measures that Scott (P1) just referred to. Obviously if the site isn’t performing consistently, like often overspending on payroll and maybe not hitting sales targets then we would need to justify this to the AM and continued poor performance can lead to disciplinary action.

P1: We also get rewarded for good performance, its not all bad.

I: Ok, are there ever large discrepancies between a set target or budget (such as sales budgets) and the actual result? If yes, why do you think that is?

P1: Yes, like I said earlier, its very difficult to predict how well a particular film is going to do and with things such as the unpredictability of the weather which has a massive impact, the yearly budget for admission is very rarely accurate and this influences a number of other yearly targets such as the sites profit and so on. Also with KPI’s such as SPP (spend per person) which is highly reactive to the audience type, again its very difficult to predict. So the yearly budget for these often has a discrepancy to the actual because the budget is calculated on an incremental increase on the previous year which may have had a very different audience type.

I: I see, and same to question to you Chris (P2).

P2: Yes, I agree, the annual budget for admissions based budgets are often inaccurate but, with the weekly forecasts that we use these are often there or there about. 

I: Ok so, as managers within your organisation, how much input would you say you have in setting targets, again such as those associated with sales or perhaps targets for reducing costs?

P2: Well I think we actually have very little input. We do have some input with the weekly admissions forecast for our own site and can challenge what is sent though from head office but apart from that, everything is arranged at head office and sent down to site level.

I: What input do you have with the weekly admissions target? 

P2: Basically when the weekly forecast comes in for the following week, we have to split the admissions between the different days of the week which then gives us a payroll allowance per day, so that’s basically how we do our staff rotas.

P1: we can actually challenge the weekly admissions forecast, so say we believe that we are going to do a higher number of admissions than what gets sent in from head office we can budget for the higher admission and then use a greater number of payroll hours. Obviously the issue is if we use the extra payroll and don’t hit the higher admissions then we have to justify the overspend. It’s a pretty handy process especially considering the unpredictability of any new films, or maybe when we get a lot of rain which wasn’t expected. Its called flexing the budget.

I: Ok, interesting. Let’s move on… does seeking to achieve these targets such as sales and cost controls act as a motivator in terms of realising your organisations objectives? 

P1: I would say so. I mean I know I’m motivated to try and do as well as I can and I want to try and hit all the targets. I always look at how other sites are doing, like with the daily sales targets for food items. I like the competition, it definitely motivates me.
I: thanks, and what about you Chris (P2)?  

P2: Yes, I think it does motivate me to try and achieve the targets which I suppose are relatable to the overall company objectives.

I: Have there ever been instances were you have experienced a lack of motivation as a result of trying to meet a particular target? Perhaps by already achieving the set target and subsequently reducing output, or perhaps through trying to achieve (in your opinion) unrealistic targets?

P1: I think there have been cases where we’ve built up payroll hours over the course of a week because our admissions were higher than anticipated and then when we get to the end of the week we’ve re-invested those hours and been very much over staffed just for the sake of using the budget. So I suppose that’s not really in the company’s best interest because in all honesty we didn’t really need to pay out those extra wages which goes directly against the company objectives to do with making a profit and reducing costs where possible.

I: Ok, you said that you re-invested those extra hours just for the sake of using the budget, what’s the reason behind doing that?

P1: I suppose its because we know if we don’t use what’s given to us then there’s a good chance we’re going lose it for next year. That’s kind of always in the back of my mind, so if were given a budget we always try and use it even if we don’t necessarily need it from an operational point of view.

I: Ok, and Chris (P2) do you agree? And what experiences have you had if any with a lack of motivation as a result of trying to achieve a budget?

P2: I agree. Id say an area that really demotivates me is when the company runs special incentives over peek business periods like holiday periods because what tends to happen is, the competition is based on a slight increase on last years Hit Rate and SPP which are really affected by the type of film. This actually happened a few weeks ago where our hit rate targets for the incentive were based on the same period last year plus a percent increase. The thing is the films for the period last year attracted a type of audience that resulted in us having a really great hit rate and this year its been mainly kids films where the audience don’t tend to spend much money and have very few concessions transactions. So the targets were basically impossible and that can be very demotivating. Especially when you see other sites who didn’t perform in the last year’s period being rewarded this year for last years’ poor performance. 

I: I see, what do you mean by rewarded for last years’ poor performance?

P2: So because that site didn’t get very good results in the previous year they’ve basically set themselves up for an easy ride in the following year. Even if our site hugely outperforms them on hit rate and SPP, because they’ve shown improvement on their poor sales last year they get rewarded and we don’t get anything. Ill be honest, iv been tempted to purposefully aim to get poor result this year so that we can get the rewards next year. 

I: Ok thanks Chris (P2), Scott (P1) have you ever felt the same in terms of being tempted to aim for low sales performance in order to gain an advantage for the following year?

P1: I do think its demotivating when you get these really high targets because you did well in the previous year but no, iv never been tempted to actually try and get poor sales results. 


I: Ok, so do you think if you had greater input in setting your own sites targets such as for these incentives and in general, do you think these would be more realistic?

