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ABOUT THE BOOK

This book aims to fill a gap in the research on the Finance Business
Partnering (FBP) model in the not-for-profit sector of the Gulf countries,
with a particular focus on the Qatar Foundation (QF). While there is a
significant amount of literature on the FBP model in developed countries,
there is much less so with regards to the Middle East and developing
countries. The book presents practical examples from the Qatar Foundation
that highlight the benefits of adopting the FBP model, including in-depth
data analyses that support decision-making processes. Each chapter
addresses the skills and competencies required to become a competent FBP,
the process of transitioning management accountants to FBPs, and the
positioning of FBPs as strategic partners in the organization. The book will
cover the impact of change management, contingency theory, and
organizational culture on the adoption and implementation of the FBP
model. The book falls under the categories of management and financial
accounting and is intended for accounting professionals and organizations
seeking to improve their management accounting provision.

The book presents a comprehensive overview of the Finance Business
Partnering (FBP) model and highlights the value-added services that FBPs
can offer to organizations. Included are insightful interviews with senior
management team members who actively participate in the decision-making
processes. The book also highlights the importance of positioning FBPs as
strategic partners in organizations.

The target audience for the book is accounting professionals and
organizations seeking to improve their management accounting provision,
particularly in the Middle East and third world countries.
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CHAPTER ONE

INTRODUCTION

This book explores the impacts of adopting the business partnering model
on strategic decision-making in not-for-profit organizations, adopting the
Qatar Foundation (QF), a state-funded organization, as the case study.
Increased competition for funding, frequent changes and disruptions in
technology, market uncertainties and continually improving innovations
are just some of the many factors that impact business operations today,
thereby requiring proactive and dynamic accounting support.

In this book we seek to explore the effects of the phenomenon of the
finance business partnering model that has changed the way accounting
services are provided in developed and emerging countries. We also
examine the skills and experience requirements needed to become a
finance business partner. The book discusses the advantages that accrue
from adopting the finance business partnering model as opposed to the
traditional management accounting system. Additionally, we introduce
the finance business partnering model as a training model to becoming a
well-equipped Finance Business Partner (FBP).

We review the evolution of the finance business partnering model, and
explain and define the finance business partner as one who provides
strategic advice to support the senior management decision-making
process. The book also highlights the key ‘value-added’ advantages that
the finance business partnering model provides over the traditional
management accounting system. The term ‘finance business partnering
model’ has become a phenomenon that has been adopted in diverse
organisations in developed countries, such as the UK (Burns, and
Baldvinsdottir, 2005, 725-757), Italy (Busco and Scapens, 2011, 320-357),
Germany (Windeck, Strauss and Weber, 2013, 1-76), Sweden (Méatensson
and Tamm, 2017, 5-19; Karlsson, Hersinger and Kurkkio, 2019, 185-211)
and Europe in general (Chotiyanon and Joannides de Lautour, 2018, 3-17).
Nonetheless, the model is not yet prevalent in the Gulf Cooperation
Council (GCC) countries, of which Qatar is one.
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Chapter One provides background to the finance business partnering
model, including an outline of important contextual information and how
it relates to the study of the model in QF. The information provided in this
book includes theoretical aspects of the finance business partnering model
and background information on the key factors driving the change to the
finance business partnering model in the Qatar Foundation. This is
followed by an outline of the aims and the objectives set for the book, and
then by the research questions that have been established to address the
research aims. The final phase of the chapter discusses the significance
and contribution of the research to the knowledge and practice and is
followed by the rationale for the research and an outline of the structure of
the book. In conclusion, each of the sections of this chapter is summarised.

State of Qatar — Economic Background

Qatar, a small country in the Gulf, is a member of Gulf Cooperation
Council (GCC), which consists of six countries (World Bank Countries
Outlook, 2020). Qatar has the largest GDP per head within the block
(World Bank Countries Outlook, 2020). Qatar derives its external revenue
mainly from oil and gas, and it is the second largest gas producer in the
world. It hosted the 2022 World Cup, which involved investment in
infrastructure. The effect of the 2022 World Cup has been positive on
Qatar’s economy, which has expanded by 4.8%. The non-hydrocarbon
sector grew by 6.8%, the fastest rate of expansion since 2015 according to
Oxford Economics. Qatar’s economy is mainly driven by exploitation of
natural gas and petroleum resources; Qatar has about 12% of the world’s
proven reserves of natural gas, thereby giving it the third largest reserves
in the world (Qatar Economic Outlook, 2020). Qatar has a sovereign
wealth fund of US$335B and increasing foreign exchange reserves and has
got resources that make it a major player in energy markets and other
international markets for the medium and long term. Qatar’s GDP was
about US$166B in 2017, the latest figure available at the time of writing.
A revised IMF economic forecast projects a post-COVID-19 increase of
3%, boosted by the ramping up of spending for the World Cup and
projected future stable or increasing oil and gas prices in the international
market, after they had taken a hit during the COVID-19 pandemic.

Qatar has foreign direct investment, which has increased since 2017,
having liberalized its market after the GCC blockade. Prior to the
blockade in 2017, the total foreign direct investment (FDI) was QR642B
or $176.14B, and this increased by QR66.6B in 2018, the latest figure
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available from the Qatar Central Bank (Bank, 2019). At this time the real
power lay with the monarch (Emir) in all GCC countries (His Excellency
Sheik Al Thani, 2018). Historically, Qatar did not open its market to
foreigners without local Qataris as partners, and for this reason, the FDI to
the country was minimal. However, with the blockade by the GCC
members impacting the country’s access to the money markets, the ruling
government was encouraged to liberalize the market and thereafter, FDI
and manufacturing and service industries have increased in the country.
The liberalisation of the economy prior to the 2022 World Cup accelerated
improvements in business conditions. The effect of this includes an
increased competition in the market environment both at local and
international level. This increased competition requires adequate changes
to how financial services are provided to stakeholders in the Qatar
Foundation to enable them to provide efficient and effective services to
their clients. For the reason this book provides the pathway to the
implementation of the Finance Business Partnering model as against the
traditional management accounting system that is outdated and does not
sufficiently support the stakeholders in their decision-making.

Background

Management accounting has faced unprecedented criticism since the late
1980s from accounting practitioners and scholars in relation to practices
that are not aligned with the abrupt changes that are occurring in the
market environment (Higson and Kassem, 2016, 59-76). Johnson and
Kaplan (1991, 1-269) criticised management accounting provision,
claiming that current practices had lost relevancy, particularly where
businesses were operating in competitive markets. Continuing
developments in IT, the economic crisis of 2008, and the impact of the
COVID-19 pandemic necessitated the need for management accounting to
change and adapt to the needs and requirements of organisations. Strategic
management accounting should no longer operate in the traditional role of
bean-counting. Instead, it must move along with the current developments
and transform to finance business partnering within organisations.
Organisations require more proactive management accountants, and they
expect FBPs to become members of the management, ready to face the
common and exciting challenges ahead (Zainuddin and Sulaiman, 2016,
466-470).

The impact of globalisation (Sulaiman, Ramli and Mitchell, 2008, 1-17),
intense competition in the global business environment (Kariyawasam,
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2009, 1-13), fast developments in information technology (Talha, Raja and
Seetharaman, 2010, 83-95), changes in regulations (Loo, Verstegen and
Swagerman, 2011, 287-313), big data analytics (Richins et al., 2017, 1-
38), and the COVID-19 pandemic require management accountants to
proactively support businesses (Bofinger et al., 2020, 259-265). These are
the key drivers to which management accountants need to adapt. This
book argues that access to information technology for managers with the
ability to interrogate and manipulate the financial information and adapt
data to their requirements, has reduced the time spent by management
accountants on score-keeping and corporate policing. Finance Business
Partners should spend less time in routine accounting duties as these can
be done by each business unit, thereby allowing the Finance Business
Partners to embrace more business-oriented activities (Granlund, 1998,
185-211). The Institute of Management Accountants (1999) and
International Federation of Accountants (2010, 1-26) both reported that
organisations striving to have a competitive advantage over their
competitors whilst providing effective services and products had allowed
accountants to spend more time on combined business roles. These roles
involve strategy formulation, systems development, organisational (re-
)design, management of change and other related services.

Research findings suggest that there has been a progressive transformation
of the finance function into that of a strategic partner, and a move to
higher value-added strategic functions away from the traditional lower
value-added and more routine activities (Lawson, 2019, 1-13). The other
key drivers that necessitate the changing role of management accountants
are changing business market conditions, organisational restructuring, new
laws and regulations, new management philosophies, the external
environment, new opportunities, information technology, and changes
imposed by governments (Jarvenpdd, 2001, 431-458). Therefore, there is a
high level of expectation on FBPs to evolve and adapt, thereby requiring
the need for FBPs to refresh and upskill to keep up with increased
demands from organisations.

Johnson and Kaplan (1991, 1-296) asserted that, for accountants to be
relevant in supporting organisations effectively, they must change and
adapt. Therefore, it is important that finance professionals accept that for
the organisation to survive, they must change from their traditional
management accounting strategies to the new model, enabling efficient
and effective operations to achieve the set objectives. Finance Business
Partners should provide information that supports the organisations in
making informed decisions, leading to a positive impact on organisational
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performance (Kalkhouran et al., 2015, 45-54). An organisation that adopts
strategic management accounting deliberately formulates its strategy
towards market orientation (Cheng et al., 2020, 9-19). FBPs are expected
to have forward-looking information; that is, the provision of current plans
and forecasts for the future based on data and environmental scanning to
enable the organisation and the relevant funding ministry to assess the
organisation’s current and future performance (Kalkhouran et al., 2015,
45-54). The forward-looking strategic management accounting involves
the provision of both projected future financial and non-financial
information to internal users, thereby creating an advantage and leading to
better achievements.

The role of FBPs includes the provision of in-depth financial analysis,
forecasting financial and non-financial information, and environmental
scanning in support of service provision that improves the organisation’s
performance. Additionally, it enables the organisation to have a
competitive advantage over competitors. Khan (2012, 1-55), the Qatar
Foundation Director of Finance, changed the traditional management
accounting system to the finance business partnering model. However,
stakeholders did not respond positively, thereby impeding the full
adoption of the model across the organisation. As a result, the senior
management has disregarded the inadequacies in the current management
accounting system, which has not supported the business effectively,
leading to poor accountability and inefficient and ineffective service
provision in the organisation.

The FBP model received attention after criticism was levelled against the
traditional management accounting system, particularly in the wake of the
2008 economic crisis. In addition, market uncertainty and technological
innovations are some of the factors that impact businesses globally.
Following the criticisms, many innovations were developed to support
businesses, including activity-based budgeting and costing (Yalcin, 2012,
95-110), benchmarking (Hutaibat and Alhatabat, 2019), and the finance
business partnering model. The FBP model has gained worldwide
recognition, especially in developed countries; for example, with Meditech
in the UK (Ma and Tayles, 2009, 473-495), Aquarius, a German
manufacturer (Windeck, Weber and Strauss, 2013, 1-76), and the Swedish
Social Insurance Agency (Caicedo, Martensson and Hallstrom, 2018, 240-
251). Given the positive impacts the FBP model has had on organisations,
it is time for QF to adopt and fully implement the model across the
organisation.
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The Case Organisation — Qatar Foundation (QF)

From its foundation, QF has operated a traditional management and
financial accounting model where all the finance employees were based in
the headquarters and occasionally met with the budget holders to review
their financial performances. Contacts between the management
accountants and their senior managers were few and far between and were
limited to annual budget planning reviews and the monthly budget
monitoring process. The management accounting in QF covered
budgeting/monitoring, cost allocation, statutory accounting, and the
performance measurements that are required to manage financial
resources. Problems began to emerge after the financial devastation of
2008, caused in part by the subprime crisis that resulted from the
deregulation of financial services. The financial crisis had a significant
impact, and led to fluctuations in oil revenue and to the funding ministry
re-prioritising certain activities, consequently affecting the funding stream
to QF. Additionally, the emergence and spread of the coronavirus
(COVID-19) pandemic that began in 2020 caused a global economic
recession (Almerekhi, 2020, 1-88). Consequently, this affected the supply
chains of all the developed, emerging, and developing countries, resulting
in the reduction of consumer demand. The reduction in demand impacted
oil and gas consumption, which affected the external revenues generated
by Qatar and led to funding constraints on QF.

QF is a not-for-profit organisation (https://www.qf.org.qa/about, 2021)
which is expected to operate on a break-even basis, generate and invest
funds through its subsidiary (https://relationshipscience.com/organization/
qatar-foundationendowment-fund-1456445, 2021) and sustain its
operations on an independent basis. During QF’s early operations as a
quasi-monopoly, it enjoyed financial support from the state government
until the worldwide economic and financial crisis set in. Prior to the
financial crisis, resources were abundant and there was a culture of
financial indiscipline in the organisation, and the level of accountability at
the senior management level was almost non-existent. During this period,
the assumption was that so long as the funding continued, there was no
real reason to change behaviour, particularly with regard to containing the
operating costs. Rather, it looks as though more operations were
established, in some cases unrelated to the three core values that the
organisation was set up to operate. However, it was the funding reduction
that acted as a catalyst for change. To this end, with the reduction of
financial support from the Ministry of Finance (MoF), QF reassessed and
reprioritised its operations, leading to the organisation restructuring and
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downsizing certain projects that were not strategically aligned to QF’s
mission and vision.

QF has been restructured and a new Director of Finance was appointed in
2011. In early 2012, a resolution was adopted in the budgeting and
reporting section of the finance department to improve the management
accounting service provision that supported the stakeholders in their
operations and decision-making processes. The intention was to
implement accounting routines that would be beneficial to operations
managers and in turn become acceptable ways of working (Burns and
Scapens, 2005, 3-25). The new way of working involved abandoning
management accounting to adopt a value-adding-oriented FBP model.
Management Accountants (MAs) were re-designated as S/FBPs in 2012;
nonetheless, the new model was not fully implemented. The FBPs were
centralised in the headquarters, remote from the operations they were
supporting. Wadan et al. (2019, 5817-5826) recommended that MAs shift
from their old ways of supporting the managers, and that the FBPs should
provide information requirements, act as internal business consultants and
become members of the senior management team.

During 2012, a new business plan was formulated which included some
key strategy targets. Amongst the targets was implementing the FBP
model, setting up a change management team, and presenting the case for
the new model to all stakeholders through a variety of communication
channels. A process was also put in place to convince senior management
of the benefits of adopting the model and seek senior management
approval for its implementation. The approval was granted. However, the
Chief Finance Officer and the Director of Finance failed to sell the model
to the business managers and undertake the appropriate change
management; hence, barriers to the full implementation of the model soon
emerged. First, there was a misunderstanding between the operations
managers’ and the FBPs’ views of the model, and that became a major
source of conflict. The operations managers believed they had full control
of their budgets and its appropriation to deliver their services. However,
the FBPs viewed the business in monetary terms and considered the FBP
model as a means of introducing accounting-based routines that would
improve the operations managers’ financial and decision-making
processes. Second, as the implementation of the FBP model progressed,
the operations managers realised that the new model would challenge their
operating model and routines; the perceived constraints were met with
resistance, thereby delaying the full implementation of the FBP model.
The resistance to the implementation of the model can be summarised in
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three categories; first, formal and undisguised resistance due to conflicting
interests; second, lack of capability, that is, knowledge and experience to
deal with the change that was being implemented; and lastly, resistance
due to perceived loyalty to prevailing ways of working embodied and
institutionalised in the existing routines.

With conflicts emanating from the implementation of the FBP model, this
book set out to explore the impact of its adoption in QF. The book
establishes and discusses the main challenges and barriers that have
impeded the full implementation of the model across QF. The book opines
that for QF to provide an efficient and value-based service, it is important
that the current FBP model is reviewed in its entirety, establishing a
change management project, communicating the benefits of the model,
and seeking stakeholders’ support for the implementation of the model.

Rationale for Publishing the Book

Management accountants have accepted changes and are participating in
vital strategic management decision-making in various companies (Smith,
2017, 21-28). Many organisations around the world believe that the
existing traditional management accounting and financial reporting
systems no longer support the requirements of the marketplace (Endenich,
2014, 123-149). The volatility of the market where management
accountants work has mandated change in the finance profession. There
are innovations in management accounting, particularly in reporting
regulations, IT, balance scorecards, and activity-based costing (ABC).
These have generated challenges and opportunities for management
accountants to establish means of becoming value-adding resources to the
organisations they are supporting (Chahed, 2013, 195-221).

Management accountants (MAs) can transition to FBPs as value-adding
resources in alignment with the strategic objectives and goals of their
businesses. As a value-adding resource, they provide financial insights
supporting management decision-making processes (Nazri, Tak, and Lim,
2017, 1-4). Chotiyanon and Joannides de Lautour (2018) suggested that
the past number of decades have seen a re-positioning of the accounting
profession with an increase in MAs undertaking further training to become
FBPs. To become a business-oriented FBP, an MA is required to be well-
versed in strategic, forward-looking and collaborative role orientation
(Goretzki, Strauss and Weber, 2013, 41-63). MAs are required to change
their profession to meet the changing business requirements. It is
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recognised that FBP roles are paramount now, given that there has been
full cooperation and easy access between managers and MAs (Goretzki,
Strauss and Weber, 2013, 41-63).

This book proposes that MAs in QF are required to reform, update their
soft and communication skills, gain experience, and become value-adding
resources to the business units and the organisation as a whole. A study on
MAs working in business units was carried out by Chotiyanon and
Joannides de Lautour (2018), which covered small, medium, and large
organisations, together with non-profit organisations. QF is a non-profit
organisation and meets all the criteria. With this principle, this book
supports and recommends a strategy that enables the transitioning of MAs
into FBPs. With the author’s work experience in the organisation, the book
contends that if the model is adopted fully, it will improve the standing of
budgeting and reporting in the organisation. In addition to improving the
organisation it will also provide an efficient and effective service in
achieving their three-core mission of education, science and research and
community development (Qatar National Vision 2030, 1-40).

Summary

Criticism has been levelled against an archaic management accounting
system that is not proactive and provides insufficient support for the
business units and the organisation. Furthermore, since organisations and
businesses are internationalised in their business dealings, this calls for an
accounting system that is proactive, forward-looking and which can
provide an in-depth analysis that supports management decision-making in
achieving their set objectives. The traditional management accounting
system in QF is no longer appropriate for the business and operations of
the organisation. QF, the case study organisation, needs a finance business
partnering model that is proactive and effective. The book, therefore,
investigates the adoption of the FBP model that improves the operations
managers’ decision-making processes and delivers efficient and effective
services. This chapter has presented the introduction, the background
information, the case study organisation, and the rationale for publishing
the book.
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DEFINITION OF FINANCE BUSINESS PARTNER
AND FACTORS IMPACTING MANAGEMENT
ACCOUNTING IN QF

This chapter provides the background to the development and adoption of
the finance business partnering model in various organisations in
developed, developing, and emerging economy countries. It covers the
definition of and factors impacting management accounting in QF, the
case organisation, management accounting roles including management
accounting benefits as pertaining to QF, the FBP model adoption and its
definition, including its key advantages, particularly during the COVID-19
pandemic, and the disadvantages emanating from the adoption of the FBP
model. In addition, the book discusses the key skills and competency
requirements to become an FBP. The chapter discusses how QF could
switch from management accounting to an FBP model, including the
effects of adopting the FBP model. Furthermore, it discusses theoretical
aspects in relation to the FBP model and the application of contingency,
change management and organisational culture and innovation theories in
the context of the FBP model. It identifies gaps in the management
accounting system, summarises the information and provides a conclusion.

Easterby-Smith, Thorpe, and Jackson (2012, 1-392) suggest the
importance of researchers acquainting themselves with the current state of
study before collecting data for their own research. This book explores the
literature relevant to the phenomenon of the FBP model and its
applicability to QF in the budgeting and reporting (B&R) section of the
finance department. Traditional management accounting is deemed to
have become obsolete, considering how organisations are now competing
in the competitive market.
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Impacting Management Accounting in QF

Management accounting definition

There are a variety of definitions of management accounting. Nonetheless,
it is important to state what exactly we mean by the term management
accounting?

The Institute of Management Accountants (2008, 1-5) describes
management accounting as a tool employed in the measurement and
identification of financial information, in conducting data analysis, in
budget preparation, in the interpretation of financial data, and as a medium
of communicating financial information to financial users. Gerrone (2014,
1-5) describes management accounting as an instrument employed for
planning, evaluating, and investment appraisal, thereby supporting
management decision-making processes.

In QF, management accounting deals with the collection of data and with
analysing, encapsulating, and reporting on the collected data for
management, thereby highlighting any risks and opportunities in their
financial performance. Currently, management accounting is deemed to be
of paramount importance, because it covers a variety of services such as
budget planning, cost attribution and the employment of activity-based
costing and budgeting (Hutaibat and Alhatabat, 2019, 1-15). CIMA
described management accounting as a combination of financial and
management accounting involving the application of tools and techniques
to drive successful businesses (CIMA, 2013a). Angelakis et al. (2015)
summarised management accounting as providing three main purposes,
which were focusing attention, problem-solving and scorecard-keeping.
Focusing attention is about the processes and procedures that are in
operation when there is an unfavourable result — for example, a budget
overspend or unmet target — and the measures that are taken to enable a
better future result. Problem-solving involves the management accountants
proactively providing in-depth data analysis that enables the managers to
solve problems. Scorecard-keeping is the process where the management
accountant scrutinises and analyses the individual- and organisational-set
objectives and goals.

For this book we have adopted Angelakis et al.’s (2015, 52-87) definition,
which incorporates all the main management accounting functions and is
currently operationalised in QF. The author has worked in a management
accounting team currently labelled as FBP. From a practical point of view,
the roles include attention-directing. Attention-directing is about
highlighting the risks and opportunities to the budget holders and directing
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their attention on a regular basis to their performance regarding the
delivery of their approved plan. QF FBPs provide commentaries for the
budget and performance monitoring reports and discuss measures that are
necessary to ensure that the budget and actual costs are aligned (Angelakis
et al., 2015, 52-87). Problem-solving involves the FBPs contributing to the
senior management decision-making processes. Yet, the problem-solving
element is lacking in QF because of the organisational structure and a
culture of power-distancing. The role of FBPs is limited to highlighting
the risks and opportunities, and suggesting corrective actions and
appropriate measures to be taken by senior managers. The third element
described by Angelakis, Theriou and Floropoulos (2010, 87-96), that of
scorecard-keeping, is currently not applicable in QF.

Factors impacting management accounting in QF

Organisations are operating in a global and competitive market; therefore,
managers cannot afford to ignore the important roles management
accountants play in supporting them in their decision-making processes.
Presented in Table 1 are some of the factors impacting management
accounting in QF.

Table 1: Summary of factors impacting management accounting in QF

Factors Description Sources
Quality of Managerial accounting systems = Ameen et al.
information are affected by the quality of (2018, 1-9)
system MA input; therefore, a good

management information
system is required in
supporting the management
accounting activities.

Larger organisations, for

example QF, are expected to

have sophisticated

management accounting

systems that enable in-depth Ahmad (2014,
data, scenario planning and 1-10)

what-if analysis that support

the decision-making process.
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Impacting Management Accounting in QF

Factors
Financial and
organisation
improvement

Organisation size

Intensity of
competition

Qualified
accounting staff

Modern
technology

Description

Management accounting
supports the decision-making
process; therefore, it improves
the QF’s performance and
meeting their set objectives.
QF is a large organisation
employing more than 5000
employees internationally;
therefore, size has an impact on
the management accounting
practices which support
management control.

Even though QF is funded
directly by the Ministry of
Finance, there are competing
investments requiring
government funding. QF,
therefore, needs to be able to
compete with others to secure
appropriate funding for its
operations.

To implement and operate a
management accounting system
requires qualified accounting
personnel. The qualified
accountants support the success,
growth, and feasibility of the
organisation.

QF employed ERP (enterprise
resource planning) as larger
organisations are dependent on
technology in assisting them in
their decision-making and
production activities.

Sources
Sunarni (2013,
13-23)

Amara (2017,
46-58)

Nair and Nian
(2017, 1-32)

Brown, Booth
and Giacobbe
(2004, 37-48)

Haldma and
Laats (2002, 1-
38)
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QF management accounting roles and responsibilities

Management accounting roles in the era of globalisation have become
important at the corporate, national, and international levels. MAs play an
active role in providing information and data — albeit historical — to the
decision-makers to help them make informed decisions (Cooper and Dart,
2013, 1-28). MAs provide financial advice to senior management, whereas
previously, they were restricted to information provision to operations
managers. Other roles for MAs include in strategic management, as a
method of extending the activities in support of the decision-making
processes and acting as a finance business partner in the organisation.
MAs undertake performance management; this role involves the formation
of the practice of business decision-making and managing the
organisation’s performance. The role covers the management of risks,
where the accountant is expected to proactively contribute towards the
development of a framework that identifies, measures, manages, and
reports risks contributing to the success of the business.

MAs help decision-makers achieve their main priorities around planning.
In this role, MAs have limited participation in goal- and objective-setting
for the organisation. Nevertheless, MAs discuss and determine the
method(s) of achieving those goals by selecting relevant actions to
implement the set goals and objectives (Mohammad and Ayuba, 2012, 43-
53).

First, the directing role entails the overseeing of the company’s daily
operations and monitoring the implementation of the plans, allowing the
organisation to achieve its set objectives (Bamber, Broun and Harrison,
2008). The second and third roles are controlling and planning; these roles
involve the evaluation of the results of the business operations against the
plans by using historical data and making necessary adjustments to the
plans, enabling the organisation to achieve its goals (Bamber, Broun and
Harrison, 2008, 1-673). The fourth role is the decision-making role, and
even though the MAs have limited roles in goal setting, directing, and
controlling, nonetheless, they do provide data that are employed for
making appropriate business decisions. Figure 1 contextualises the four
main roles of MAs in the modern era.
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Feedback

Decision

making

Figure 1: The main roles of the management accountant

The management accounting benefits - QF

Evidence shows companies that have adopted the management accounting
system reap many benefits. For example, Angelakis, Theriou and
Floropoulos (2010, 87-96) conducted a survey of large Greek and Finnish
manufacturing companies that adopted the management accounting
system. They identified many benefits accruing to the organisations,
including budgeting as a tool for cost control, financial planning,
coordination of the activities of all the business centres, investment and
cash-flow planning, performance measurement, and evaluation of the
application of resources and the performances of managers. The
application of benchmarks for the management process also ranked highly
among the companies surveyed (Hutaibat and Alhatabat, 2019, 1-15). QF,
the case company, used this tool to benchmark the operational
performance against similar organisations in the same industry. The
findings from Hyvonen (2005), Angelakis, Theriou and Floropoulos
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(2010, 87-96), and Hutaibat and Alhatabat (2019, 21-39) indicated that
planning and budgeting systems provide benefits to companies.

Additionally, QF adopts Activity-Based Costing (ABC) for budgeting and
product costing for the annual budget planning, and these are the benefits
that were identified in the study of manufacturing in Greece and Finland.
ABC, according to Yalcin (2012, 95-110), is a popular accounting tool that
has been widely adopted in helping QF to realise financial resources that
are allocated across various directorates enabling the organisation to
achieve strategic outcomes. Performance evaluation as a management
accounting benefit is adopted in QF; this tool is used to measure the
directorate’s annual performance based on its set objectives. The tool is
also used to measure the efficiency and effectiveness of personnel that are
placed in positions of responsibility to deliver the organisation’s
objectives, and it is linked to the annual performance bonus allocated to
employees. Budget variance analysis is used to measure the actual
performance against the planned activities and to highlight any financial
resources risk(s), so that preventative actions are taken to contain
identified potential under-performance. Variance analysis is useful in
budget analysis when used on a regular basis to inform the decision-
makers about whether they are on course to achieve their set objectives.

QF benefits from the implementation of MA application tools, including
investment appraisal, payback time, and the internal rate of return, which
are regularly employed when establishing new projects or adding to the
investment portfolio of the organisation (Al-Mawali, 2015, 219-226).
Also, there is the benefit of the application of management accounting for
long-term planning; for example, the QF five-year strategic plan and
multiple-year forecasting are among the decision tools adopted by QF.
Management accounting also supports forecasting and budgeting and is
used to control wastage by undertaking variance analysis on a regular
basis (Nassereddine, 2019, 99-110).

Table 2 summarises the benefits of management accounting in QF.



19410 0} 19S0[ [2A9] Y31y © JO
1om soonodeld padojaadp Amau
J10J pue 3unuNOoYE JudwIFeuB

10J soje1 uorejudwodur

Je) jeorpur sSurpuly Ay ],

'$1500 9} YS1oMINO SIJIUdq

oy J1 SqVIA 3dope s1ageueiy
-9101 Jueyodur

ue Aejd jou op asn Jo ased pue
1500 ‘JoAIMOY ‘sanqLije danisod
31 Jo uondadrad 1oy 03 9A1IR[AI
‘AVIN o110ads e 3dope sonisioAmun
31N 21e s3urpury Aprys Ay,

*SOLIIUN0D
I9U30 03 JOSO[d ATYSIy paxuel dIom
soonoeld padojoasp Apuarmno

10J pue 3unuNOoYE JuswoFeurl
10y sojel1 uoneuawa[dur oy g,

$JInsal Jo Arewiuing

L1

saruedwod
Sunmoejnuew
e91D LST O
arreuuonsanb
painjonns

*SONISIOATUN
2N ST o
arreuuonsanb
pamionng
‘saLysnpur
90IWWO

pue ‘sa0IAISS
‘Gurmyoeynuewr
SurajoAur
suoryesuesio
Sy 0
arreuuonsanb
pamjonng

POYPN

“SULIY
Sunmoejnuew

39210
9z1s-081e]

"SONISIOATUN
AN

“SULI
Sunmyoejnuew

91D
9z1s-a81e]

Ansnpuy

pueury
pue
909910)

2N

pueu]
pue
900010)

Anuno)

donoerd
3ununodoe
JuowdeuLr
Jjo
UOT)BOTJIIUSP]

N ey

ut uondope
soonoeld
3ununodoe
JuowdeuLRW
JO Ju9)X0 o}
91e31ISoAUT O],
‘asn aImnj

S} pue SuLIy
}o2I1D) oYy

Aq paydope
donoerd
3ununodoe
JuoudeuLr
ay jo
UOIIBOIIIUSP]

sure
YI18ISNY

(o10T
sornodoiof g

pue nordy |,
‘spje[osuy)

3

(6102
‘Jeqereyy
pue

Jeqremny)

(o10T
sonodoiof g

pue
NOLIdY L,
‘spje[esuy)

3

204108

Suruueyd
o1391eng

Sunprewyouag

110ddns
UOISIOdP pue
(01U 1S0D
10} Sunadpng
spfauaq
SununodIdIn
JuU2SVUDIY
Jo &munung

$31JOUdq SUNIUNOIIE JUIWATRURW JO ATRUIWING T [qR],
A0 ur Sununodoy Juswaeue|y Junoedwy
S10}08,] pUR IoUMIRJ SSAUISNE dOULBUI] JO UONIUTJ(T



"aaning oy ur jueiroduir

9q AeW $3S00 SUI[[OUOD

10} Sunedpnq pue sisAjeue
Anqeyjoid jonpoid ay1] sarnseowr
[eroueuly Jey) 15053ns sjnsax oy [,

‘sonbruyos) padojosrap

A[mau Jo osoy) uey) 1oyJIy ore
soonoeld Sununoose JuswaFeuew
[euonipen jo uondope jo sojer
Ay} Jey) PA[eAAdI SSuIpury oy J,
'Souo

padojoaap Ajmau oy ueyy paydope
A1yS1y 210w A[jeUISIew a1om
soonoeld Sununoosse juowoFeue
[BUOTJUSAUO)) "SILIIUNOD

S)[NSa. Jo Arewuing

"SULILY ySTuuL{
€1 Jo AoAIng

"Kosn],

Ul STy
Sunmoejnuew
Pazis-wnipaw
Ly O
dareuuonsang)

-ordoad sz
JO wnuwruru
e Surkodwo

POYIIN

‘osn aInyny
d1qissod pue
S)JOUDq S)
pue ‘saonoead
3ununoooe
JuwFeuew
oy Jo
uondope ay)
os1u30021 0,
“SULIY
Sunmoejnuew
Koyang,

Kq pakorduro
soonoeld
Sununoooe
Juowageuew
ay Jo
UONEBOIUIP]

eI[ensSny
‘soruedwoo pue
Sunumjoejnuey  pueulj

“SULIY
Sunmoeynue Aoyn],
"osn aImny

S} pue SULILY

yoa1n) £q

poyuswdrduur

sure

Ansnpuy URRCELEN |

Anuno)

om] 1dey)

(sooz uonenyeAs
‘UOUOAAH) Q0UBULIONIDJ
(z1oz Sunedpnq
‘Uo[eA) | paseq-Ananoy
spfouaq
a0 Sununoddn
) JUMISPUDW

Jo Livunung

81



‘souo padojaasp Ajmou
oy ueyy payuswadwr A[y3y o1ow
Apy3iys a1om saonoeld Sununodoe

JuSWoSeULW [BUONIPEI],
*SOLIIUNOY JOYJ0 Ul pajuasald asorp
0} 9AIIR[AI [9AJ] YSIY B JO 1M
svonoeld padojorap Aimou Auewr
10J pue 3unuNOodE JuowoFeurl
Joj sojes uoneyuawdrdur oy,

$JInsal Jo Arewiuing

61

ordoad sz

JO wnuwruru

e Kojdwo

ey sorueduwood
SuLmoejnuewt
P RN RV
-081e[ £G] 0}
arreuuonsanb
painjonns

POYPN

“SULIY
Sunmoejnuew

39210
9z1s-981e]

Ansnpuy

pueuIf
pue
909910)

Anuno)

"osn aImny
S} pue SULILY
N1 Yy Aq
poyuswarduur

sonoerd
3ununoodoe
JuowdeuLRW
oy Jo
UonEOHUIPT

sure
Y218ISNY

A0 u1 Sununodoy Judwageue|y sunoeduwy
SI0}0B,] pUE IoU)IEJ SSQUISNE 9OUBUIL] JO UOTIUTA(]

(o10T
‘sornodoiorg

pue nordy ],
‘spje[osuy)

204108

yoeqAed
pue AdN

REIN)!
- [esterdde

JUSUISOAU]
spfouaq
SununodIdIn
JuUU2 SOUD U
Jo &munung



20 Chapter Two

Scholars, for example Johnson and Kaplan (1991, 1-269), experts, and
accounting practitioners have warned that for management accounting to
be relevant in the current competitive environment, it must reform and
meet the changing requirements of organisations. Reacting to this warning,
a variety of new accounting techniques have appeared, and among these
innovations is the finance business partnering model which is discussed
next.

The adoption of the finance business partnering model

Is the adoption of the Finance Business Partnering model gaining traction
amongst the large organisations as well as small- and medium-sized
enterprises (SMEs)? Oboh and Ajibolade (2017, 119-137) reported that in
the past few decades, a movement towards the FBP model had surfaced.
Goretzki, Strauss and Weber (2013, 41-63) opined that management
accounting has transitioned from mundane financial data analysis
reporting to a more wide-ranging role of advising leadership and
participating in decision-making. In this period, the FBP model has
become an outstanding tool amidst other accounting revolutions aimed at
repairing the damage caused by old management accounting practices.
Juras (2014, 76-83) also indicated that there has been a movement away
from the regular management accounting practices towards a more
strategic positioning. The FBP model provides an alternative perspective.
Nonetheless, in opposition to Juras’s (2014, 76-83) viewpoint, research
shows very few studies have been conducted that investigate the prospects
for company-wide acceptance of the FBP model. Alnawaiseh (2013, 32-
44), in his contribution to the discussion, indicated that the FBP model has
not been fully adopted and has little or no recognition worldwide.
However, Oboh and Ajibolade (2017, 119-137) believe that the acceptance
of the FBP model will have a positive effect and will accelerate stability
and growth. In addition, studies have shown that during the last few
decades, the role of MAs in different organisations has changed from a
fiduciary nature to management control, adding value to the planned
direction of the organisation (Graham, Davey-Evans and Toon, 2012, 71-
88). The International Management Accounting (IMA) research findings
revealed that there was an ongoing transformation of the finance function
that is becoming more strategically oriented. The finance function has also
shifted to value-added, strategic activities and moved away from the role
of bean-counting, lower value-added and routine activities (Lawson, 2019,
1-13). The current prediction is that MAs in the future will become
business partners/advisers and internal consultants to business leaders.
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Finance business partnering model — definitions

What do we really mean by the term ‘finance business partnering model’?
To date, there is no globally agreed definition of FBP, and different
variations abound. Amongst the most useful FBP definitions is Zhang et
al.’s (2020, 473-496), who described FBP as a close relationship between
various departments of the organisation, including the finance department.
Historically, it has referred to the role of internal consultants providing
strategic support to the senior management in the organisation. The FBP
supports the decision-making process pertaining to planning, controlling,
coordination and evaluation using advanced technology; for example, the
application of IT to share real-time data, the distribution of capital
information flow and other data sources. However, the ICAEW described
FBP as an instrument used for formulating strategy and implementation,
communications, decision-making and negotiations. FBPs undertake
business analysis and act as listeners for new initiatives, preferred
advisers, and organisers of business-related matters (ICAEW, 2018, 1-62).
FBPs play the role of value creation that supports improvement in the
quality of decision-making in the areas of finance, price, and cost control
(Flanagan and Grant, 2013, 47-49). An FBP is a business-minded person
with excellent skills in technical accounting and with an in-depth
knowledge of business. There is recognition that the true value of a
finance professional has shifted away from providing a historical view of
the business to becoming a proactive FBP and provides information on
how the strategy can be executed.

Given the variety of definitions of FBP, the authors define FBP as a key
partner who plays a key strategic role and acts as a link between the
organisation's departments and finance, providing value-adding service to
the departments they are supporting and contributing to the strategic
decision-making process. Even though there has been a broad recognition
of FBP as an innovation and model, a consistent definition of what
constitutes the FBP is still lacking in the management accounting
literature.

The current trend is that the Finance Business Partnering model is being
adopted in organisations of varying sizes, industries, and complexity. The
FBP title varies amongst organisations and industries. Also, the title
varies between countries; for example, they can be titled as Internal
Consultants/Advisors, Finance Managers or Specialists essentially
providing strategic support to the senior management. They are
strategically placed at different levels in the organisation. The FBP aligns
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the finance function with business operations, thereby enabling them to
understand and acquire business knowledge with the ability to influence
the decision-making. Goretzki and Messner (2019, 1-20) opined that FBPs
are a resource that provides value support to the leadership decision-
making process of organisations. Importantly, FBPs are business-oriented,
as against the transaction-oriented management accountants. FBPs provide
and gather real-time information, assisting management in making
business decisions. FBPs provide financial expertise and in-depth data
analysis in support of the activities of the business. FBPs act as a value-
adding resource challenging the decision-makers within the business units
and thereby having a great influence on the strategic future of the business.

Table 3 summarises the main distinctions between traditional management
accounting and the FBP model. Whilst aligning with Parker’s (2018, 1-3)
definition of FBPs, the author’s preferred definition is that the FBP should
be a professionally qualified person, with substantial commercial
experience, flexibility, and ability to provide insight and scan the
environment, along with analytical and communication skills, and
strategically placed within the business units where s/he can provide first-
hand advice and influence decision-making. Below is a summary of the
distinctions between traditional management accounting and the FBP
model.

Table 3: Distinction between traditional management accounting and the
finance business partnering model

Traditional management Finance business partnering

accounting model

Historical — backward-looking, Prospective — strategic, forward-

scorekeeping. looking, and dynamic.

Watchdog and policeman-type Member of senior management and

function. cross-functional team and providing
input to the decision-making
process.

Transactional in nature. In-depth analysis and provision of
insight.

Inflexible and not dynamic. Flexible.

Focus on existing activities. Good, priorities aligned with
counterparties.

Reactive to historical events. Proactive.

Mundane activities. Unprogrammed.
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Lack commercial knowledge or Commercially and competitive-

business knowledge. oriented.

Data orientation and variances Information-oriented, provision of

focused. customised, ad hoc, information
based on needs.

Based on existing systems. Flexible and unconstrained by
existing systems.

Built on convention. Ignores conventions.

Lack soft and communication Possesses soft and communications

skills. skills.

Not in advisory role. Environmental scanning — external-
focused.

Inability to value-add. Advisory and value-adding role.

Rules-led. Less rules led.

Less creative. More creative.

More time is spent on traditional More time is spent on business

aspects of accounting. activities.

The key advantages of the finance business partnering
model during COVID-19

The outbreak of the COVID-19 pandemic had severe economic
consequences worldwide (Donthu and Gustafsson, 2020, 284-289) and left
no country unaffected. It brought dramatic changes in how businesses
react to consumer behaviour. It is onerous to gauge in the longer term the
economic, behavioural, or societal consequences of the pandemic,
particularly on businesses around the world. The effect of the pandemic of
1918-20 indicates that there is insufficient payback on capital assets and
investments (Jorda, Singh and Taylor, 2020, 1-22). Nevertheless, beyond
the pandemic there is a tendency that the level of investment, including
human capital and financial resources, will be impacted. This is where
FBPs can provide an in-depth financial analysis as to where an
organisation can diversify its investment portfolio, enabling the
organisation to maximise its investment returns. FBPs, with their financial
and commercial acumen, will be able to identify the financial risks and
opportunities that may present themselves during this period.