P1: Definitely for these types of incentives and I think in general as managers of our own sites we probably know more in terms of what we are able to achieve but id say in the main with the rolling forecasts for admissions its pretty close anyway.
I: Chris (P2) can you add anything here? Perhaps with regards to more input with setting payroll budgets? 

P2: Ye, I think Scott (P1) is right in that we know our own site better. I think maybe the payroll budget should be more flexible and as long as the spend is justified not just from an admissions point of view but also from concessions sales and customer service we should be allowed to invest more.

I: Ok, next question. I suppose we’ve kind of already touched on this but ill ask the question anyway. How difficult do you feel it is to predict or estimate key measures such admissions and sales budgets within your industry?

P1: Ye, as we’ve already said, id say its very difficult to predict the admits and then everything is linked so I think its very difficult to predict the key measures, especially a year ahead. I mean, there’s no way to predict if it will be raining on a particular week in say 6 months’ time and obviously in our industry the weather has such a big impact on performance.

I: can you tell me what other external circumstances can have an impact on your organisations performance? Chris (P2)?

P2: Well I mean the weather obviously, id say we compete with big sporting events and TV. And then obviously we can’t really control what films are being made, so if there’s nothing really out, like at the moment, as you saw earlier we are completely dead (referring to the lack of customers). With our site being in Wales I find that international rugby really impacts us especially if Wales are playing. 

I: Ok, and lastly, what does your organisation do in order to counter this difficulty in terms of a difficulty in predictability? Again, I suppose we’ve already touched on this with the weekly admission forecasts but is there anything else?

P1: Ye, the weekly forecasts definitely make the issue more manageable and I think that’s all we can do really. Id say if we could look to implement more forecasts across the board so maybe a weekly forecast for KPI’s like SPP and hit rate then is may improve the accuracy.  

I: so do you think the annual budget adds any value at all? Or do you think this should be completely replaced with rolling forecasts? Maybe monthly or weekly?

P1: To be honest because of the nature of the business I really think it adds very little value.

P2: Ye I agree with Scott (P1) it doesn’t really add any value to us as managers. Maybe at the corporate level but in terms of helping us manage our site, nothing really.

I: That’s great, thanks so much for your time, is there anything you’d like to add?

P2: No, thanks very much.

P1: No, I can’t think of anything, thanks.


[bookmark: _Toc514039564]Appendix 5 – Issued covering Letter for Participants of the Survey Questionnaire

Dear Participant: 

My name is Richard Stephenson and I am studying in the School of Business.

I would like to invite you to participate in my research project. This project will provide a critical analysis of budgeting techniques within the UK entertainment Industry and aims to achieve this through the below objectives:
· Conduct research into the development and importance of the traditional budget and explore how the concepts and principals associated with the traditional approach have evolved over time to better serve the contemporary business environment.
· Investigate the budgeting approaches utilised within the entertainment industry and evaluate their effectiveness on the bases of performance measurement, cost control and employee motivation.
· Provide recommendations on the continued use of budgeting within the entertainment industry based on the finding formulated within the research. 

I believe your opinions will provide great insight and will be extremely helpful to the formulation of my analysis.

Through your participation in the questionnaire, I hope to ascertain valuable data and opinions that will aid in the process of achieving the objectives outlined above.

All questionnaires will be kept strictly confidential to the researchers involved and at NO time will individual questionnaires be released to the general public. This gives you a chance to express your views on your programme a confidential and anonymous forum and still be able to make a difference. Your participation in this study is completely voluntary so you can withdraw from the questionnaire at any stage. 

Our questionnaire should take about 10 minutes to complete, but there is no time constraint. There are also no right or wrong answers. Attached to this letter along with the questionnaire is a consent form which will need to be completed prior to taking part in the interview and/or questionnaire.
After careful and precise analysis of the data obtained from this questionnaire, I will be happy to provide you with a copy of the findings at your request. The results of this questionnaire will hopefully enhance my understanding of budgeting within the entertainment industry and will be stored on a portable memory stick and personal computer. The results of the research will be fed back to UWTSD.

We thank you in advance for your time and participation. If any questions do arise, feel free to contact me at your convenience. 

Yours Sincerely,

Richard Stephenson
75 Richmond Terrace 
Carmarthen
SA31 1HF

07738086594
rstephenson.146092@student.uwtsd.ac.uk
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Daily, weekly and monthly sales targets help motivate me to achieve the company sales standards 

Count of Targets Help Motivation 	
Agree	Neither agree nor disagree	Tend to Agree	Tend to disagree	37.0	6.0	45.0	12.0	

A Lack of Sales Targets Would Cause Sales to Decline

Count of Lack of targets would cause sales decline	
Agree	Neither agree nor disagree	Tend to Agree	Tend to disagree	36.0	14.0	41.0	9.0	

Percentage of Participants that Think Some Targest / Budgets are Unrealistic

Count of some targets are unrealistic	
Agree	Neither agree nor disagree	Tend to Agree	Tend to disagree	28.0	21.0	39.0	12.0	


Male	
Agree	Neither agree nor disagree	Tend to Agree	Tend to disagree	29.0	3.0	18.0	6.0	