During the period of the COVID-19 pandemic, many businesses struggled
for survival but at the same time other businesses thrived by taking the
opportunities that presented themselves (Donthu and Gustafsson, 2020, 1-
22). Also, many businesses are now operating as online businesses and
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there is hybrid working in many organisations involving a few days in
office and then working from home. For QF, most of the staff are recruited
from overseas, including an array of professionals and management staff,
lecturers, and teachers. Due to political issues between the Qatari
government and Saudi Arabia, the UAE, Bahrain and other Arab
countries, the closing of the borders had a huge impact on QF’s ability to
recruit from overseas. QF invariably had to re-model its tuition provision,
as in other countries, from face-to-face teaching to online, until it was safe
to operate normally. FBPs were better positioned to present options
appraisals for providing some of the services online; for example, online
teaching for all their students from secondary schools to the university
level. The online teaching provision was appraised, and options were
presented to the decision-makers to make appropriate decisions. The
pandemic situation provided opportunities for the organisation to review
and reassess some of their service provisions with the view to merge, close
or re-evaluate how some of the services are provided.

FBPs provide relative analysis for service rationalization or the closing or
merging of certain business units by highlighting the risks and
opportunities for taking such decisions (Donthu and Gustafsson, 2020, 1-
22). In addition, the FBP assists the senior management with reducing the
level of office space required post-COVID-19 pandemic. Since most of the
services are being provided online and on a hybrid basis, this enables the
senior management to take the opportunity presented by COVID-19. The
FBP undertakes the cost-benefit analysis of working from home (hybrid)
as against a full return to the office. However, it is anticipated that most
administrative services can be provided from home, thereby reducing the
space requirements, and consequently saving money that can be reinvested
elsewhere.

Studies in management accounting and from the accounting practitioners’
papers — for example, Goretzki and Messner (2019, 1-20) and Karlsson,
Hersinger and Kurkkio (2019, 185-211) — provided the key benefits that
have contributed to the emergence of the FBP model. The FBP is
associated with changing and influencing the organisational culture
(Lambert and Sponem, 2012, 565-589); for example, in QF, there is a
requirement for efficient and effective allocation of resources and this is
now mandatory, given that the MoF requests all directly-funded
organisations to make a compulsory in-year 30% budget saving. The
adoption of the FBP model also influences broader organisation re-
modelling and general changes in management ideas towards the changing
environment (Lambert and Sponem, 2012, 565-589; Goretzki, Strauss and
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Weber, 2013, 41-63). The current organisation structure is based around
the old function, which is outdated and not fit for purpose. The new
structure, for example, allows FBPs to be at the centre of the business
itself, and FBPs have a reporting line relationship to the Business Unit
Managers (BUMs) in their operations.

The benefits that the FBP brings include the advisory role of contributing
in-depth data analysis, environmental scanning, provision of insight and
the evaluation of risks and opportunities, particularly during the period
where the funding from the Ministry of Finance and other organisations is
being reducied (Ma and Tayles, 2009, 473-495). The FBP provides cost-
benefit analyses for new investments or new projects that the business
units might want to embark on in the post-COVID-19 pandemic era. For
example, research shows that when the FBP is located within the business
units and gains knowledge of the business (Bofinger et al., 2020, 259-
265), the FBP adds value by being proactive and can project into the
future, based on their knowledge of the business.

FBPs in QF play a pivotal role in influencing and advising the senior
management in their decision-making. FBPs play a significant part in
meeting the set targets and goals of the organisation (Goretzki, Strauss and
Weber, 2013, 41-63). Today’s FBPs are more business-oriented, which
places more prominence on a forward-looking strategy and synergetic role
with business units. The aftermath of the financial problems brought about
by the COVID-19 pandemic has intensified and influenced the changing
role of FBPs, with them becomingmore business-oriented accountants.
The COVID-19 pandemic provided an opportunity for the organisational
redesign that was necessary to cope with the new way the service was
delivered. Additionally, it encouraged new managerial ideas, systems
developments innovative management techniques, human capital
developments, and a championing of change management (Burns and
Baldvinsdottir, 2005, 725-757).

FBPs provide expert advice (Monahan, 2019, 1-20) that informs better
decision-making, including the ability to advise the organisation about
ways to increase their investment value and provide options appraisals,
and in return the FBP profile is improved considerably. The finance
business partnering model benefits QF because the FBPs have improved
overall relationships with staff and understanding of needs across different
business units and support services. Due to the knowledge and expertise of
the FBPs, they are increasingly sought-after for senior and director-level
positions, especially in the private sector, because their input is believed to
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align with contemporary organisational strategy (Warren and Burns, 2017,
182-199).

Jarvenpada (2007, 99-142) posited that there is cultural intervention
inducing changes towards the business partner role. QF and other
organisations will benefit from the FBP model, given that the FBP plays a
vital role in changing the organisational cultural orientation, particularly
towards the effective and efficient application of available resources. The
intervention could be formal, encompassing organisation structure,
systemic intervention, innovation, and human capital. For example, QF
benefits from structural changes by decentralisation of the FBPs and
allocates them next to the BUMSs, rather than the current centralisation
where the FBPs have no access to the decision-makers or knowledge of
the business. The structural changes in finance could be in the form of the
organisational structure of team-based working, and finance staff can be
physically located nearer to the units they are supporting.

Evolution of the finance business partner -
internal and external roles

The COVID-19 pandemic brought an unprecedented changing demand in
the marketplace, which led to reflexiveness in many organisations in
responding to the effectual changes occurring in the prevailing complex
environment. These changes led to organisations altering their structures,
processes, and strategies to align with the changing environment (Jones
and Glover, 2018, 1-24). It is an expectation of the FBP to provide support
and advise the management of QF and other organisations to realise their
economic and financial goals. The support FBPs provide includes planning
and continuation of management control, accounting information systems,
and provision of value-adding, including in-depth financial analysis,
insight, and commercial knowledge. The FBP role includes the
establishment of communication with leadership and employees in every
section of the organisation. FBPs communicate with outside partners; for
example, the Ministry of Finance, the Qatar Museum, and the Branch
Campus Universities partners. The communication could be a combination
of meetings and visits, formally or informally; for example, by the
lift/elevator and coffee machines for informal chats.
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The services provided by the finance business partner -
internal roles

What differentiates FBPs from management accountants? FBPs will have
varying levels of technical, industry and commercial experience that puts
them ahead of traditional management accountants. Therefore, the internal
role of the FBP includes the provision of ‘real-time’ support and analysis
to the operations managers. They act as trusted advisers providing credible
financial data analysis and enhance the operations manager’s decision-
making process. The FBP provides a mixture of analytical, commercial
and communication support to all levels of senior management, as these
roles are at the heart of the FBP model. Internally, the FBP provides a key
link (Monahan, 2019, 1-20) between frontline services and the finance
section, in many cases needing to meet the varying demands of two
masters. Furthermore, studies suggest that FBPs need to de-emphasise the
bean-counting roles and transition to becoming more entrenched in the
strategic decision-making process and becoming valued business partners.

In QF, examples of the FBPs internal roles are visible in many
departments, including Research, Development and Innovation (RDI), Pre-
University Education (PUE) and the Equine Medical Centre (EVMC). In
this regard FBPs become the trusted advisers and provide in-depth analysis
and are members of the senior leadership team that assists the leaders in
making decisions. They can establish and transfer accounting knowledge
to the managers, support managers by taking responsibility for financial
and administrative tasks and are prepared to be used as a sounding-board
(Windeck, Weber and Strauss, 2013, 1-76). Additionally, the proximity of
FBPs to the business managers enables them to provide accurate data and
forecasts that enhance the decision-making of the managers. FBPs have
developed their roles in a particular direction, enabling them to attain new
responsibilities and, in some cases, different identities (Goretzki and
Messner, 2019, 1-20). For example, FBPs undertake a self-evaluation of
their current roles and their personal aspirations and thereby take proactive
decisions in bridging the gaps between the two by undertaking
developmental courses. Rieg (2018, 183-220) conducted an empirical
examination of the roles of MAs together with contingency factors that
impact their roles. Currently, FBPs’ internal roles are more business-
oriented, instead of having a real perspective towards the assiduous
implementation of accounting activities that traditional management
accountants are known for.
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Internally in QF as well as in other organisations and industries, FBPs are
expected to provide internal consulting, particularly in terms of new
business development and investment appraisal, long-term strategic
planning, accounting and finance, and proposing process improvements.
And as a key strategic input, they are expected to perform financial and
economic analyses. FBPs actively participate in business processes that
span different functions and provide a free enterprise view, thereby
providing added value to BUMSs in their decision-making processes
(Windeck, Weber and Strauss, 2013, 1-76). The FBPs are in a better
position, and they are at the forefront of the troubleshooting analysis of
raw data, supporting data scientists in the performance of exploratory
analysis (Richins et al., 2017, 1-38). For example, in the commercial arms
of QF, FBPs applied exploratory data analysis to determine the appropriate
selling price, for example, for products in the Chef Garden Restaurant. In
QF, FBPs act as change agents (Burns and Baldvinsdottir, 2005, 725-757).
In QF departments, they are members of the management team and
participate in making decisions (Bhimani and Keshtvarz, 1999, 25-31). QF
FBPs, to a certain extent, exert major authority on the preparation of
annual budgets, questioning the budget holders’ plans and actions, and
FBPs participate in a variety of business decisions (Merchant and van der
Stede, 2012, 1-792). Other roles include proactively interacting with the
business managers and providing necessary support to enhance their
decision-making process (Windeck, Weber and Strauss, 2013, 1-76). FBPs
act as strategic leads of the organisation and as coordinators for the
business planning process, which is actively in operation in QF.

The services provided by the finance business partner -
external roles

Again, this is where there is a clear line of differentiation between FBPs
and management accountants that provide mundane, bean-counting
activities. While it could be argued that management accountants provide
mostly internal service provision, FBPs’ external roles involve the
development of relationships with customers alongside providing routine,
technical accounting services (Janin, 2017, 5-19). This makes for a more
rewarding role. The FBP looks beyond internal service provision, and in
addition they also provide professional support for the organisation
externally. FBPs have an external role at QF as well as providing internal
support to the senior management, in turn enabling QF to receive as large
a budget as possible from the funding ministry to enable them to deliver
on their three pillar missions of research and science, education, and
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community development. FBPs support the senior management in their
quest to find external funding through cooperation and partnership with
other external organisations, including the UN, for the Education Above
All (EAA) global initiative. In this situation, the external role that FBPs
play brings into view their competencies (Boltanski, 2009, 1-289), where
FBPs question the governmental domination of the policy-making body,
for example, the funding ministry. When the state government wants to
enact laws, they reach out and seek input from QF, particularly in relation
to not-for-profit activities and new laws governing the museums and
artefacts that QF champions. FBPs influence the rules of the Ministry of
Finance with which QF must comply; for example, the new regulatory law
to be enacted by the government. With FBP influence, they have brought
about the liberation of QF (Boltanski, 2009, 1-289). According to Janin
(2017, 5-19), FBPs function beyond their business confines and against
the authorities, for example, the Ministry of Finance and Ministry of
Culture.

FBPs have four basic roles in supporting organisations. These are: first,
participation in strategic cost and budget management to accomplish the
business goals; second, target, planning and decision-making support for
internal expenditure activities; third, performance measurement control;
and finally, advice on the preparation of financial statements (Brands and
Holtzblatt, 2015, 1-12). The most important role of the FBP is partnering
with leaders in interpreting and utilising the available data. The FBPs in
QF sit closer to their business peers in dealing with the daily operational
matters in a way that is still not universally accepted. FBPs can advise
sales managers in the commercial section of QF; for example, by
providing timely information to counteroffer on a contract or solve a sales
rebate structure issue with the marketing team in the Equestrian Centre,
Qatar Philharmonic Orchestra or Qatar Music Academy (Ahrens and
Chapman, 2007, 5-31).

The external roles provided by FBPs include environmental scanning,
which involves the gathering and application of information about the
trajectory of and changes and interconnections in QF’s external
environment, thereby assisting the leadership in designing its long-range
direction of operations, and securing and improving its future position
(Bhardwaj and Kumar, 2014, 39-50). FBPs research the competitor
orientation, which is about the ability of QF to identify the existing
position and prospective rivals, particularly in the commercial arms of the
organisation. FBPs review and respond to the robustness, imperfections,
capacities, and strategies of those competitors from the marketplace (Bell,
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Lai, and Li, 2012, 201-215). FBPs actively provide and contribute towards
the achievements of the organisation’s objectives by developing strategy
and system corporate design, and instigating change management that
aligns with the FBP model. The FBPs are forward-looking and provide a
wider business point of view and have moved towards acquiring
commercial knowledge of the organisation’s business. Table 4 summarises
the internal and external roles of the FBP.

Table 4: Summary of the internal and external roles of the finance business
partner

Finance
5 ’ Industry and
business Source Research aim
, method(s) used
partner’s role
Influence  rules | (Janin, 2017) | This is the This is
and regulation exploration of | ethnographically
the extent FBPs | based,
play an active concentrating on
role and the the management
interaction of accounting
the organisation | department of a
with its external | French
Value-add environment. professional
football club.
The Combining
investigation of | observation,
the ‘external’ interview,
role and attending meeting
examination of | and internal
its relationship | documents
with the role analysis.
played by FBP
internally.
Challenge the (Boltanski, The Generalising the
institutional 2009) justification of | field observation
dominance economies of and producing
worth. statistical
equivalency.
Corporate (Endenich, The Based on cross-
planning and 2014) investigation of | sectional field
control change study including
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Finance
. . Industry and
business Source Research aim
R method(s) used
partner’s role
processes interviews with
within German | senior
and Spanish management
management accountants in
accounting nine German and
instigated by nine Spanish
the current companies.
economic
predicament.
Tailored (Jarvenpii, The paper It is a longitudinal
recommendations | 2007) investigates the | case study
process exploring and
Actively employed by theorising the
participate in the company in | multiple cultural
management changing their | change
decision-making management interventions in
process accounting relation to
culture in management
practice. accounting.
Conduct in-depth | (Nama and | It contributes to | Employed
financial analysis | Lowe, 2014) | ‘practice turn’ Schatzki’s site
and provide in management | ontology with
financial accounting naturalistic data
information. literature. The collection
paper explores | methods.
Source of the interlocking
competitive and the
advantage ‘situated
functionality’
of accounting

in different
private equity
business. It
adopts the
application of
Schatzki site
ontology.
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Finance
business
partner’s role

Source

Research aim

Industry and
method(s) used

Participation in

(Brands and

This relates to

Case study and

strategic cost Holtzblatt, business industry based at

management, 2015) analytics: Cummins Inc., a

operational and transformation | global power-

management of the technology

control for management company.

performance accountant’s

management and role.

support in

preparation of

financial

statements

Advise sales (Ahrens and | An outline of Applied a

manager in Chapman, distinctive longitudinal field

resolving cost 2007) practice theory | study of

structure approach to the | management
role of control carried
management out in a UK
accounting in restaurant chain.
the constitution
of
organisations.

Act as adviser in | (Jorgensen The paper Field study based

approving loans and Messner, | investigates the | on ethnography in

to customers 2010) association an R&D-intensive
between company.
accounting and | Conduct the
strategy in a analysis of new
high product
uncertainty development
about (NPD) projects
outcomes. and the way in

which decisions
and practices
concerning these
projects are
accounted for.
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Finance
. . Industry and
business Source Research aim
R method(s) used
partner’s role
The development | (Chotiyanon | The book is BPDM looks at
of business and about the self- | the real-life
partnering Joannides de | orienting experiences of
development Lautour, process of management
model 2018) management accountants in
accountants, their lifelong self-
key to their orienting
emerging role processes.
as business
partners.
Performing (Graham, To establish the | The study was
internal Davey- activities the conducted by
consulting, long- | Evans, and finance survey and
term strategic Toon, 2012) | business content analysis
planning, partner of the roles of
managing the performs and to | financial
accounting identify the controllers
function, process extent the FBP | (finance business
improvement, performs their | partners) in the
and performing role rather than | financial services
economic and being a ‘bean- sector in the UK.
financial analysis counter’ and to
identify an
FBP’s expected
roles to
ascertain any
barriers to
change.
Provide (Bhardwaj The aims of the | The study is
environmental and Kumar, | study are the based on 175
scanning by 2014) examination of | finance
gathering, the effects of businesses in
analysing, strategic Thailand. A mail
dispensing, and management survey procedure
interpreting accounting on was used for data

external force
information and
use the results in

firm
performance of
finance

collection.
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Finance
business Source Research aim
partner’s role

Industry and
method(s) used

the strategic businesses in
planning process. Thailand.

The
identification of
competitor
orientation
involving the
identification of
the current and
potential
competitors;
understand,
monitor, and
respond to the
strength,
weakness,
capabilities, and
strategies of
those competitors
and therefore
constantly collect
competitors’
information from
the marketplace

Advantages of a finance business partner
Value-adding

The FBP roles bring about many advantages, including acting as a
provider of services to their internal clients, as well as provision of support
to their external clients. For example, the external support provided to QF
includes ‘value-adding’, where FBPs invested their time in a process that
freed QF from government restrictions, particularly from the Ministries of
Finance, Culture, and the Interior. Additionally, FBPs provide a
paramount function in areas such as budgeting and controlling, and this is
an essential support to QF that allowed it to overcome the economic crisis
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(Endenich, 2014, 123-149). FBPs supported QF by providing in-depth
financial analysis during COVID-19 in relation to option appraisal for
budget allocation according to the priorities. The FBPs provide senior
leadership with appropriate recommendations that meet appropriate
scenarios, together with the provision of data sets for future development
trajectories. Moreover, QF FBPs support the managerial decision-making
process, thereby adding value to QF and leading to strategic effectiveness.
Ferreira and Moulang (2009, 1-28) postulate that FBP support enhances
the organisational performance; for example, an improved profit margin in
the commercial arms and breaking-even in other areas of the organisation.

In-depth financial analysis

FBPs performed a crucial role during the economic disaster of the
COVID-19 pandemic, and when there was a shortfall in funding, their
participation in decision-making contributed to the organisation’s success.
Consequently, the senior managers have started to recognise the need for
in-depth financial analyses of strategic and operational decisions. It has
thereby enhanced the acceptance of FBPs as valued partners in arriving at
appropriate decisions. The increase in FBP interaction with senior
managers at operational level is another advantage. There is recognition
that the calibre of management decision-making is due in part to the
contribution of FBPs, leading to cost awareness, feasibility awareness, and
internal efficiency. Also, it contributes to an improved internal activity in
the organisation, which is an added advantage to QF in adopting the
model.

Communication skills

The FBPs have developed good communication skills, and they are
demonstrating appreciation of cross-functional activities, given that their
roles have expanded beyond bean-counting and score-keeping. In essence,
the business-oriented partnering role has elevated them to become
members of the management team making business decisions. FBPs have
gained added authority that allows them to advise the senior management
as to the reasons why certain types of information may or may not be
appropriate for their business decision-making. In this way, they can
provide qualitative insights that support and improve the decision-making
process (Chotiyanon and Joannides de Lautour, 2018, 1-206).
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Other advantages

Furthermore, FBPs’ advantages include their influence in performance and
the quality of information, as well as having a greater interaction and
relationship with the managers they support. The advantage that accrues to
FBPs is the establishment of trust with the managers by providing
qualitative accounting data that the decision-makers can rely on.

Disadvantages and criticism of the finance business
partnering model

Functions overlap

The disadvantages of the FBP model in QF include potential overlaps with
the functions of other finance roles. For example, the monthly budget
monitoring review with the budget holders, where FBPs are usually the
first point of call for all the finance-related issues (HFMA, 2019, 1-20).
There is no clear boundary between the FBP and MA role, as the FBP
engages in both roles interchangeably in QF. To date, the FBPs are the
main focal point for all finance-related issues, and they spend a substantial
part of their time undertaking the transactional aspect of the role which
should be done by the MAs.

FBPs are perceived to be too powerful

In one of the studies in the Swedish insurance agency (SIA), a
disadvantage emanating from the new model related to the managers’
perception that the FBPs were too powerful and interfered in their
operations (Caicedo, Martensson and Hallstrom, 2018, 240-251). A similar
culture is operational in QF, whereby most executive directors believe that
the FBPs are interfering in their business and potentially curtailing their
activities, hence senior managers have not fully embraced the FBP model.

Mohammad and Ayuba (2012, 43-53) iterated that a disadvantage inherent
in the role of FBPs was that they were seen as outsiders removed from the
core activities of the organisation. They are not always encouraged to
interact or have direct access to the Executive Directors (EDs). The
practice in QF is for FBPs to have no direct access to EDs. There is also
the issue of the FBPs’ involvement in business decision-making which
may not be acceptable and can be viewed as compromising their
traditional fiduciary role. The other criticism is the matter of conflicts of
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interest, which could potentially have a negative effect on the organisation,
particularly where there is a dual reporting line to operations and the
Executive Director of Finance (EDF). To buttress the issue of conflicts of
interest, there are cases of the high-profile organisations that have
collapsed in the wake of financial difficulties that they were involved in
(Messner, 2019).

Benefits of the finance business partnering model
compared with traditional management accounting —
Qatar Foundation

The benefits derived from the finance business partnering model will
ultimately depend on the full adoption of the model. Nevertheless, below
are some of the benefits that can accrue from the adoption of the FBP
model.

Provision of accurate and timely qualitative data analysis

The benefits of the implementation of the FBP model include the ability of
the FBPs to provide more accurate and timely qualitative data analysis for
decision-making (Parker, 2018, 1-3). Their positions allow them to
identify business performance defects at an early stage. FBPs can provide
alternative solutions to the problems, agreeing and implementing
corrective action(s) as may be necessary. Also, FBPs break down the line
management silos of a business that often cause dysfunctional decision-
making and provide sub-optimal financial performance. In this regard, the
FBP can inculcate the trust and sense of teamwork that maximises the
information flows in the organisation.

Hybrid role

From the author’s knowledge as a member of the Finance — Budgeting and
Reporting team, QF adopts a hybrid of management accounting and FBP
models. However, management accounting concentrates on historical data
and deals with all past transactions, which is not adequate to support the
organisation effectively. This was more so during the COVID-19
pandemic, where proactive provision of an in-depth insight was required
to support the management decision-making. Given the backward-looking
management accounting service provision, QF is more reactive in
responding to issues that arise; for example, where the budget is
overstretched and under-performing. This is wholly inadequate. A high
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proportion of QF accountants in the business units are not qualified; they
are called ‘finance coordinators’ (FCs), but nonetheless they oversee
finance. QF adopted management accounting at the inception of the
organisation in 1995; therefore, it is less proactive and dynamic in its
financial service provision. However, there was a brief period when an
innovative director of finance introduced the FBP model to the
organisation. The model was approved conceptually but met opposition in
its implementation and is not organisationally accepted. The model has not
been fully implemented across the organisation.

Attraction of skilled, competent, and qualified accountants

The benefits of the FBP model to the organisation include the recruitment
of skilled qualified accountants that have analytical and communication
skills as well as the ability to scan the environment and undertake analysis
that supports the senior management in their operations. FBPs can provide
insights that influence and impact the qualitative decision-making process.
FBPs are currently detached from the business they support in QF, and
they do not have commercial or business knowledge that could be called
upon to support the management. There have been a few occasions when
managers made decisions that were not value for money and not in
cognisance with the QF mission statement. FBPs can be useful in giving
their insights into any new financial investments by undertaking
investment analysis, options appraisal, and cost-benefit analysis.
Currently, this is lacking because the FBPs are based away from the
business units they are supporting.

Skills and competency required to become
a finance business partner

In pursuing better alignment of FBPs to the business, the FBPs’ skill
requirements include strategic, analytical, information technology,
leadership, and communication skills (Burns et al., 2009, 177-192).
ICAEW (2018, 1-62) recommended that leadership and management skills
form the cornerstone of the required skills for FBPs in management roles.
FBPs are also expected to acquire business knowledge, commercial
acumen, ethics, and to be proficient in communication skills, in-depth data
analysis, and professional judgement. The Consultative Committee of
Accountancy Bodies (CCAB) has incorporated all skills requirements into
their syllabus, and in particular have a specific module for strategic
management and the finance business partnering model. The CCAB
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consists of the main accounting bodies in the UK, Scotland, Ireland, and
Wales, including ACCA, CIPFA, ICAEW, CAI and ICAS. In addition, the
Chartered Institute of Public Finance (CIPFA) run a certificated course,
‘Introduction to Finance Business Partnering” (CIPFA, 2019, 1-1).

The required skills

Chotiyanon and Joannides de Lautour (2018, 1-206) recommended certain
skills and competency requirements to become an FBP. The skills
included, but were not limited to, having a solid finance grounding,
including on-the-job training or coaching. Such training is also provided as
short courses by all the CCAB bodies. The ability of FBPs to link and
embed external information and data into internal financial use is another
key skill (Chotiyanon and Joannides de Lautour, 2018, 1-206). Becoming
an FBP requires the ability to understand different prevailing business
elements in different business units or departments. It is also important to
be realistic in dealing with the business that is being supported. This is a
key element in arriving at successful decisions and the implementation of
agreed plans or policies.

Networking and presentation skills

It is important that FBPs can network, as this may assist in the
implementation of new plans or strategies that add value to the business
attaining its set objectives. In addition, FBPs must have presentation skills;
that is, the ability to present information from the user’s viewpoint,
including the senior management. According to Wadan et al. (2019, 5817-
5826), FBPs should have social skills, for example, collaboration,
customer orientation (internal or external) and the ability to solve
problems. Soft skills are a prerequisite for the FBP’s role in order for them
to have the ability to make judgements and become a member of the
management team (Prifti et al,, 2017, 1-15). In addition to technical
knowledge, FBPs should be versatile in the use and analysis of big data
and predictive tools; for example, the use of ‘what-if analysis’, particularly
in the digital age (Prifti et al., 2017, 1-15).

Technical skills, soft skills and commercial knowledge

There are some recommended skills requirements for FBPs, including
business knowledge and the ability to learn and have a thorough
knowledge of the business operations. Humility is an essential skill for the
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FBP to recognise his or her role as service support to and facilitator of the
business operations and objectives. The ability to process and use
communication skills is another essential requirement for the role (Dahal,
2019, 1-8). To be effective and become a value-adding resource, the FBP
should be the technical expert who simplifies technical concepts and uses
them to improve and provide solutions to the business that he or she is
supporting. Customer-centricity is a key skill for the FBP, enabling the
post-holder to assist the business with what they may need and enabling
the business to achieve their set objectives. To be an effective FBP, they
should form a satisfactory relationship with the leadership they are
supporting. It is the key to opening the door to the leaders. In addition, the
FBP should have credibility and be a trusted resource to the managers they
are supporting.

Other relevant skills

The skills requirements of FBPs proposed by Lawson (2018, 1-13) include
hindsight, which entails the ability for the post-holder to look backward to
influence the future in a positive way by using historical data to predict
future projections. Insight is another skill requirement that involves
turning information into intelligence; this is where business partnering
begins. Skills like foresight are where the finance business partner plays a
leading role by being proactive to anticipate what the future may look like
and, in that process, help the business to envision the future. Strategic
planning skills, competitive acumen and innovative skills are prerequisites
for FBPs. The FBP should also have strong convictions and the power of
persuasion, in order to push ideas through. FBPs should be able to deal
with different personalities at all levels of seniority as part of their key
skills requirements. In addition to interpersonal skills, the FBP should be
competent in nurturing relationships and trust with colleagues across the
business. Table 5 summarises the key skills and competencies required of
FBPs.
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Table 5: Summary of skills and competence required of FBPs

Cognitive skills Behavioural skills
Technical skills Personal skills
- Communication - Sense of inquisitiveness
- Technically qualified - Flexibility
accountant - Strong conviction
- Versed in IT technology - Competitive acumen
- Financial planning - Trust
- Experienced in data - Credibility
analysis - Intelligence
- Experienced in planning - Morality
and forecast - Humility
Analytical and design skills Interpersonal skills
- Versed in the application - Ability to form
of IT relationships
- Environmental - People skills
scanning/research - Empathy
- Performing scenario - Leadership skills
analysis/what-ifs - Collaboration
- Insights
Appreciative skills Organisational skills
- Ability to critically - Business knowledge
review information. - Organisational influence
- Proactive and responsive - Customer-centricity
- Value-adding resource - Organisational
- Foresight management
- Project management

Transitioning from management accountant
to finance business partner

Management accounting is not simply about recording, but includes
performance reporting, and should be seen as offering partnership with the
organisation to reduce threats, be policy-driven, and add value to the
business. Improved, integrated information technology systems influence
management accountants, pushing them to learn about the operations and
interact with business managers. By gaining knowledge and experience,
they transition from management accounting to finance business



42 Chapter Two

partnering (Karlsson, Hersinger and Kurkkio, 2019, 185-211). To support
the successful transition of management accounting to the FBP model, the
finance department should ensure that they have established the business
priorities, identified where the FBP can be of most support, and identified
any gaps in their ability to deliver such support (ICAEW, 2018, 1-62).
Once the finance capability has been assessed, ICAEW (2018, 1-62)
suggests two broad areas where appropriate actions can be taken; these are
finance capability and the potential clamour for the service of finance
business partners. The capability and business demand model are
presented in Figure 2.
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Figure 2: Finance business partnering capability and business demand

In a situation where there is moderate finance capability and low
commercial demand, it could be appropriate to deliver lower business
partnering. Zoni and Merchant (2007, 29-43) suggested that there is a
positive relationship between management accountants’ participation and
financial performance in 22 large Italian companies studied, which
supports the location of FBPs in the operations. In QF there is high
commercial demand for FBPs but only moderate capacity; therefore, there
is a need for investment in finance capability.

The transformation could start as a simple linear journey from an MA to
an FBP (Friedman and Lyne, 2001, 19-44; Siegel, Sorensen and
Richtermeryer, 2003, 37-41). It could take complex models, as prescribed
by some researchers such as Colton (2001, 5-10). The model consists of
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three parts, that is, fiduciary, operational, or strategic. The role can be split
into ‘operations’ and ‘strategic’. For example, certain roles that involve
change instigation or risk management can be classified as ‘strategic’,
whilst financial management can be classified as being the ‘fiduciary’ or
‘operations’ duties of the FBP. According to Meier, Esmatyar and Sarpong
(2019, 103-127), the role of management accountants is open to debate as
an underlying model transformation is in place, with a shift from ‘bean
counter’ type management accounting, towards a more dynamic and
business-oriented ‘business partner’. Switching from MA to FBP is
essential because future accountants should be more equipped in the
realms of commercial knowledge and mindset, in addition to their
technical qualifications that allow them to continue undertaking
accounting activities (Reig, 2018, 183-220; Byrne and Pierce, 2018, 410-
436).

The finance business partnering model adoption
in the Qatar Foundation

The current QF FBPs act as ‘bean counters’, undertaking the routine work
of recording and inputting financial data and providing reports to the
senior management on expenditure (Granlund, 1998, 185-211). Their roles
are inadequate and at best not value for money and are not moving with
the current phenomenon of the FBP model. However, there are advantages
for QF in adopting the FBP model because the model already works in a
few of its divisions and centres, namely, RDI, PUE and the EVM centre,
where they have FBP-types placed at the heart of the business. These
divisional directors of finance provide the fundamental role of FBPs,
whereby they supply relevant data to the decision-makers, to assist in
arriving at the final decision (Cadez and Guilding, 2012, 484-501).
Adopting the model enhances the support that managers require, where
both FBPs and managers can foster a good working relationship, allowing
information flow both ways. Having FBPs work closely in the business
allows the FBPs to understand the business, enabling them to provide
qualitative insights to the business.

Another positive effect of having a FBP working at the heart of the
business is that the manager will always have access to the FBP as a
resource, and they can share information that is useful in making
appropriate decisions. At the same time, the FBP can act as internal
consultant on all aspects of the business, such as undertaking options
appraisals for new projects or investments. For example, where the
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outcome of investment appraisal does not reach the required criteria rate,
the FBP is able to work with the business to find alternatives that can
increase the return. Also, an effective FBP recognises and recommends
initiatives that add value to the bottom line, is not risk-averse, has
negotiating skills and ensures that s/he is focused on the strategy.
Managers can use the FBP as a sounding-board or sparring partner to
consider options to improve their service provision by looking at the best
way of allocating resources to improve outputs and meet the set objectives.
The status of the FBP will also improve as s/he will become a member of
management, making decisions.

The FBP model has not been adopted in Qatar; but, if the model is adopted
by QF works well, it will raise QF’s profile, and they can become the first
adopter in Qatar and serve as a template for other organisations in the
country. Various studies support the use of the FBP model in supporting
the making of operations decisions, for example Karlsson et al. (2019,
185-211). Al-Mawali (2015, 219-226) posited that for firms that adopted
the use of the FBP model within environmental uncertainty, the usage
positively affected the business performance. The FBP model helps
provide a sustainable future for QF. It provides clarity of role and purpose
between FBPs and MAs, therefore leading to improved capability and
improvements in the reputation, credibility, and relevance of FBPs
(Cuganesan, Dunford and Palmer, 2012, 245-261). The FBP, whilst
gaining commercial knowledge, can advise the BUMs on the direction in
which they need to focus their resources and activity, enabling them to
achieve their objectives and remain competitive.

Becoming a Finance Business Partner —
experience and training requirements

Becoming an FBP requires acquiring relevant experience across the
finance department in the relevant organisation (Chotiyanon and Joannides
de Lautour, 2018, 1-206). This prerequisite of becoming an FBP is also
supported by Hagel (2015, 1-2), where it is recommended that a member
of the finance professions should strive to gain experience from the
finance section, for example on a job rotation, to complement any other
training. Even though QF has a programme for MA trainees, whereby new
graduates rotate within finance sections to gain broad-based knowledge,
this programme is no longer fit for purpose given the current environment
in which QF is operating. The programme is set to be completed within
two years; nonetheless, the programme is not strictly adhered to and
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therefore, the results from the programme are inadequate. Most trainees
are rushed through the mill without acquiring the necessary knowledge or
experience required to perform the role of an FBP. Eventually, the
development of the professionals can be managed through job rotation,
whereby they can acquire a broad-based experience in training and focus
less on automatic promotion. Hagel (2015, 1-2) and ICAEW (2018, 1-62)
recommended that the key requirements to becoming an FBP should
include soft skills, with the ability to communicate to different levels of
management. Gladwell (2008, 1-304) suggested that it takes about 10,000
hours of doing the same thing to become a master in any field, and in this
regard, an FBP is required to have extensive years of practice. In addition,
the organisation requires targeted training and education that matches the
learning objectives. Coaching and mentoring could be tailored to
individual FBPs; for example, an individualised supportive relationship
could be invaluable to the development of FBPs, invariably transforming
to a source of support into a potential demanding circumstance.

So far, this book has covered areas pertaining to the current management
accounting system and the FBP model in QF. The book also covers the
definitions of management accounting, for example by IMA (2008, 1-43),
CIMA (2013a), Gerrone (2014, 1-5), Angelakis et al. (2015, 52-87),
ICAEW (2018, 1-62), and Hutaibat and Alhatabat (2019, 1-15). Zhang et
al. (2020, 473-496) identified benefits of adopting the FBP model (Parker,
2018), along with the skills requirements and roles of the FBPs in QF.
Other areas covered in the book include transitioning from the role of an
MA to an FBP (Burns and Baldvinsdottir, 2005, 177-192), the effects of
adopting the FBP model, and the training and experience required to
become an FBP (Cadez and Guilding, 2012, 836-863). Chapter 3 of the
book discusses the theoretical aspects in relation to the finance business
partnering model as well as gaps in the literature review.



CHAPTER THREE

THEORETICAL ASPECTS IN RELATION TO THE
FINANCE BUSINESS PARTNERING MODEL

This chapter deals with the process of implementing new innovations in an
organisation. It makes reference to the relevant theories, which include but
are not limited to change management, contingency theory, organisation
culture and innovation. According to Stewart, Harte and Sambrook (2011,
221-229), theory is a way of explaining certain occurrences based on a
methodical observation that can be tried out, and where any correction can
be applied.

Contingency factor theory applicable to the finance
business partnering model

This chapter focuses on the contingency theory and its application in the
implementation of the FBP model in QF. It discusses the issues of ‘fit’ and
‘control’ as pertaining to the innovations to be implemented in QF. The
case study explores the rationale that supports the adoption of the FBP
model and investigates the ‘fit” with QF’s agenda.

Contingency theory is herewith applied in relation to management
accounting-based research and strategic management (Cadez and
Guilding, 2012, 836-863; Lopez-Valeiras, Gomez-Conde and Naranjo-Gil,
2015, 3479-3492; Henri, Boiral and Roy, 2015, 269-282). The aim of
management accounting contingency theory relates to the assumption that
there is no globally acceptable management accounting system that is
adoptable by every establishment in every circumstance (Oates, 2015, 52).
Furthermore, Islam and Hu (2012, 5159-5164) contend that contingency
theory relates to organisational behaviour. It is used to describe how
contingent factors — for example, technology, organisational culture and
structure, leadership, accountability, and the environment — influence how
organisations are designed.
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Otley (2016, 45-62) opined that the premise of contingency theory is that
there is no ‘one size fits all’ type of establishment structure that could be
applied to all establishments. It is assumed that establishment effectiveness
is contingent on a fit between the technology types, arbitrariness of
environment, establishment size, culture, features, and information
systems. The author opines that the application of contingency theory
enhances the performance if there is a match between the FBP model, the
closed-loop system, and the contextual variables (Venkatraman, 1989,
423-444). The variables include, for example, perceived environmental
unpredictability, the business master plan, market orientation and company
size. The workability and performance of the FBP model in QF is
contingent on the organisation's mission and vision, culture, organisation
structure, leadership, access to decision-makers and suitable information
technology being fully aligned (Van de Ven and Drazin, 1985, 333-365).
Nonetheless, the current organisational culture and structure require a total
overhaul for the FBP model to work (Schein, 2010, 1-464). For example,
QF operates an organisational structure that is based on a strict
hierarchical system due to the national culture with power distance
restricting access to the decision-makers, although the current information
technology enterprise resource planning (ERP) employed by QF is
versatile and can be adapted to fit and support the FBP model operations.
The basic principle of contingency theory suggests that organisation
performance is contingent on the appropriate fit between the use of the
FBP model (structure) and the contingency variables (context). The
organisation's performance indicates that the structure and context should
be matched (Gerdin, 2005). Figure 3 depicts a contingency framework
model of FBP usage adapted for QF.

Perceived

Environmental \

Uncertainty

Finance Business >

Advanced | __y Partnering Model
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Figure 3: A contingency model of FBP model application — QF
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Perceived environmental uncertainty is at the centre of contingency theory.
The theory is the most dominant factor influencing strategic management
accounting techniques (Chenhall, 2003). In the case of QF, the
environmental uncertainty includes the rules and regulations emanating
from the government, and the funding decisions that impact the ability of
QF to deliver on its key strategic objectives. Additionally, the economic
effect of the COVID-19 pandemic affects how QF responds and adapts to
new situations. According to Venkatraman (1989, 423-444), the ‘fit’ is a
complement between two identical variables, including the effect of the fit
on the company’s performance, and relates to the interaction fit. The
interconnection fit basically investigates the impact of fit between
approaches of contingent variables — for example, business plan, perceived
environmental uncertainty, organisation size, and accounting structure —
on the company’s performance. This researcher suggests the rationale
underpinning the adoption of the FBP model fits with the company’s
strategic mission statement and agenda. Therefore, adoption of the FBP
model is relevant to QF’s strategic objectives. In the final analysis, QF
needs to change its organisational structure and culture to align with its
strategic objectives, mission, and vision to enable adequate fit with the
FBP model.

Advanced information technology (IT)

There have been great innovations and developments in IT that QF could
employ to align the ‘fit’ between the organisational structure and the FBP
model. QF and accounting professionals should embrace the adoption of
the innovation in the FBP model. For example, many of the organisations
that have adopted the FBP model have modernised their accounting
systems to maintain competitiveness and employ advanced IT. The ERP is
currently employed in QF (Burns and Baldvinsdottir, 2005, 725-757;
Javenpdd, 2007, 99-142; Karlsson et al., 2019, 185-211). QF should
embrace the phenomena of improved technologies in artificial intelligence,
blockchain and machine learning that are used to undertake routine
accounting and auditing activities, and the potential for the economic
benefits that can accrue from the application of these innovations in the
future (Frey and Osborne, 2013, 1-72; Brynjolfsson and MacAfee, 2014;
Ford, 2015). The impact of big data analytic techniques has the potential to
replace some of the tasks currently performed by FBPs and MAs (Richins,
Stapleton and Wong, 2017, 1-38), and embracing the technology will
liberalise FBPs to concentrate on more strategic accounting duties.
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Organisation leadership

The organisation leadership’s characteristics are important for the
contingency factor. The influence of the organisation leadership is of
particular significance in not-for-profit organisations such as QF. QF is
run akin to an SME, where the CEO exerts authority over the senior
management of the organisation. The author suggests that a highly
educated and experienced CEO can support the ability to make strategic
decisions. Furthermore, the senior managers’ characteristics are likely to
have a substantial influence on the design and implementation of the FBP
model (Hiebl, 2014, 223-240). Empirical research findings imply that
well-educated and experienced CEOs have a better prospect of adopting
the FBP model. QF senior management are highly educated, and they are
amenable to supporting and adopting the model. The author recommends
that the QF CEO, who is highly educated and experienced, should approve
and agree to the full adoption of the FBP model.