Female	
Agree	Neither agree nor disagree	Tend to Agree	Tend to disagree	8.0	3.0	27.0	6.0	

Age vs Motivation

Agree	
18 - 25	26 - 35	36 - 45	Prefer Not to Say	0.266666666666667	0.606060606060606	0.166666666666667	Neither agree nor disagree	
18 - 25	26 - 35	36 - 45	Prefer Not to Say	0.0666666666666667	0.0606060606060606	Tend to Agree	
18 - 25	26 - 35	36 - 45	Prefer Not to Say	0.583333333333333	0.212121212121212	0.333333333333333	1.0	Tend to disagree	
18 - 25	26 - 35	36 - 45	Prefer Not to Say	0.0833333333333333	0.121212121212121	0.5	



Years Employed Comparison of Employee Motivation as a Result of Budgeted Sales Targets

Agree	
Less than one year	Between one and two years	Between two and three years	Between three and four years	Five years and more	Average	0.285714285714286	0.291666666666667	0.476190476190476	0.5	0.363636363636364	0.383441558441558	Neither agree nor disagree	
Less than one year	Between one and two years	Between two and three years	Between three and four years	Five years and more	Average	0.0357142857142857	0.166666666666667	0.0476190476190476	0.05	Tend to Agree	
Less than one year	Between one and two years	Between two and three years	Between three and four years	Five years and more	Average	0.607142857142857	0.458333333333333	0.333333333333333	0.4375	0.272727272727273	0.421807359307359	Tend to disagree	
Less than one year	Between one and two years	Between two and three years	Between three and four years	Five years and more	Average	0.0714285714285714	0.0833333333333333	0.142857142857143	0.0625	0.363636363636364	0.144751082251082	



Position vs Budgets as an Employee Motivation Driver

Agree	
Customer Assistant	Level 2 Customer Assistant	Team Leader	Average	0.291139240506329	0.545454545454545	0.8	0.545531261986958	Neither agree nor disagree	
Customer Assistant	Level 2 Customer Assistant	Team Leader	Average	0.0759493670886076	0.0253164556962025	Tend to Agree	
Customer Assistant	Level 2 Customer Assistant	Team Leader	Average	0.493670886075949	0.363636363636364	0.2	0.352435749904104	Tend to disagree	
Customer Assistant	Level 2 Customer Assistant	Team Leader	Average	0.139240506329114	0.0909090909090909	0.0767165324127349	



Perception of Own Sales level (1-5) in Relation to Budgets as a Motivation Tool

Agree	
1.0	2.0	3.0	4.0	5.0	0.0714285714285714	0.161290322580645	0.4375	0.85	Neither agree nor disagree	
1.0	2.0	3.0	4.0	5.0	0.214285714285714	0.064516129032258	0.03125	Tend to Agree	
1.0	2.0	3.0	4.0	5.0	0.666666666666667	0.428571428571429	0.67741935483871	0.5	Tend to disagree	
1.0	2.0	3.0	4.0	5.0	0.333333333333333	0.285714285714286	0.0967741935483871	0.03125	0.15	
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* Competitive strategy:

budgets are rarely strategically focused and are often contradictory;

budgets concentrate on cost reduction and not on value creation;

budgets constrain responsiveness and flexibility, and are often a barrier to change; and
budgets add little value - they tend to be bureaucratic and discourage creative thinking.
*Business process:

budgets are time consuming and costly to put together;

budgets are developed and updated too infrequently - usually annually;

budgets are based on unsupported assumptions and guesswork; and

budgets encourage gaming and perverse (dysfunctional) behavior.

*Organizational capability:

budgets strengthen vertical command and control;

budgets do not reflect the emerging network structures that organizations are adopting;

budgets reinforce departmental barriers rather than encourage knowledge sharing; and budgets make people feel undervalued.
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Beyond Budgeting

- the adaptive management model

Leadership principles

1. Purpose - Engage and inspire people around bold and noble
causes; not around short-term finandial targets

2. Values - Govern through shared values and sound judgement;
not through detailed rules and regulations

3.Transparency - Make information open for self-regulation,
innovation, learning and control; don't restrict it

4.Organisation —Cultivate a strong sense of belonging and
organise around accountable teams; avoid hierarchical control
and bureaucracy

5. Autonomy - Trust people with freedom to act; don’t punish
everyone if someone should abuse it

6. Customers - Connect everyone’s work with customer needs;
avoid conflicts of interest

Management processes

7. Rhythm - Organise management processes dynamically around
business rhythms and events; not around the calendar year
only

8. Targets - Set directional, ambitious and relative goals; avoid
fixed and cascaded targets

9. Plans and forecasts - Make planning and forecasting lean and
unbiased processes; not rigid and political exercises

10. Resource allocation - Foster a cost conscious mind-set and
make resources available as needed; not through detailed
annual budget allocations

11. Performance evaluation - Evaluate performance holistically
and with peer feedback for learning and development; not
based on measurement only and not for rewards only

12. Rewards - Reward shared success against competition; not
against fixed performance contracts
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