The three dimensions of contingency theory

Van de Ven and Drazin (1985, 333-365) defined the contingency concept
in three dimensions, consisting of selection, interaction, and system
approaches. The selection approach interpretation of the fit seeks
effectiveness adaptable to the distinctiveness of that establishment’s
characteristics, where the design of the establishment is dependent on its
context. However, other researchers believe organisation design is
contingent on technology. Marsh and Mannari (1981, 33-57) suggested
that there was a strong correlation between technology and an
organisation’s framework. Khandwalla (1977, 1-713) and Van de Ven and
Drazin (1985, 333-365) translated the second fit approach as an
interconnection effect of a company’s structure and context on
performance. Their studies found that effective firms have positive
relationships between variables such as technologies and organisational
structure. The system approach is the third factor of the contingency
theory. The system approach assumes that organisational design can be
understood by concurrently scrutinising the contingencies, structural
alternatives, and prevailing performance criteria in the establishment. The
author suggests that QF adopts a systemic approach that supports the
adoption of the FBP model as part of the structural alignment of the
organisation.
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Contingency theory applied to QF
finance business partner

The management accounting role change is contingent on certain
characteristics including the market orientation and environment
unpredictability in which QF operates. Contingency theory has been
adopted in management accounting, finance business partnering and in
strategic management (Henri, Boiral and Roy, 2015; Amara and Benelifa,
2017, 269-282). Contingency theory in management accounting assumes
that there is no management accounting system that is globally acceptable
and applicable across all firms in every circumstance (Oates, 2015, 1-52).
Contingency theory suggests that performance will be improved when
there is a good fit between the management accounting, the control system
and the variables such as environmental uncertainty and establishment
size. Byrne and Pierce (2007) suggested that contingency theory was
applicable to the finance business partner roles. Even though the role of
the FBP may be contingent, for example, on the position of the FBP in the
organisation, the author contends that FBPs should be more involved in
the business partnering than management accountants (Cooper and Dart,
2013, 1-24). This suggestion is backed by a study that shows the
importance of involving FBPs in business decision processes and strategy
formulation (Ouakouak, Ouedraogo and Mbengue, 2014, 305-318). It is
clear particularly in QF that the involvement of the FBP is contingent on
their position in the hierarchy.

Therefore, the organisation hierarchy must be reviewed and FBPs placed
in a senior management level to enable their effective participation in the
decision-making process. Finally, Cooper and Dart (2013, 1-24) posited
that to act as the FBP, it is also contingent on the qualification and skills of
the individual FBPs that allow them to undertake more complex tasks; for
example, analysing dynamic business problems. Those with the
appropriate education, qualifications and experience of the business can
perform and act as FBPs (Byrne and Cooper, 2007, 469-498; Cooper and
Dart, 2013, 1-24). In support of this assertion, all QF FBPs are
professionally qualified and have technical knowledge; however,
commercial knowledge is lacking. The author recommends that FBPs be
situated in the business units to gain commercial knowledge.

With dwindling funding from the Ministry of Finance, it is recommended
that QF service provision should be more targeted with efficient use of
available financial resources. In addition, for QF to achieve its vision and
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objectives as stipulated in the 2030 Qatar Vision, it must be flexible,
adaptable, and proactive to meet the ever-changing and complex global
business environment. The author proposes that QF moves from the
current management accounting system and embraces the FBP model.
Therefore, FBPs should be in the divisional business units as members of
the management team with a direct reporting line to the Executive Director
of Finance (EDF) (Jarvenpdd and Lukka, 2017, 1-346). The FBP position
could be structured in a way that the FBP has a clear reporting line to the
Divisional Executive Directors and reports directly to the EDF. The FBP
will have a dual role and represents the EDF at the strategic level in the
business units. Enhancing the role of the FBP with adequate incentives and
training will benefit both the organisation and the FBPs. Transitioning
from the management accounting system to the FBP model is also
contingent on the organisation's available technology as well as the
organisational structure, culture, mindset of leadership, and the
accountability of the senior managers of QF (Marsh and Mannari, 1981,
33-57).

Application of contingency theories on business
unit information requirements

Various studies have been conducted regarding the business unit’s
information requirements. Abernathy and Guthrie (1994, 49-66) concluded
that business unit effectiveness is contingent on a fit between the
information system design and the company’s strategic position. It is
important for FBPs to be involved in designing and implementing the
accounting system and in the implementation of innovations such as the
FBP model in QF.

Aligning with Abernathy and Guthrie’s findings (1994, 49-66), the author
suggests that a decentralisation the FBP model should be adopted with the
decentralisation of FBPs into the business units, where they can support
the businesses effectively. Additionally, Gul and Chia’s (1994, 413-426)
findings support this strategy, as their study shows that decentralisation of
a finance business partnering system has associations with improved
managerial performance under high perceived environmental uncertainty
(PEU). An impact study finding about centralisation versus
decentralisation of FBP into business units suggests that interactions of
FBPs with adequate information on the nature of roles and tasks had a
profound effect on managerial effectiveness (Taylor, 1996, 35-50). The
author aligns with this result, given that for the FBPs’ innovation to be
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effective, they are required to have certain skills, including soft skills,
communication skills, analytical skills, people management skills and
trustworthiness, in addition to being located in the business units.

Established research practice using uncertainty in
contingency-based management accounting

Contingency-based strategic management accounting is an approach to the
finance business partnering model that seeks to understand how the
operation and effects of finance business partnering are not universal, but
contingent on the circumstances in which the finance business partnering
is operating (Hall, 2016, 63-74). The application of contingency theory
became common in the early 1970s and 1980s and continues the trend in
strategic management accounting (Burkert, Davila, Mehta and Oyon,
2014, 6-29). According to Hall (2016, 63-74), contingency-based strategic
management accounting research has a long and exemplary history of
giving perspective into the role and functioning of strategic and finance
business partnering accounting practices in organisations.

Contingency theory summary

The outcome of a recent study on contingency theory as applied to finance
business partnering research is to address the issue of the match between
establishment control and structure, as well as the effect of fit on
performance and the examination of multiple contingencies and their
effects on the design of the organisation. The issues with contingency
theory application in the finance business partnering model are in the
operation of ‘fit’, but these issues have not been acknowledged (Cadez and
Guilding, 2008, 836-863). Following closely from contingency theory is
the discussion of change management theory; without the necessary
structure in place, it may not be possible to adopt the finance business
partnering model in QF. The next section discusses change management
theory regarding the implementation of the finance business partnering
model.

Change management theory

Change management started to emerge in the early 1900s. In that era, the
focus was on improving the understanding of human behaviour in terms of
how human beings experience and react to change. Van Gennep (1909,
144-147) studied rites of passage around the world, and introduced the
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concept of a three-stage process of change that was 1) separating from the
prevailing state, 2) shifting through the transition, and 3) re-assimilating
into the future state. Lewin (1948, 217-220) introduced a similar three-
stage change management process, which consisted of unfreezing,
moving, and refreezing, and introduced the concepts of restraining forces
and driving forces, known as force-field analysis. Other pioneers of
change management include, but are not limited to, Beckhard (1969, 1-
119), Bridges (1979, 1-8), and Kotter (1996, 1-187), the latter of whom
introduced the concept of eight-step change management.

It is acknowledged that accounting does not operate in a vacuum, and that
there are other social, political, and economic factors that can be seen to be
the causes for changes in accounting practice. Change is a transformation
process or a realignment of the existing operating structures and assets in
an organisation (Bucciarelli, 2015, 36-42). Balogun and Hailey (2004, 1-
312) described change and innovation as an incremental or revolutionary
process, usually classified into four different types, namely adaptation,
reconstruction, evolution, and revolution. The changes can be anticipatory
towards a changing environment or preventative for an unexpected
situation; that is, the change takes place in anticipation of other events
occurring. It can also be reactive when changes are activated in response
to the actualisation of an event, for example the COVID-19 pandemic, or
to transform or realign to changing circumstances. Proactive change
implementation may be undertaken in anticipation of government’s
enacting new rules and regulation; for example, an in-year budget
reduction requested by the MoF, leading to the reprioritisation of services
and downsizing of personnel and services.

Reactive changes are responses to a changing situation where events
cannot be predicted in advance; for example, the economic and financial
downturn after 2008 and the impact of COVID-19 on the economy led
many organisations, including QF, to restructure and reshape their
organisations. On the other hand, change can be either hard or soft, where
hard change assumes a positivist approach which relates to technical
matters with data more easily quantifiable. An example is the
transformation of the IT system to meet the business continuity plan and
the strategic objectives of the organisation. Soft changes deal with
organisational culture, such as processes and practices. There are other
types of change processes, according to Burn and Scapens (2000, 3-25);
these changes can be formal or informal, where formal is a conscious
introduction of innovation through the actions of the CFO — for example,
in the case of QF the process of implementing the finance business
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partnering model. However, informal changes occur implicitly, without
being formally stated. Other changes are revolutionary or evolutionary.
Finally, there is regressive or progressive change.

Application of the change management process
in the Qatar Foundation

Change could be an outcome effect of innovation that might have been
planned or can be complementary to the introduction of the innovation
itself; for example, the proposed adoption of the FBP model. The FBP
model in QF’s case is recommended in response to the successful
implementation of the model in similar organisations in the UK, Europe,
and the USA. In this regard, it is necessary for the QF management to have
an understanding and knowledge of the procedure of organisational
change. QF management should be aware of the people’s beliefs and their
actions, particularly those that have power to define and influence the
direction of the change (Ma and Tayles, 2009, 473-495). Before change is
implemented, it requires support by getting the right people on the side of
change, and particularly for the senior leadership to accept and approve the
proposed change. It is important that before and during the change
implementation process, there is a requirement for analysis of the key
issues and interest and to evaluate which of the issues is due to different
stakeholders. Balogun and Hailey (2004, 1-312) highlighted the problem
with the innovation and change management, thereby advocating that
change is not a process that is easily achievable through steps and stage
formula, and its characteristics are not linear. The process itself can be
dynamic and complex. Ma and Tayles (2009, 473-495) suggested that
change can be actualised only in partnership with an identified change
agent. The process entails room for action and has power-supportive
dependencies; however, it is possible that these dependencies may not on
their own be enough for the planned change.

Authors and scholars have approached innovation and change
management implementation in different ways. Cummings, Bridgman, and
Brown (2016, 33-60), quoting Lewin’s earlier work, identified three steps
applicable to implement change, which are: (i) unfreezing the
organisation, (ii) shaping, and (iii) refreezing the new condition.
Unfreezing the organisation involves getting rid of the attitude that
individuals have against the change. For example, QF FBPs’ attitude
towards embracing and accepting the new FBP model is very important. In
this process, a new vision should be created for a better future, deliver
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information, and establish the urgency that is needed for the change to be
implemented. Shaping involves getting the FBPs and senior managers
engaged, by creating equilibrium among those that are driving forces and
those that are restraining forces within the organisation. Finally, once the
shaping process is successfully completed, the current new state of events
can be refrozen and a regular review of the FBP model undertaken with
the view to implement any corrective measures, ensuring that the new
model works as anticipated.

Hayes’ theory believes there is a need to recognise Lewin’s three-step
change model and expanded it into five stages (Hayes, 2010, 22-39). The
five stages include the recognition of the need for change; for example,
changing from a management accounting system that is obsolete and
requires a finance response. Nevertheless, the process should be analysed
to understand the need for the change before proceeding. This involves
undertaking a diagnostic review of the existing situation and designing an
appropriate model for subsequent periods, generating the state of urgency
together with the expectation on the members of the organisation.

The author proposed that the CFO or his delegated officer defines and
evaluates the current problem in terms of the service provision to their
customers, and presents possible solutions, which is a problematisation
moment (Callon, 2007, 139-163). This book has established that the
current system is no longer adequate to support the competitive
environment in which QF is operating. The author suggests that for QF to
sustain its competitiveness, it needs to improve its internal processes and
working procedures; for example, re-locate the FBPs to the business units
where they can support the managers effectively. The author has posited
that, to have a successful transition from MA to FBP, the change
management team needs to work hard and demonstrate its legitimacy
towards other groups. The acceptance and the successful implementation
are contingent on what customers perceived to be the realistic
contributions towards the organisation's strategic objectives.

The preparation and planning process for change implementation is to
create the appropriate timing. The management should establish the team
that will lead the change process. This process should take account of the
urgency that the process requires so that objectives can be achieved.
Finance members and senior managers from other departments should be
part of the membership to lead in the process. It is necessary to have a
change champion who can sell the agenda to stakeholders. The final phase
is the implementation of the FBP model and undertaking a continuous
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review of the new system and adjusting as may be necessary so that the
system implemented meets the original criteria and objectives. The final
step is akin to the refreezing model, that is, to review the sustainability of
the FBP model where the model behaviours are established among the
members in the organisation.

Kotter and Schlesinger (2013, 1-11) identified an eight-stage model, as
shown in Figure 4, for dealing with the change management. From
Kotter’s perspective, the starting point is the examination of change
inadequacies and establishing a positive vision to transform the
inadequacies into phases to follow that may lead to a successful change.

Establish Communicate Consolidating
asense the change galr&s and
of vision producing

urgency more change

Empowering

employees for Anchoring
broad-based new

change approaches
in the culture

Creating a
guiding
coalition

Developing Generating
a vision and short-term
strategy wins

Figure 4: Eight-step change management framework

The eight stages identified by Kotter and Schlesinger (2013, 1-11) are
described as: (1) building a sense of exigency akin to Lewin’s model and
investigating the actual problems and opportunity. (2) Building the
leader’s alliance of managers from across QF to act as change champions,
including representatives from the budgeting and reporting section. The
change champions’ role is to convince the business unit managers of the
benefits of the FBP model, essentially converting those who may be
doubtful of the change so that they come to a state of equilibrium. (3)
Creating strategy and vision development to steer the change so that the
set objectives are achieved. QF should review the mission statement, to
reflect where the visualised future of the organisation should be. QF
should focus on culture change including the organisation’s strategic
agility enabling a broad-based employee engagement and customer-
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centricity. (4) QF should communicate strategy of the change vision by
every means in a constant mode. It can include general meetings where the
change champion(s) explain(s) the reasons for the change and establishing
team meetings, newsletters, emails, and placing information on the
billboard with regular updates.

The other stages are: (5) the empowerment of employees for broad-based
action. QF should appoint change champions that are empowered with the
accountability of implementing change successfully. (6) QF enlisting
volunteers to be members of the change project. The senior management
should show that the change being implemented is beneficial and tangible
by showing short-term wins and rewarding those driving the change. (7)
The benefits achieved should be consolidated, whilst (8) the final stage, is
the institutionalisation of the new change, where all the new learning and
practices are embedded in the organisation culture.

In QF, internally the management has not confronted the issues regarding
the financial service provision. The change agent (CFO) did not explain
the actual change processes and probably the specific circumstances in
which the organisation was operating were not clearly identified.
Nonetheless, when the implementation of the FBP model was introduced
in 2012, the change was not received well, and it has not been fully
implemented. Furthermore, FBPs still operate in silos and operate as MAs.
The successful implementation of the FBP model is contingent on
acceptance from across the organisation before the finalisation of the
vision for implementation. This is where the implementation of FBP
failed, because of the lack of leadership support and acceptance. The
leadership should assess barriers to change based on that experience to
ensure that an appropriate change mechanism is adopted. The FBP model
can be successful in QF if the leadership supports it because examples of
the successful application of the FBP model are operating elsewhere in QF
divisions.

Diagnosing and dealing with resistance

Ma and Tayles (2009, 473-495) suggested that certain factors including
routines, culture, and failure to support the adoption of innovation could
cause resistance to change. Generally, resisting change contains three
distinct categories: (a) apparent and formal resistance due to conflicting
interest — for example, the managers’ interest may be different from the
benefits to be gained from the FBP model; (b) change can be resisted
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where sufficient capacity is lacking, especially for FBPs with technical
knowledge but lacking the commercial knowledge that is paramount to
supporting the managers; and (c) change resistance could be due to blindly
loyal allegiance to the institutionalised way of performing their routines
(Burns and Scapens, 2000, 3-25). QF employees and senior managers have
resisted the implementation of the FBP model. The reason for the
resistance is the failure to anticipate the resistance by the leadership
because it was believed that many would see the model as beneficial to
their operations. The sponsor of the FBP model at the time did not assess
systematically to understand those that were barriers to change and did not
establish reasons for their resistance (Kotter and Schlesinger, 2013). QF’s
leadership did not proactively establish those employees that might resist
the change initiative (Kotter and Schlesinger, 2013, 1-11).

Furthermore, the reasons for the resistance include the employees’
perception of losing their employment, whilst the senior managers believe
that their authority might be compromised. Additionally, it transpired that
even though the leadership liked the concept of the FBP model,
nevertheless, there were problems relating to the organisation structure,
the FBP reporting line and the issue of conflicts of interest. The other
reasons for resistance include formal and open resistance due to the
personal interests of individuals, a lack of capability, in this case a lack of
knowledge and experience, and furthermore, that MAs may have been
fearful for their employment. The resistance may have emanated, for
example, from loyalty to routine ways of working and thinking which have
been embodied in the current method of finance service provision (Burns
and Scapens, 2000, 3-25).

Strategies to deal with resistance

Strategies to deal with resistance include; first, granting of authority to
identified groups, where the expectation is to have corresponding
relationships between authority obsessions and value commitment (Ma
and Tayles, 2009, 473-495); and second, capacity to manage the change
process from one arrangement to another. Potentially, it may be
problematic if the organisation lacks adequate knowledge of the
conceptual destination — for example, lacks the capabilities and
competencies that support the FBPs to function effectively in the expected
destination. Also, management may lack the ability to manage how FBPs
arrive at the eventual destination.
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To overcome the problem of resistance, Kotter, and Schlesinger (2013, 1-
11) proposed plans to ameliorate the change resistance. The plans were
education and communication, which are common strategies used to
reduce or overcome the resistance to change by educating the FBPs and
the stakeholders about the reason for the impending change in advance of
rolling out the programme. The education plan can take the form of
identifying why the current model is not working in the current operation.
The implementation of the FBP model should improve performance of the
business. Nevertheless, during the implementation of the FBP model in
2012, there was a lack of education and communication of the benefits and
the necessity for change to the employees and managers. At the time,
FBPs were promised promotions and financial inducements (Khan and
Hussein, 2012, 1-5) which never materialised. Therefore, to enable the
successful implementation of the FBP model, the leadership needs to
educate all employees of the advantages of the new way of working and
emphasise the benefits that will accrue to employees and the organisation
(Kotter and Schlesinger, 2013, 1-11). Participation and employee
involvement is necessary for this strategy; for example, Kotter and
Schlesinger (2013, 1-11) have shown that if the initiator engages and
involves resisters in the planning and execution of certain aspects of the
project, it may lead to reducing or forestalling the resistance completely.
In QF’s case, BUMs, MAs, FBPs and other identified stakeholders that
may be resisting this initiative should be included and their input into the
project should be sought.

Kotter and Schlesinger (2013, 1-11) recommended other strategies,
including facilitating and supporting the process. This is appropriate to the
management of FBPs, as it entails the provision of training in the new
skills, particularly the soft skills and gaining commercial knowledge in the
business units. The initiators should identify the key skills that the new
role requires and put in motion the re-skilling and re-equipping of the
FBPs (Kotter and Schlesinger, 2013, 1-11) so they undertake the new role
successfully. Technically qualified accountants do not necessarily have
skills to automatically become FBPs without being adequately re-skilled.
QF should undertake a negotiation and agreement with resisters,
particularly the FBPs, by offering them options of remaining in their
traditional management role, for example, working in financial
accounting, business analysis and transaction roles. Also, it should be
made clear that the new role of FBP should be pitched at a senior level
with enhanced pay and benefits. Nonetheless, for those that are not
interested in either of the options, they could be offered early retirement
with enhanced pensions (Kotter and Schlesinger, 2013, 1-11). This
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strategy may act as an easy way to avoid major resistance, although this
process requires a cost-benefit analysis before being adopted. A strategy of
manipulation and co-option can be invoked by twisting the information
and events to convince the resisters to convert. Kotter and Schlesinger
(2013, 1-11) suggested that manipulation and co-option are one and the
same. Granting an employee a favourable role in the design and
implementation of the change is a form of co-option. The leader of the
main resistance team could be encouraged to join in the planning and
execution of the new structure. And finally, the explicit and implicit
coercion strategy could be adopted as a last resort in this region, given that
most of the finance employees are expatriates (Burns and Scapens, 2000,
473-495; Kotter and Schlesinger, 2013, 1-11). Based on this plan, the
senior management can pressurise employees to accept the change or
covertly issue a warning that employees may lose their employment and
where that fails, end their employment without recourse (Burns and
Scapens, 2000, 473-495; Kotter and Schlesinger, 2013, 1-11). Table 6
summarises the methods that can be applied to deal with the employees’
resistance to change.

Table 6: Summary of approaches to overcome resistance to change

change, but
others have

Techniques Circumstances | Benefits Disbenefits
that are used
Education and | This is used Once the Time-
communication | where there is employees are consuming,
inadequate convinced, there | particularly if it
information or is a tendency involves large
rumour that in turn they | staff and units.
emanating from | will convince
grapevines. others to join
the
implementation
process.
Engagement Where the Voluntary Time-
and association | initiators do not | participants will | consuming if
own all be obligated to the participants’
information implementing plan is
required to change. unsuitable for
implement the the change.
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considerable
power to derail
the change.
Expediting and | This is where Other strategy This is time-
support management may not work consuming and
accountants and | with adjustment | costly. No
senior managers | problems. guarantee that it
may be resisting will succeed.
change because
of adjustment
problems.
Negotiation This is where This may be a This process can
and agreement | employees relatively easy potentially be
might feel that way to costly because it
their overcome may embolden
employment is significant others to discuss
in jeopardy in resistance. conformity.
the change
programme and
where the group
has extensive
power to resist,
for example, the
‘nationals’.
Manipulation The strategy Quick and This process
and co-option | may not work inexpensive may have future
and is remedy to implication; for
potentially resistance example, if
costly too. problems. employees feel
they have been

manipulated and
were sold a bad
deal.

Explicit and
implicit
coercion

Here speed and
urgency are of
essence and
originators
possess
considerable
power.

It is a quick
process with the
possibility to
beat any type of
resistance.

It is a high-risk
strategy if it
leaves people
angry with the
imitators.
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Summary of change management theory

Organisational change implementation has been discussed in this section
with reference to the main theories, including Lewin’s (1948, 217-220)
three-step change management process — unfreezing, shaping and
refreezing stages — and Kotter and Schlesinger’s (2013, 1-11) eight stages
of change implementation. The latter consists of the creation of a sense of
exigency, guiding coalition, vision and strategy, communication of
strategy, employees’ empowerment, creating short-term gains, eliminating
unnecessary dependencies, and institutionalising changes. Additionally,
Kotter and Schlesinger (2013, 1-11) suggested a strategy to overcome
resistance to change that included education and communication,
engagement and employees’ association, expediting and support,
manipulation and co-option, negotiation and agreement, and explicit and
implicit coercion.

One of the key strategies is visioning, which is an important step to
initiating change management. A well-designed vision helps employees
and stakeholders to understand the direction the organisation is taking. The
author recommends that QF identifies the best FBPs to move the
organisation in the right direction in terms of providing value-added
advice/guidance to the senior management. However, the current practice
in the organisation, including the disregard for employees’ opinions and a
lack of investment in continuing professional development training and
education for FBPs, will have a consequence in the way the employees
and stakeholders perceive the vision strategy as not being worth the paper
it is written on.

Jones (2019, 23-28) opined that conflict is inevitable in organisations, and
especially when change management is perceived negatively, the process
may go through a ‘form, storm, norm, and perform’ period. Employee
empowerment of the process involves evaluation of the current systems,
processes and capabilities to facilitate the necessary change for the
implementation of the FBP model. Communication should be a process of
assessing where QF is and where it intends to be. This process should be a
subject of discussion, explored and communicated to all employees. The
stakeholder’s process does not exist in QF (Jones, 2019, 23-28). Finally,
successful implementation of change management should be a disciplined
process (Collins, 2001, 1-320), as organisations that have implemented
change management successfully have disciplined people, thought and
actions. The author deduced that the one of the driving forces for
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organisational change could be the need for the organisation to proactively
undertake improvements on performance, productivity, and efficiency.

Organisation culture

Warrick (2017, 1-10) postulates that organisational culture can have a
significant influence on the organisation’s performance and effectiveness,
including the employees’ morale, productivity, and the ability of the
organisation to attract, motivate and retain the right calibre of employees.
The IBM chairman once said that ‘culture isn’t just one aspect of the game
— it is the game’ (Gerstner Jr, 2002, 1-384). Many organisational cultures
exist; however, organisational culture mainly encompasses the beliefs,
values, attitudes, behaviours, and practices that are characteristic of a
group of people (Warrick, 2015, 1-10). Academic journal articles describe
organisational culture in general terms. Nonetheless, in practice,
organisational culture involves the description of the surroundings where
people work, including the impact this has on people’s thinking,
behaviour, and experience at work (Warrick, Milliman and Ferguson,
2016, 64-70).

To successfully implement the FBP model in QF, the strategy requires the
support of the dominant culture of the workforce in the organisation. In
most cases of strategy implementation, culture is one of the key elements
(Aa’rabi and Hedayati, 2010, 127-145). Hatch (2006) applied Hofstede’s
organisational culture categories of power distance, uncertainty avoidance,
individualism, and masculinity in relation to change implementation.
Power distance is the extent to which members of a society accept power
distribution inequality (Hatch, 2006, 1-586). Furthermore, it is believed
that the narrower the power gap is, the less important the position becomes
in the organisation’s hierarchy. In this regard, the authority of the
superiors may be questioned, and employees can decide not to follow
them. This aspect is relevant to the implementation of the new FBP model,
given that culturally, in QF there is an element of power distance that is
being operationalised. Khlif, Hussainey and Achek and Gallali, (2015,
194-209) postulated that national culture values impact individual
behaviour, particularly in ethical decision-making in an organisation or
business context. This is true of QF as the cultural values influence how
the resources (budget) are allocated to the divisions (Khlif, Hussainey and
Achek 2015, 1-36). For successful implementation of the FBP model, the
author suggests that the CFO should be the main sponsor for the model.
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Naturally, change usually invokes uncertainty, as per Hofstede’s category
of uncertainty avoidance. It is envisaged that if the CFO sponsors the new
way of working and it is accepted by the senior management, the
employees will learn, adapt, and deal with the uncertainty (Hofstede, 1997,
1-576). The theory suggests that in societies or organisations with higher
uncertainty avoidance, employees may resist the implementation of
change. Another category from Hofstede is individualism — masculinity
and femininity. This theory depicts two extremes of social orientation of
individualism and collectivism. As for individualism, personal interest
comes first, with a high level of respect accorded to themselves. In
addition, individuals place a higher priority on their professional goals in
accordance with the organisational priorities, and evaluate their decisions
based on people they have influence on. On the other hand, collectivism is
the opposite of individualism, where it is not based on personal interest but
on that of the group. The collectivism category is based on the social
network, including expanded families and tribal life. Collectivism is more
aligned to the culture in Qatar and even more so in QF.

Following Hofstede’s (2000, 1-415) study, the research shows that
culturally, the people of Qatar and employees in QF fit the following
moulds. They believe in hierarchies (high power distance), an assertion
which is supported by a study where the Qatar power distance index was
59 (At-Twaijri and Al-Muhaiza, 1996). In this case, junior employees have
no direct access to senior managers. A high proportion of senior managers
can be classified as fitting into the high uncertainty avoidance category. In
this regard, the managers are risk-averse towards adaptation to change.
With regards masculinity, people are relatively sensitive, emotional, and
respectful; however, they can exhibit individualism, where they are more
interested in their career achievements and goals, and what benefit they
may accrue from the new system when implementing a change (Hofstede
and Peterson, 2000, 1-415). Hofstede’s (2000, 1-415) culture model is
summarised in Table 7:
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Table 7: Summary of Hofstede’s culture model

Models Description
The power distance This is described as a measure of the
dimension interpersonal power between a higher-

ranking person and a junior, as recognised
by the junior (Hofstede, 1997).

Individualism — This is an extent to which individual
collectivism personal interest takes higher priority
above the group’s concern (McCoy,
Galletta and King, 2005).

Masculinity — femininity This dimension places importance on
output and performance. Feminine culture,
nonetheless, prefers processes and stresses
aesthetics (Herbig and Dunphy, 1998).

Uncertainty avoidance This is described as a prejudice for
unpredictability and obscurity (Hofstede
and Peterson, 2000).

Innovation

The past few decades have witnessed studies on the concept of
organisational culture as a means of understanding an organisation through
many aspects of its operations. The concept is now well-grounded and has
encompassed various aspects of this research, including change
implementation and reorganisation. The idea of organisational ‘culture fit’
as a significant factor and its effect on the behaviour and outcome of
organisations have been important in the literature for many years (Ax and
Greve, 2016, 1-16). Love and Cebon (2008) opined that an innovation
such as the FBP model could fit the organisation's culture when employees
are in alignment with the organisation’s values and beliefs.

There is a two-stage model of association between adoption inspiration
and its adoption period (Kennedy and Fiss, 2009, 897-918). In this model,
it is suggested that whoever adopts an innovation early is an opportunist
and decision-makers evaluate the prospects of obtaining economic gains.
The author postulates that if QF establishes itself as an early adopter, it
will give it an edge and distinguish it from other organisations in Qatar,
thereby enabling QF to achieve a higher status than other organisations.
Early adoption of the FBP model in this region may be risk-taking. The
author views the FBP model as compatible with the organisation’s
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strategy; hence, QF should adopt the FBP model. Most decisions are
driven by hard data which FBPs can provide; therefore, the author
suggests that QF should become an early innovation adopter.

Innovation summary

In summary, as with any new initiatives, the FBP model is important to
refreshing the organisation's effectiveness and efficiency; however, this
has proven difficult to achieve in QF due to a lack of leadership support.
There are forces against changing the current business model of
management accounting, but tools such as the FBP model can be helpful
to improve the organisation's operation position. It is also important that
the process in QF must change and be adaptive to the changing and
complex business world. The author recommends that QF should adopt an
effectual attitude towards experimental new models such as the FBP
model, which has been adopted by many organisations in developed
countries, such as IBM, the BBC, Transport for London, and University
College London, as well as many other public and government
organisations, particularly in the United Kingdom, the USA, and Europe.
The model has been in use in QF centres since 2012, and this experiment
should inform QF on how to proceed. We have seen better relationships
between the centres where they have adopted a quasi-finance business
partnership with finance at the headquarters.

As suggested in the management of organisational change, QF should put
in a process to identify internal leaders (sponsors) for business model
change, so that the results of the process can be effectively managed. In
the same vein, the QF culture must be able to embrace the new model,
while maintaining the effectiveness of the current system (management
accounting) in the short term, which can be phased out completely once
the new model is stabilised. The FBP model is compatible with QF
strategy, and the researcher suggests that QF should recognise the FBP
model and take an early decision to adopt it in the diffusion process.

The author justifies the chosen theories of change management,
organisation culture and innovation as appropriate tools for research into
the adoption of the finance business partnering model in QF for the
following reasons. First, change management is useful in moving from one
system to another (Kotter and Schlesinger, 2013, 1-13), in that the
organisation is required to put in place the process of understanding the
problems and possible challenges that could be faced in implementing the
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new system, and undertake a cost-benefit analysis, identifying those that
may be in support and the barriers to the execution of the model. Also,
change management as a change tool will inform the senior management
of the appropriate strategy to be adapted in ensuring the successful
implementation of the FBP model. Second, the organisational culture is a
useful tool that is used to understand the culture regime in the organisation
(Hofstede, 1997, 1-576; Warrick, Milliman and Ferguson, 2016, 64-70).
This will inform the senior management if the current culture is a better fit
for the innovation, or if they need to put in place plans to re-orient and
change the organisational culture that fits with the new system. For
example, the current organisational culture in QF relates to power distance
and is based on a hierarchy where access to the leadership is somewhat
restricted. The organisational culture review should also inform the
appropriate structure where the FBPs should be placed in the organisation
chart as members of the senior management team. Finally, innovation
theory relates to the new way of working from management accounting to
an FBP model (Ax and Greve, 2016, 1-16), which is key to the effective
application of resources that support QF to achieve its set objectives.

Gaps in the FBP model literature

Following the literature review and its associated issues with the adoption
of the FBP model in different organisations, Table 8 provides a summary
of the gaps identified. The outcome of the research supports the research
questions and objectives of this research.
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Most of the research identified was conducted in developed countries, and
none of it related to the adoption of the finance business partnering model.
Similar research has not been conducted in GCC member countries,
including Qatar. Also, the majority of the research has been conducted on
the manufacturing sector, with none on non-profit organisations. The GCC
consists of six different countries, and this research concentrates mainly on
Qatar Foundation based in Qatar. The author believes the research is
significant given that similar studies have not been conducted in Qatar,
thereby filling the gap observed from the literature review. More
organisations in both developing and developed countries are adopting the
FBP model. Additionally, the book is timely in that the Ministry of
Finance are reducing the funding to QF. With these financial constraints,
QF needs to be proactive and requires effective and proactive accountants
that can support their activities; hence the necessity to embrace and adopt
the finance business partnering model.

Conclusion

The author has reviewed the relevant articles regarding the transitioning
from traditional management accounting to the finance business partnering
model. The author explores the impact of adopting the FBP model from
the following perspectives: (a) the literature review, whereby the author
identified the relevant management accounting definitions, and (b) the
review and discussion of all relevant journal articles and books concerning
the factors impacting management accounting, the roles and
responsibilities in QF, and the benefits and disadvantages that accrue to
QF when it embraces and implements the FBP model. Furthermore, the
review of literature assisted the author in identifying the strategy that QF
can adopt to implement the model, including the three theories of change
management that need to be adapted for the implementation of the model.
Other factors are organisational culture and innovation that require a
review of the current culture and its fitness for the new model. The review
of the literature also examined the distinction between the traditional
management accounting and finance business partnering models, including
the key advantages of the FBP model during the COVID-19 pandemic.

The author has demonstrated that it is important for the organisation to
remain competitive and effective and operate efficiently. The organisation
needs to innovate and adapt to the FBP model (Ajibolade, 2013, 132-149).
In addition, Johnson, and Kaplan (1991, 1-269) suggested that for MAs to
be relevant they need to adapt and re-innovate, hence the need for MAs to
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transition to the role of FBPs. Other researchers have suggested the
adoption of the finance business partnering model, including Burns and
Baldvinsdottir (2005, 725-757) and Ax and Greve (2016, 1-16). Research
on the finance business partnering model is evolving with new relevant
management theories that support the adoption of the model in any sector.

The literature review indicates that there are benefits from adopting the
FBP model in QF (Parker, 2018, 1-3). The benefits include the skills and
competencies required for MAs to transition to FBPs (Burns et al., 2009,
177-192; Wadan et al., 2019, 5817-5826). It highlighted the internal and
external roles of finance business partners (Janin, 2017; Jones and Glover,
2018), and the reason why MAs are not fit for purpose and require
switching to FBPs (Hagel, 2015, 1-2). There has been a movement
towards the adoption of the FBP model, whereby the FBPs have become
well-known within accounting innovation tools employed to improve the
damaged image of accountants (Juras, 2014, 76-83; Oboh and Ajibolade,
2017, 119-137). The business leadership benefits from the support of
FBPs when making business decisions. FBPs provide useful data
supporting the efficient application of financial and other resources
(Donthu and Gustafsson, 2020, 284-289; Jorda, Singh and Taylor, 2020, 1-
22).

The author has validated the research into the adoption of the FBP model,
which is far less prevalent in the Middle East than other areas and non-
existent in Qatar. Research into the strategic management accounting and
finance business partnering models abounds. Nonetheless, there is no
evidence that similar research has been conducted in Qatar. The purpose of
the book is to fill the gap by examining the current accounting service and
recommend a strategy to implement the FBP model in QF and thereby
contribute to knowledge.

Scholars and practitioners have called for further research into ‘Industry
4.0’ capacity and the knowledge requirements for FBPs to put it into
practice (Wadan et al., 2019, 5817-5826). From the review, the author has
accepted exploring the impact of adopting the finance business partnering
model on strategic decision-making in QF. The book contributes to the
finance business partnering model discussion. The author adapts the
finance business partner developing model (Chotiyanon and Joannides de
Lautour, 2018, 1-206) for QF.

Management accounting has gone through a transformation and the
profession is adapting to the changing and complex environment. The
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transformation was intensified after the financial crash of 2008 and after
major accounting scandals involving Enron and WorldCom, where
different panels were set up to investigate how to improve accountability.
For example, the Sarbanes Oxley Act of 2002 mandated transparency in
accounting practices following a series of scandals involving aggressive
accounting that involved the major accounting firms (Sarbanes and Oxley,
2002, 1-55). New financial legislation and accounting standards were set
up by the British government and the main accountancy bodies through
the revised International Financial Reporting Standard (IFRS). The
implication of the review is that QF requires adapting to new ways of
accounting service provision that meet the prevailing service requirements.
QF has not changed in terms of innovation in line with prevailing
requirements as has been deduced from the literature review. The MAs in
QF do not understand what the finance business partnering model entails,
and they are still stuck in their old way of working in silos. Most FBPs do
not understand the commercial aspects of the businesses they are
supporting. They do not add value and have no place in the senior
management decision-making process. The implication for QF is to adapt
to the changing roles of MAs and transition into the finance business
partnering model. However, this involves re-skilling, empowerment,
organisational culture change and updating the employee organisation
structure that includes the FBPs being located in the operations, thereby
acquiring the commercial knowledge to enable them to provide adequate
support and add value.

The implementation of the FBP model faces many challenges (RQI1)
including the absence of support from the senior leadership, internal
politics, absence of empowerment and absence of relevant skills and
business knowledge that would assist the FBP in providing an in-depth
analysis to support the senior management decision-making process
(Byrne and Pierce, 2018, 410-436). The research finding shows that it is
very important that FBPs are located (RQ2) nearer to the business units
(Endenich, 2014, 123-149) where they can gain commercial knowledge.
Closeness to the units could afford the managers the opportunity to bounce
ideas around with the FBP (Hoque, 2004, 485-502), imparting knowledge
to each other and becoming sparring partners (Ma and Tayles, 2009, 473-
495) before taking decisions. Also, recommendations from Sarbanes and
Oxley (2002, 1-55) include the presence of the CFO as a member of senior
management that makes decisions (RQ3), and for the FBP to provide
inputs into the decision-making process.
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Other challenges include the assumption that there would be a reduction in
the amount of time that FBPs spend in processing and distributing
information to end users, due to improved information technology, where
the end users have direct access to the data. However, the IT systems as
envisaged have not created changes that have been perceived in a
sufficient loosening-up period allowing the FBPs to meet their aspirations.
Furthermore, common barriers to the transitioning of MAs to FBPs
include absence of time, capability, senior management, and operational
support. More importantly, the problems of changing the corporate culture,
gaining trust, and better access to information persist. The implication for
QF therefore is to adapt, change and embrace the FBP model.

Summary

This chapter has discussed and identified the importance of adopting the
finance business partnering model, given its advantages over the current
management accounting system adopted by the Qatar Foundation. The
management accounting system in its current form is no longer fit for
purpose, given that QF has expanded with many satellite offices and
operates in a complex and competitive environment that requires proactive
and dynamic accounting support. The chapter has provided an overview of
the benefits of both management accounting and the finance business
partnering model, together with key relevant theoretical concepts and
supported with empirical findings around the finance business partnering
model. The theoretical concepts include contingency factors as related to
the organisation fit, change management with its importance role in the
implementation of the finance business partnering model. The change
management strategy is vital for the successful implementation of the
model. There are many change management theories that can be adapted
for the implementation of the model. Nonetheless, the author recommends
the Kotter and Schlesinger eight-step change management framework, for
the implementation of the FBP model in Qatar Foundation. Other theories
considered in the literature include organisation culture, particularly the
Hofstede culture model. This theory is particularly relevant to QF as
culture (hierarchy and power distance) is one of the impediments for the
adoption of the model to date.

Overall, the necessity for QF to change and adopt the FBP model requires
serious consideration as the current management accounting does not
serve well in the current complex and competitive environment in which
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QF is operating. QF needs a dynamic and proactive accounting support,
not the reactive and historically based system.



CHAPTER FOUR

CHANGE MANAGEMENT:
APPLICATION OF KOTTER’S THEORY TO
IMPLEMENT FBP IN THE QATAR FOUNDATION

Introduction

This chapter discusses how Kotter’s eight-step change management theory
can be applied to implement the finance business partnering model in a
not-for-profit organisation, in particular in the case organisation — the
Qatar Foundation. Transforming an embedded management accounting
system to a customer-oriented finance business partnering model of
accounting support to stakeholders requires significant consideration with
change management where there are potential risks of failure. This book
deals with how the application of Kotter’s change management theory can
be employed to implement the finance business partnering model in a not-
for-profit organisation. The design for this study was based on a single
organisation case study. The main objectives were addressed through a
literature review of related papers and articles. The result of the review
showed that the implementation of the FBP model in the organisation (QF)
did not follow any of the change management theories and hence failed to
achieve its objective. The successful implementation of the FBP model
could have been achieved if the organisation had followed or adopted and
applied, for example, Kotter’s eight-step or Lewin’s three-step change
management processes to implement the finance business partnering
model.

Adaptation of Kotter’s classic work with change management as a tool to
implement the finance business partnering model in the Qatar Foundation
fills the gap identified in the literature review, whereby the book identifies
and describes the steps that should be embraced in managing the change
process. The book also highlighted some common pitfalls that can be
encountered during the process and suggests a change management
process that can be employed to mitigate the inherent risks associated with
change management. The book, therefore, adds value to the current change
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management discussion by adopting Kotter’s model and incorporating the
eight steps that will enable the organisation to successfully implement the
finance business partnering model.

An overview of current system and the change
management theory

In the current fast-moving and complex business environment,
organisations are constantly evolving to move ahead of their competitors
and to ensure they gain competitive advantages over their rivals and to
assure their long-term survival. There are many drivers to the
organisational change. The changes may be forced upon the organisations
by, for example, technological advancement, government policy, new
procedures, and environmental impacts. In addition, the changes may be
internally driven; for example, by a desire to be more customer-centric,
efficient, and effective in the provision of service and to proactively
invoke or adopt innovation that supports the internal clients effectively in
their efforts to achieve their set objectives. In this regard, organisations
should not fear change but rather accept it, as it may improve their
competitive advantage as well as enable closer relationships with the
customers/clients.

Additionally, a change could be the outcome of innovation that might have
been planned or can be complementary to the introduction of the
innovation itself, for example, the adoption of the finance business
partnering model (FBPM) in a variety of organisations. The FBP model in
the case of a not-for-profit organisation, the Qatar Foundation, is
recommended in response to the successful implementation of the model
in similar organisations in the UK, Europe, and the USA. Before the
change implementation, QF management should have an understanding
and knowledge of the procedures of organisational change. More
importantly, the management should be aware of the people’s beliefs and
their potential actions, particularly those that have the power to define and
influence the direction the change should take (Ma and Tayles, 2009, 473-
495). Critical for any change implementation to be successful, is that it
requires the full support of senior management/stakeholders and getting
the right people on the side of change. Kotter (1996, 1-187) opined that
before and during the change implementation process, it was important to
undertake an analysis of the key issues and interests and to evaluate which
of the issues were due to different stakeholders.
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In 2010, QF employed a new director of finance, and he was tasked with
transforming the budgeting and reporting finance section into a finance
business partnering model that was agile and proactive in supporting their
clients effectively. This was done by working toward its strategic
objectives of effective and efficient support for the business units,
enabling them to achieve their set objectives through the provision of
financial insight for the effective decision-making. The perception
amongst the business unit managers was that the current management
accounting support was not adequate and not fit for purpose. To this end,
the objective of the transformation of the management accounting system
to a finance business partnering model was to do away with the functional
silos for customer-focused centres of excellence (Catton, 2008, 49-55) and
transform all the management accountants to finance business partners.
The new mode would ensure that all positions were filled with the new
and explicit requirements that consisted of both ‘hard’ and ‘soft’ skills.
Nonetheless, successful change implementation depends on the culture of
the organisation being fully prepared for its new mission of effective
support for the business unit managers, to enable them to achieve their
objectives and targets.

Change management theories

Change management implementation may take different approaches,
styles, and forms (Sittrop and Crosthwaite, 2021). However, it all depends
on which theory is employed for the change implementation. Also, change
management can be viewed through different theories and lenses; for
example, it can be viewed from an individual, team, and organisational
level. Nonetheless, the change management implementation theories most
discussed are at the organisational level (Kotter, 1996, 1-187; Stacey,
2001, 1-12), given that the purpose of leaders is to redirect the whole
organisation to align with the strategies of its business units. Kotter’s work
has been translated into a format that is usable by practitioners
(Appelbaum et al., 2015, 73-80; Kang et al., 2020, 1-5) in many
organisations including public, private, and not-for-profit organisations.

Kotter’s (1996, 1-87) change management theory may have been the most
used by practitioners around the world. Nonetheless, the eight-step theory
or model has attracted criticism (Kotter, 2007, 1-15; Laine et al., 2020).
For example, Appelbaum et al. (2012, 73-80) criticised Kotter’s model as
being too rigid. Regardless of the criticism, Kotter’s model is still relevant
today with both researchers and practitioners using it as a change



80 Chapter Four

implementation tool (Haas et al., 2020; Kang et al., 2020, 1-10; Weiss and
Li, 2020, 735-741; Chen, 2021, 3923-3962). Kotter’s eight-step change
model is depicted in Figure 5 below.

Plan for
and create
short-term

wins

Establish Institutionalise

sense of
urgency

new
approaches

Consolidate
improvements
and produce
still more
change

Form a
powerful
guiding
coalition

Empower
others to
act on the
vision

Create Communica

a Vision te the vision

Figure 5: Kotter’s eight-step change model

Lewin (1948, 217-220) proffered a basic change model with a three-stage
process of unfreezing, changing, and refreezing. Some of these stages are
like those in Kotter’s eight-stage process. Lewin’s change model can
provide appropriate recommendations or tips required to analyse the
change procedure and support identifying forces that either move the
change forward or are barriers to the change. Furthermore, Lewin’s change
theory provides the guidance and structure for understanding people’s
behaviour during the change period and provides recommendations on
how the behaviour of people can be managed when introducing change in
the workplace, given that all change is a result of certain forces in a certain
environment (Lewin, 1947b, 5-41).

Accordingly, Lewin’s theory is a tool that can be used to identify and
analyse causal relations and apply scientific constructs to those relations.
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Lewin introduced a change operational framework titled the Force Field
Analysis model. The model is useful to analyse and provide an
understanding of individual and/or group behaviour during the change
process that could be used to determine their motivations and intentions.
Lewin identified two powerful and opposing forces that have an impact on
the process of implementing change in an environment or organisation.
These powerful forces consist of driving forces that support and encourage
change to move towards a positive new state, thereby encouraging the
change to be implemented, and opposing or static forces that become a
barrier to change and attempt to maintain the status quo - these are labelled
the restraining forces. The driving force may be a result of external forces
that impose the change upon the organisation. It could also be a response
to internal problems; for example, how the service or support is provided
to customers/clients or simply a desire to proactively improve to meet
future challenges and be able to compete in an ever-challenging market.
However, the restraining forces prefer the status quo and can prevent
changes being implemented by creating barriers to circumvent the
necessary changes. For a change to be successful, the driving forces must
be in a position of strength whilst the restraining forces are persuaded to
join the driving forces.

Lewin (1948) prescribed a three-step change process of unfreezing the
current system, changing or transitioning to the new system, and finally,
refreezing to the new state. Unfreezing the current system according to
Lewin involves the identification of the issues or problem in the current
system and their needs and requirements. During this process, strategies
are developed so that the driving forces are strengthened and reduce the
capacity of the restraining forces. Also, at this stage, the organisation
should be aware of the necessity for a change that will add value to the
success of the organisation. The second phase involves moving from the
current system to a new system; this is where the change is implemented
or actualised whereby the driving forces have overcome the restraining
force’s ability to derail the change implementation. The third and final step
of Lewin’s process is to refreeze and stabilize the change in the new state
within the organisation.

Application of Kotter’s change management theory

Implementing and organising change can be a challenging endeavour for
any organisation, particularly for a not-for-profit organisation like QF
given the current organisation structure being operated. Due consideration
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has been given to two change management theories, amongst many,
including those of Lewin (1948, 217-220) and Schein and Kotter (1996,
27-47). The researcher proposed the application of Kotter’s eight-step
change model that could be adopted in implementing the Finance Business
Partnering model (FBPM) in QF.

Process of implementing Kotter’s
change management theory

This section starts by exploring how Kotter’s eight-step change
management process can applied in QF to achieve the full implementation
of the finance business partnering model. Kotter’s (2018, 1-10) eight-step
model to accelerate change consists of: the creation of a sense of urgency,
building a guiding coalition, forming a strategic vision and initiatives,
enlisting a volunteer army, enabling action by removing barriers,
generating short-term wins, sustaining acceleration and instituting change
thereby consolidating improvements and producing more. Having worked
in the organisation and with knowledge acquired from Kotter’s change
management theory, the author understands why change management
implementation failed. Nonetheless, the author decided to adopt the eight-
step model to transform the management accounting system in QF into a
finance business partnering model. Therefore, for each of the steps in
Kotter’s model, a plan is outlined that will enable QF to implement the
change successfully. The steps are organised into three phases. Phase one
involves the organisation creating an environment for change and then
establishing a sense of urgency, creating a guiding coalition, and
developing a vision and strategy. Phase two is about engaging and
enabling the organisation; this involves communicating the vision,
empowering action, and creating short-term wins. The final phase involves
the implementation and sustaining of the implemented change by making
sure that gains are consolidated, and that efforts are made to produce more
change and cement the new model in the organisation. The phases and
their application in transforming management accounting into a finance
business partnering model are discussed next.

Kotter’s eight-step change implementation in three phases
To create an environment conducive to change

Before the unsuccessful implementation of the FBP model in 2012, QF
adopted a management accounting system that had not been supporting the
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ever-expanding organisation effectively. QF was established over two and
half decades ago with just a few centres initially. However, over time it
expanded into multi-centres and with an international presence. The
management accounting system and support given to the business unit
managers were inadequate, leading in some cases to catastrophic
investment decisions being made by the business unit managers.
Furthermore, there was no single coordinated IT system as each
department and business unit operated different IT systems, which made
budgeting and budget monitoring cumbersome. For example, preparing
the annual budget was very laborious and time-consuming given that each
centre was using different accounting systems, and information collected
from each centre had to be converted into the QF general ledger. The
Corporate Finance section spent months coupling together the different
systems in building the annual budget. Kotter (2018, 1-10) recommends
that building a great sense of urgency is important and necessary. In this
case, building a sense of urgency is about making use of a window of
opportunity that presents itself today and that may not be available
tomorrow. The opportunity to innovate and implement new ways of
working in supporting the business centres’ managers in achieving their
objectives by changing from a management accounting system to the new
innovative finance business partnering model has now presented itself. QF
should create a sense of urgency by involving the business unit leaders in
order to get people to understand why changing to the new FBP model is
necessary (Kotter, 2018, 1-10). At this stage, the change agent — the CFO,
in this case — should communicate that a real change is necessary in the
way the management accountants will be supporting them going forward.

Having acknowledged the need to implement change, the change agent
should commission, for example, a voice-of-the-customer interview to
understand how the new system to be implemented (FBP model) can
support them effectively and provide a valuable, competitive advantage for
the organisation. Given the current environment QF is operating in,
particularly with funding from the ministry being reduced on yearly basis,
implementing a new system that supports the business is urgently required.
Nonetheless, understanding and meeting the business units’ management
needs are a matter of both human resources and technology. The interview
questions could ask the business units’ management to rate the current
performance in terms of support and access to information/data on a real-
time basis in their areas. Feedback from the interviews will enable the
CFO to understand how FBP model should be adapted to meet the needs
of the business.
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Building a guiding coalition

Following on from creating a sense of urgency is the building of a
powerful coalition (Sittrop and Crosthwaite, 2021, 1-20; Kotter, 2018, 1-
10; Neumeier, 2013, 1-11). In many ways, this is the most important part
of the eight-step Kotter’s process. The purpose of this step is to form a
group with enough power to lead the change effort and who can work
cohesively as a team. Membership of this group should include members
from multiple layers of the organisation’s hierarchy at all levels and ranks
representing different disciplines/functions, to collect information about
the needs of the departments/business units being supported which may
give an insight as to how the FBP model is to be adapted and
implemented. For example, the coalition could include members of the
finance team, particularly those that are supporting the business units
presently, members from each of the business units, the senior
management, and a representative from the IT section.

To gain the full support of the departments/business units, the group
should set up a meeting where they make a presentation to the senior
management in the first instance and to other members of the organisation
following the senior management meeting. The purpose of these meetings
is to gain the support of the senior management. The group should set out
the purpose of the project together with the drivers of the change and the
benefits that will accrue from adopting the FBP model. Moreover, from
these meetings, the group should be able to present a solid project plan that
is organised per Kotter’s eight-step change model. The project plan should
include regular meetings where updates are discussed and reviews of the
achievements or otherwise of the milestones are held and to agree on
corrective measures to ensure that the project goal is achieved promptly. In
sum, first, the change agent should form the guiding coalition with
members across the required competencies to turn the data into insight that
supports the business unit’s leadership decision-making process. Second,
all the coalition groups should be part of the project to establish the vision
and create a sense of urgency for the implementation of the FBP model.
Third, all the guiding coalition members should be tasked with taking
responsibility for communicating the vision and should strive to have
short-term gains for their respective teams in a consistent manner. Finally,
it is necessary to liaise with people that understand business strategies and
processes ensuring that the change implemented is institutionalised
(Sittrop and Crosthwaite, 2021, 1-20).
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Form a strategic vision and initiative

Forming a strategic initiative involves the creation of a clear and defining
vision that is shared by all stakeholders. Strategic initiatives are about
clearly defining the initiatives as targeted and coordinated tasks that if
designed properly and implemented as fast as possible will bring the
vision to reality. Therefore, QF should establish a compelling statement
that articulates clearly the purpose and vision the change project is trying
to achieve. The attributes of the good vision should be communicable to
all stakeholders, and could involve creating a visual picture or a logo with
a tagline that can be used in all communications with all stakeholder
members. Also, the vision statement should be feasible and flexible
enough that it can bring about the successful delivery of change
implementation, in this case, the finance business partnering model.

Communicate the vision

All change models stipulate that there is a need to define and communicate
the changes that are required to all stakeholders to reduce uncertainty
(Bordia et al., 2004, 345-366), thereby decreasing the uncertainty that the
change implementation may bring. A study by Nelissen and van Selm
(2008, 306-318) found that there is a correlation between employee
satisfaction and change management communication during the
implementation of organisational change. Kang et al. (2020) suggested
that for a change to be successful it required people’s buy-in and for them
to be moving in the same direction, and that therefore effective
communication was required to achieve the successful implementation of
the change. In addition, QF should issue a compelling statement that
clearly articulates and explains what the organisation is trying to achieve
to all stakeholders (Kotter, 1996, 1-187). QF should intervene as quickly
as necessary with conversations, where feasible with one-to-one meetings,
to reinforce the necessity for changing from management accounting to the
FBP model (Catton, 2008, 49-55).

QF can employ a variety of communication strategies, including meetings
with senior management and business unit managers separately, to
convince them of the necessity to change and the benefits that the FBP
model will bring to their business operations. Manville (2008, 6-13)
suggested that the most effective strategies for getting buy-in, defusing
objections, and keeping people focused and positive in the face of
potential disruption should be the main drivers for budgeting and reporting
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leaders. The strategy should involve frequent communication and keeping
employees’ trust by communicating honestly and consistently, as
employees must be treated with respect and have their predicament
acknowledged.

Nevertheless, separate meetings could be arranged for the operational staff
to explain in detail the workings and benefits of transforming the
management accounting system to the FBP model, including personal
benefits and benefits to the organisation. Other methods of
communication could be the establishment of a dedicated webpage for the
project with a link from the main organisation webpage that is accessible
to all in the organisation. Guzman et al. (2011, 1-11) suggested that
information about the change project, relevant resources, and links should
be available on the webpage. Also, creating online newsletters and having
team meetings where project updates are disseminated regularly were
suggested. Additionally, a role model strategy can be introduced as a
communication tool; for example, units that are practicing the FBP model
can be used as a model that management accountants can understudy.

Empowering others to act on the vision

Kotter’s fifth step is to empower others to act on the stated vision. Kotter
recommends that barriers to the achievement of the vision should be
removed; for example, in QF, the inefficient process and archaic ways of
service provision and the high power-distance culture among the
leadership should be reviewed, removed, and replaced. The current
hierarchy structure where certain members of staff at certain levels in the
hierarchy cannot access, advise, and talk to senior management should be
removed because this could undermine the vision. The new vision should
encourage risk-taking and give the finance business partners the freedom
to work across the organisation and gain access to the information and data
that could be turned into insights to support the leadership in their
decision-making process.

The author identified many barriers in QF that have inhibited the
successful implementation of the FBP model thus far. First and foremost
is the fear factor, because most people when they undertake a self-
reflection, agree that fear can paralyze innovation and may hold back
innovation efforts in the organisation (Aronowitz et al., 2022, 1-5). The
second human barrier to the implementation of the FBP model in QF is the
difficulty in dealing with uncertainty and loss of control. Nonetheless, this
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fear can be overcome by incentivising those people that may be affected
by the change. The third barrier to change is the fear of criticism
(Furstenthal, Morris, and Roth, 2022, 1-5), as a high proportion of people
fear being criticised, and to this end conformity and tribalism have been
the basic survival instincts. If not dealt with effectively, this may imperil
the implementation of the FBP model. Studies show that organisations that
successfully implemented innovations made it easy to critique the change
implementation openly. Therefore, if these fears are left unchecked, they
may compound into large cultural barriers that transform the initial
enthusiasm for the FBP model into apathy. In sum, research shows three
main fear factors can hold back the successful implementation of the FBP
- these are fear of criticism, fear of uncertainty, and fear of the negative
impact on one’s career (Aronowitz et al., 2022, 1-5).

Another potential barrier to the successful implementation of the FBP
model is the organisational culture of high power-distance that does not
allow FBPs currently placed at the middle level to interact with senior
management. Currently, the FBPs are in the headquarters of QF and only
meet with the finance coordinators irregularly, and often the budget
monitoring issues are discussed with those that are not empowered to act
or decide on the corrective action(s) as agreed. Also, FBPs lack
commercial knowledge that could be used to support the business unit
managers effectively; this is due in part to FBPs not being located within
the operations and a lack of continued development training. FBPs are
operating in silos, and there is undue pressure from the CFO via the
Director of Finance directing FBPs to pressure the operations they are
supporting to make savings and reduce costs. Other barriers include
providing status quo services that are no longer fit for purpose, legacy
rules and procedures, and the ability of the FBPs to look beyond numbers.

To overcome these barriers, in addition to the removal of the high power-
distance relationship, FBPs should be located within the operations they
are supporting, thereby gaining commercial knowledge and cultivating a
culture of trust between FBPs and the leadership they are supporting. It is
important to empower FBPs to participate in the business units’ decision-
making processes and provide incentives for both the FBPs and leadership
to enable them to embrace change and provide feedback on how the FBP
model can benefit them in achieving the set objectives. FBPs should be
granted information that enables data to be turned into insight, thereby
adding value to the decision-making process that supports the achievement
of the business unit’s objectives. Also, FBPs should be allowed or
mandated to undertake continuing professional development training
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(Guzman et al., 2011, 485-495) that improves their ability to provide
effective support to the business units.

Planning for and generating short-term wins

Step six in the eight-step strategy involving planning for and creating
short-term wins. The short-term wins could be, for example, visible
performance improvements that can be collected, categorised, and
communicated early to stakeholders. Short-term wins (Kotter, 1995, 59-
67;2018, 1-10) can create momentum to push for the complete FBP model
implementation; they should also be celebrated in a way that can be
aligned with the change vision, creating an opportunity for the short-term
gains to be used to set other achievable goals. QF can use the three
business units (Research and Development Institute, Pre-University, and
Equestrian Veterinary Medical Centre) that operate the FBP model as
evidence of the successes that can accrue to the organisation. During these
processes, a conducive environment should be created that allows
feedback. Given that the change implementation has been communicated
and understood (Guzman et al., 2011, 485-495), and has led to short-term
gains, this could reduce the level of resistance to the change going
forward.

Consolidate improvements and producing
still more change

This is a stage that involves consolidating all the benefits and gains
emanating from the change process, thereby enabling additional gains and
benefits to accrue from the change implementation. Kotter (2018, 1-10)
recommends that instead of taking the ‘foot off the gas’ after the
successful implementation of the model, this is the critical time to press
harder and employ those gains as momentum to refuel the change. One
apparent thing is that culture and habit take time, and there is every
possibility that FBPs can revert to their old habits of service provision if
the urgency is lost. Nonetheless, to ensure the institutionalization of the
new FBP model, FBPs should be supported to undertake their continuing
professional development as mandated by their professional bodies — the
Consultative Committee of Accountancy (CCAB). It is therefore
imperative that the stakeholders are kept in the discussion, keep
identifying knowledge gap(s) of FBPs and support them to undertake
training to gain knowledge of new developments in their area of expertise.
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Institutionalise the Finance Business Partnering Model
(FBPM)

The final stage in Kotter’s eight-step change management strategy is to
ensure that change that has been implemented sticks and becomes ‘the
way we do things around here’ (Kotter, 1995), thereby enshrining the
change in the bloodstream of QF’s corporate body. The danger in not
making the new behaviours rooted in the operating norms and shared
values, is that it may lead to degradation once the pressure receded.

To ensure that the change is institutionalised in the organisation’s culture,
two factors should be brought to bear. First, a conscious effort should be
made to show stakeholders that the new model (FBP model) is helping the
business unit managers in applying resources and making informed
operations decisions. Effective communications are put in place enabling
stakeholders to understand the right connections to the successful
implementation of the FBP model. Every effort should be made to discuss
the improved performance brought about by the new system at a major
management meeting. Second, the senior management should take
sufficient time to make sure that the next generation of top finance
management, for example, the Chief Finance Officer, Executive Director
of Finance, and Director of Finance — Budgeting and Reporting, in QF
epitomise the new approach. Wrong succession decisions at the top can
derail and undermine the hard work put into the successful implementation
of the model. Currently, in QF a terrible decision has been made in the
appointment of a director of finance bent on undoing the transformation of
the management accounting system to a finance business partnering
model; this is a step in the wrong direction.

Conclusion

This chapter has discussed the process of change implementation and
discussed in many places how QF has failed in implementing the FBP
model in the past. The chapter also described the role of the then Director
of Finance and the failure of the stakeholders to embrace the innovative
way of supporting the managers effectively.

In 2012, the new Director of Finance (DoF) identified the need to change
from a management accounting system that was inadequate, not fit for
purpose, and certainly not able to cope with the volume of the organisation
activities, to the new innovative system of the FBP model. As in all cases,
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change was met with resistance from stakeholders. No doubt, the
implementation of the change faced many challenges and caused
uncertainties and anxieties. All the stakeholders, including the senior
managers and management accountants that were involved, have affected
the implementation of the change in one way or the other.

For the successful implementation of the FBP model, it is envisaged that it
must be done in a systemic way. The author has reviewed a number of
prominent change management pieces of literature, including Lewin’s
(1948, 217-220) force-field analysis of unfreezing the current level,
changing or moving into a new level, and re-freezing at the new level, and
Kotter’s (2018, 1-10) eight-step change management system. The author is
convinced that Kotter’s change model provides a structured step-by-step
implementation process that reduces the chaos that the process can bring.
However, the implementation of the FBP model in QF has so far failed
because none of the change management models was followed. In
addition, the change agent — the DoF — did not have enough support or
buy-in from the key stakeholders, including the senior management. The
DoF failed to identify those forces that were in support of the change and
certainly, no plan was put in place to reduce or convert the restraining
forces. Nevertheless, the title of management accountants was changed to
Finance Business Partners; however, they continue to operate as
management accountants.

Implementing change of any form is always challenging, facing barriers
from different quarters. Therefore, to successfully implement change, a
structured step change must be employed, seeking and getting buy-in from
all relevant stakeholders before embarking on the change process. The
adoption of Kotter’s change management theory can provide the structure
required to successfully plan, implement, institutionalise, and cement the
FBP model in QF.



CHAPTER FIVE

BEYOND THE NUMBERS: REDEFINING
THE FINANCE BUSINESS PARTNER

Introduction

The research and data collection strategy

The author considered various research strategies for this book, including
but not limited to survey and case study (Saunders, Lewis and Thornhill,
2003, 128-171). In the end, the author decided that a case study of the
organisation was most appropriate for the book.

The research employed for the book is a case study with mixed methods as
a research strategy approach. The case study applied both survey
techniques and interviews as sources of data collection for the research.
The author adopted a descriptive survey and used semi-structured
interviews with management accountants, finance business partners and
senior managers in QF as a means of collecting primary data. This
strategy is efficient, accurate, inexpensive and quick to collect (Zikmund,
Carr, Babin and Griffin, 2013, 1-696). These approaches provided an
insight into how the FBPs perceived their roles in the organisation and
enabled the senior managers to provide information about their
expectation of the FBP model and its workings.

Data and analysis - quantitative and qualitative investigation

There are many mixed methods approaches that could have been
employed; however, the author settled for the quantitative method to
collect data from QF finance staff and its subsidiaries and branch
campuses regarding finance staff support to the business units. A set of
survey questionnaires was sent to the participants via Survey Monkey.
Furthermore, additional survey questionnaires were later despatched to
finance staff to gather credible data for the research. The author
understands that finance business partnering has been operating in QF,
albeit not in the way it has been conceptualised. The respondents are
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familiar with the FBP model, given that they have been labelled as such
for many years. They can provide informed analytic and critical views
grounded in the understanding of how the finance business partnering
works in practice. The author appreciates that conducting both qualitative
and quantitative studies reduces the weakness from one method and
thereby supports, confirms, and explains the findings of the other. The
findings of the quantitative research are presented in eight sections within
this chapter.

FBP preferred office location

To understand the FBPs location preferences, an examination of office
location preference among FBPs was conducted through Pearson’s product
moment correlation coefficient and linear regression. Results in Table 9
below indicate a significant positive relationship between FBPs located
within the business units, access to information and ability to add value
(r=0.10) (see Appendices H & I). Nearness to the manager being
supported will enhance the FBPs knowledge of the business and enable
them to provide in-depth analysis and contribute towards the decision-
making process.

Table 9: Office location preference

Mean | Median | Standard Deviation | p-value (better access)

Location| 10.3 14 8.1445 0.10

Findings from studies show the importance of FBPs located in the
business units where their involvement in the decision-making process
was crucial, particularly in times of economic crisis (Windeck, Weber and
Strauss, 2013, 1-76; Endenich, 2014). Also, when the organisations are
facing financial problems, the FBP model was the tool employed in
turning around the businesses. Being located within the business was
evidenced during the COVID-19 pandemic, with FBPs proactively
providing in-depth analysis, sitting in management meetings, and
contributing options to reduce the economic impact on the activities of
their directorates.

The findings of Endenich (2014, 123-149) on the finance business
partners’ influence during the economic crisis supports the location of FBP
in the operations. From the study it was determined that information
provision for managerial decision-making is an important aspect of the
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FBPs’ support. The FBPs’ interaction and increased communication are
among the advantages of FBPs being located closer to the business units
they are supporting (Ma and Tayles, 2009, 473-495; Windeck, Weber and
Strauss, 2013, 1-76). The findings also support the increased participation
of FBPs in corporate processes in times of crisis, which can lead to their
acceptance by the leadership within the company. Table 10 shows that
FBPs prefer to be in the headquarters.

Table 10: FBP office location preference

Location
Description Frequency | Percentage | Valid % | Cumulative
(%) %
Headquarters 17 53 53 53
. 44
Validation Satellite offices 14 44 97
Others 1 3 3 100
Total 32 100 100

From the above, 17 (53%) respondents preferred to be in the headquarters,
whilst 14 (44%) stated their preference is to be in the operations, whilst 1
(3%) was neutral regarding the location. It can be deduced that the FBPs
do not understand their roles in supporting the business units. Contrary to
the perception of many QF FBPs, research has found that the FBP role
emanates from closer collaboration and juxtaposition between managers
and FBPs (Burns et al., 2009; Faure and Rouleau, 2011), thereby
transforming the FBPs to organisers of business decisions (Johnston,
Bringnall and Fitzgerald, 2002). Figure 6 shows the split between those
that prefer the headquarters location as opposed to the business unit
location.




94 Chapter Five
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Figure 6: Office location preferences

Finance business partner — client contact

The participants were asked how often they contacted their business units’
leadership to provide their support with a span of options from a Likert
scale of once a week to not at all. The purpose of this line of questioning
was to examine the adequacy of support provided by FBPs to the business
units in their decision-making processes. Mixed results came out of this
question of contact with business units, with over half of FBPs surveyed
having contact monthly with the business units they supported and over a
quarter having seldom contact the business units being supported. The
reason for this attitude from the FBPs may be attributable to the service
being currently centralised in the headquarters and the direction in which
the current director of budgeting and reporting is taking the section.
However, BUMs (Business Unit Managers) have complained about the
poor service they are receiving from the FBPs. The findings from the
research are akin to other studies where many management accountants
preferred to be centrally located; for example, Burns and Baldvinsdottir
(2005, 725-757).

To support the adoption of the FBP model, the decentralisation of FBP
functions is essential, with access to basic accounting systems such as
ERP being given to all relevant employees. Giving budget holders access
to their budgets and transactions will free up time for the FBPs to support
the business units and establish the new business orientation (Marko,
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2007, 99142). The rate of FBP contact with business unit managers is
shown in Figure 7.

not at all

seldom

once a month

less than once a week

once a week

0% 10% 20% 30% 40% 50% 60% 70%

Figure 7: FBP contact with business unit managers

Finance business partner — involvement in strategic
decision-making

The findings show that only a few FBPs are actively involved in providing
in-depth analysis and other strategic input for the business managers to
make decisions. FBPs are more involved in mundane accounting duties.
Nonetheless, a study of a large Slovenian company revealed that FBPs
were actively involved in strategic management processes across
industries (Aver and Cadez, 2009, 310-321), and that participation was
relatively high in the manufacturing industries, the trade sector, and the
tourism and hospitality sectors. FBPs’ influence on managerial decisions
can be twofold: that is, FBPs that influence strategic decisions and those
that have influence on operating decisions (Rouwelaar, Bots and De Loo,
2018, 443-464). The study proves that having business knowledge
translates to more power in decision-making and strengthens the quality of
the financial information provided by FBPs. FBPs are required to be
versed in the business operations. The findings also confirmed that FBPs
have strategic decision-making influence and this is positively related to
the degree of the service decentralisation in the organisation.
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Additionally, the author interviewed senior business unit managers to
understand their perceptions of why the implementation of the FBP model
failed. All managers identified several challenges that made the full
implementation of the FBP model in the organisation impossible. There
was unanimous agreement that the lack of a senior management push for
full implementation across the organisation made it inevitable that the
model would not work as conceptualised, even though in principle, the
model was appropriate and could have improved their decision-making
processes. The taken-for-granted organisational routines, Qatar’s
conservative organisational culture, together with the inability to
legitimatise the FBP model as conceptualised, are key factors that have
been identified as causes of resistance to change (Ma and Tayles, 2009,
473-495). Furthermore, QF’s management accounting function suffered
weak support from leadership and there was insufficient guidance on how
the FBPs should support their business unit managers.

Power dynamics and politics also played a part in the failure to implement
the FBP model successfully across QF. Noticeably, at the QF president’s
own university (HBKU), the implementation was suppressed through their
connection to the higher power. Other challenges identified included
internal politics, lack of empowerment, culture, organisational structure,
power-distance, possible conflicts of interest, and the balance of diverse
interests. For example, the interests of the headquarters versus the interests
of the divisions and pushback from powerful interested parties meant the
implementation failed.

According to the managers, the FBPs lack adequate commercial
knowledge and the expectation from managers is for the FBPs to be adept
in accounting knowledge and have a sound understanding of the
underlying business, products, processes, and markets. However,
managers believed that without having knowledge of their business, the
FBPs were unable to provide adequate support for their operations.
Therefore, having good knowledge of the business is pivotal for the
successful support of their business. The managers also advocated that the
FBPs should have strategic roles and this view is supported by the findings
from scholars such as Burns and Baldvinsdottir (2005, 725-757), Janin
(2017, 5-19), Oboh and Ajibolade (2017, 119-137) and Chotiyanon and
Joannides de Lautour (2018, 1-206) who recommended the involvement of
FBPs in strategic roles where they could add value, provide in-depth
financial analysis, undertake options appraisals, and otherwise be available
to business managers. FBPs should be able to participate in scenario
planning, the sounding out of ideas and in sharing knowledge and insight.
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Furthermore, FBPs should be members of the management team that
reviews and sanctions business investments or projects, thereby becoming
key members of the team. It is more important in the case of QF, as FBPs
are not involved in any strategic roles with the business units.

Senior managers believed FBPs were not providing effective support and
they were seen as no more than ‘bean counters’ dealing only with
mundane duties. The managers’ perception was that because the FBPs
were not located in the business units, they were detached from the
operations and the managers therefore only made contact on a ‘needs be’
basis. To support this assertion, the findings by Burns and Baldvinsdottir
affirmed that being located within the business units enables the FBPs to
establish a rapport with managers and create trust, thereby supporting
them more effectively. Windeck, Weber and Strauss (2021) and Ma and
Tayles (2009) recommended that FBPs should be positioned within the
operations beside managers. FBPs’ proximity to business processes allows
FBPs to access data, thereby increasing data and forecast accuracy, and
resulting in fewer bad judgements and surprises.

The business managers believed that the current organisational structure
and culture was the main impediment to the full implementation of the
FBP model. The current organisational structure places FBPs at a lower
level of seniority; hence they are unable to have access to the managers
because of the hierarchical and power-distance culture operating in the
organisation. The current finance and management reporting structure is
depicted below, with FBPs placed at the bottom of the hierarchy.
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Results and findings

Detailed analysis of the impact of adoption of the FBP model in QF is
discussed in this section of the book. The author establishes four themes
from the research and data analysis. These themes are the challenges and
aspects of the organisational culture that impede the full adoption of the
FBP model, the lack of business knowledge/acumen by the current crop of
the FBPs, the total exclusion of the FBPs from the strategic roles, and the
skills requirements of FBPs.
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Challenges and organisation structure

In a variety of management accounting works, management accountants
(MAs) have been criticised for not being proactive and adapting to the
changing and complex environment; they are therefore urged to change to stay
relevant in the competitive market (Johnson and Kaplan, 1991, 1-269). The
strategic management accounting world faces many challenges, including
business environment, customer-centricity, and technology changes
(Zainuddin and Sulaiman, 2016, 466-470). In 2012, the DoF of QF changed
the management accounting system and introduced the FBP model, but this
has not lived up to the expectation. The acceptance and successful
implementation of the innovation faced opposition from leadership within the
organisation.

Interviews with the senior managers pinpoint the challenges that faced the
implementation of the FBP model in QF, including the lack of leadership
support, the issue of ‘power plays’ among the leaders, and the leadership not
being fully committed to the actualisation of the model. Without the full
backing and commitment of the leadership, the implementation of the model
has so far failed. As one of the interviewees put it:

“If I talk about QF I think business partner is something that needs to be bought
into, so it worked well where I had worked, because the Chief Medic will seek
me out and ask me for my opinion.” Participant #4

Other interviewees identified additional challenges, including the credibility of
the FBPs:

“... QF ... I am pretty sure this is about the credibility of the business partner
actually being compromised because you have to, and when I asked the
question why you are not able to deliver the savings, it means somebody has to
work with us to deliver it or you simply think that you need to take some
savings; therefore, if it is the latter the budget is reduced. I am not going to
entertain it and I know that it would not reflect well with the reality.”
Participant #2

The FBPs are not credible and lack empowerment in the businesses they are
suppsed to be supporting. The FBPs discuss accounting issues with the
account’s coordinators; however, they have no power to make decisions of
their own and in the process, the message is lost. Also, due to the high power-
distance culture, the accounting coordinators are less likely to pass on the
important views of FBPs to their managers. Also, the challenge facing FBPs
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relates to how the FBPs balance the varying needs and requirements of both
parties:

“... The biggest challenge is ‘balance’; how you balance the interest of the
headquarters versus the interest of the division. FBPs need to have diplomatic
and soft skills to balance that and keep the confidentiality of the division’s
business that the headquarters do not know.” Participant #9

Organisational culture and structure are not aligned and do not support the
adoption and implementation of the model; this challenge was identified by
the interviewees:

... Tthink it is culture. Does it have the structure in place, and does it have the
culture in place to accept the new finance business partnering model and there
are few entities that oppose the FBP model within the organisation, and in QF
that is a struggle.” Participant #3

There are also internal and external challenges facing the implementation of
the FBP model, as again identified by Participant #3:

“Even with your best effort and top-notch accountants and you even understand
your business, there will still be pushback simply due to politics. For example,
once [ have my budget, I do not let it go. And some people within the finance
and strategic planning dislike being told how to do their business, and so this is
where building that relationship matters.” Participant #3

The business unit managers believe that FBPs will interfere in the business
and that FBPs may not allow them to apply their budget as they see fit once
the budget has been allocated. In QF, there are internal politics at play that
made the full implementation and adoption of the FBP model virtually
impossible. Also, FBPs are not empowered, as is summarised by the following
interviewee:

“Ok, right, in a typical world of challenges, the first is: internal politics. If you
want to implement the FBP model, the first question you need to ask yourself is
‘Do I have the tools, do I have the skills, am I being empowered?””
Participant #3

Different organisations have different cultures that encompass the beliefs,
values, attitudes, behaviours, and practices combining the characteristics of a
group of people (Warrick, 2015). There are local cultures that employees must
accept and adapt to, and there is other organisation-based culture that naturally
evolves over time and has become normal for the employees to abide by. In
QF, the organisational culture is based on a high power-distance where they
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believe in hierarches, with high uncertainty avoidance. They are risk-averse
when it comes to adapting to change, particularly as they are not willing to
accept the FBP model. The high power-distance culture in the organisation
means that the FBPs have no direct access to the leadership that are making
decisions; instead, the FBPs liaise with the finance coordinators.

Organisational culture is a challenge faced by the FBPs, which has become a
barrier to the achievement of the objectives set when the model was
introduced in 2012. The difficulty in accepting the FBP model, as one
interviewee put it, was due to the culture and structure of the organisation:

“Some of it may be cultural — it may be trust — and my own take is some of it
might be the structure. If you could address the structure, it opens all the
doors.” Participant #3

Furthermore, interviewee #3 said that QF has a history of the structure being
hierarchical, where you do not speak to certain people unless you are at the
same level as them.

“Historically, QF is very hierarchical; you don’t speak to this person unless you
are in this level.” Participant #3

The combined effect of the organisational culture and the hierarchy structure
made the work of FBPs more daunting, and their roles were not effective.

Figure 9 summarises the challenges and the organisational structure inhibiting
the full implementation of the FBP model.

Lack of leadership Traditional culture
Credibility
Organisation
/ culture
Empowerment ~_ Challenges
Organisation Risk-averse to
Lack of direct access structure innovation
to managers |
\
Power-distance Organisation

Figure 9: FBPs’ challenges
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Business or commercial acumen

This theme deals with the advantage of having the FBPs located within the
operations they are supporting. A study from a Swedish social insurance
agency took a strategy of loosening the top-down, centralised, rule-based
leadership and control structures to decentralise management accounting
to the business units (Caicedo, Méartensson and Hallstrom, 2018, 240-251).
The FBPs and managers developed close relationships, with the FBPs
supporting the regional teams of the business. Windeck, Weber and
Strauss’s (2013, 1-76) findings indicate that when FBPs are in the business
units, they gain knowledge of the operations and its services and markets.
FBPs proactively interact with managers, are involved in decision-making,
and act as critical control points for managers. Also, Ma and Tayles (2009,
473-495) suggested that FBPs have been liberated into concentrating on
supporting the business, where they have created in each team a finance
manager and sit on the senior management as a team member authorising
business operations.

The view of many interviewees in QF was that the FBPs should be located
nearer to the business units they are supporting, enabling them to acquire
business-related experience, thereby enhancing their ability to provide in-
depth analysis. In their findings, Windeck, Weber and Strauss (2013, 1-
76), Karlsson, Hersinger and Kurkkio (2019, 185-211) and Goretzki and
Messner (2019, 1-20) recommended a decentralisation of the FBPs into
their respective business units, thereby opening up access to the managers

and information, and allowing FBPs to be more effective in their support.

The managers in those organisations believed that proximity to their FBPs
was important, whereby the FBPs could pass on their accounting practices
through training and ongoing interaction. Participant #2 said:

“I should not be grinding my teeth here; I should be relying on the business
partner. I know you guys were doing it before; maybe the level of support
was not there, but to go and sit with all of these centres at least once a month
... you understand the business from them, and they understand what to look
for in terms of advising.” Participant #2

A senior manager remarked that even though the FBPs are located centrally
in the headquarters, they should be spending more of their time with the
business units where they can be a value-adding resource, attend
management meetings and have input to the decision-making process.

Participant #8:
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“I think regardless of their location, I think how they spend their time is
important; the time should mostly be spent with the business. Yes, they have
their office in the centre, but they should be spending most of their time with
the business.” Participant #8

Strategic roles and location

The objectives of QF’s FBPs are to actively provide information and
insight and to contribute towards the attainment of the organisation’s
goals. The expectation of the FBPs is to provide strategic formulation,
system development and organisational design, and instigate change
management that aligns with the FBP model. The FBP role is to treat the
business partner as a client and keep client service provision and
satisfaction as an important aspect of their role. However, increased FBP
interaction with senior managers will contribute to improved decision-
making, planning and control, and to a better quality of accounting
information that is provided to support the business. These are the
objectives set for the FBPs, but because the leadership of the organisation
did not fully embrace the model, it has not worked in the way it was
conceptualised. Ultimately, the FBPs should be encouraged to provide
strategic information and to partake in the business unit’s decision-making
process (Goretzki and Messner, 2019, 1-20).

In fact, most of the senior managers interviewed acknowledged that FBPs
have vital roles in supporting them in their decision-making by being
proactive, providing in-depth analysis and being involved in environmental
scanning. As one manager (Participant #8) stated:

“Finance business partner from my viewpoint is that is being part of the
decision-making process, being the finance voice providing decision support
to decision-makers from a finance perspective.” Participant #8

In addition, a director emphatically agreed that FBPs should be involved in
strategic duties:

“Yes, I think yes. They should have a strategic role in the decision-making
process. For example, let us say we do have like collaboration and this
collaboration will end up by signing an agreement. The FBP will be the
first person we will have to seek his or her support for the financial or the
strategic clauses in the agreement. So, for example, if the department
advises us that this is not feasible, or that we (FBP) do not recommend
that, this is basically an involvement in one of the strategic decision-
making [and] will lead to saying “guys, sorry - we cannot sign this
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agreement”. Yes, they should have a role in the strategic decision-making
process.” Participant #5

The managers acknowledge the advantages and potential contributions that
FBPs could be making towards their decision-making process. But the FBP
needs to have full knowledge of their businesses and be proactive in their
dealing with the business.

The transitioning of MAs to the FBP model should entail the FBPs being in
the business operations, enabling them to understand the commercial aspects
of the service they are supporting. FBPs should be at the centre of the
business, enhancing their ability to provide an in-depth financial analysis
that is credible and establishes credibility and trust.

Lack of visibility from the FBP is detrimental to their acceptance by the
business units’ managers and the leadership of the organisation. The FBP
model has not been promoted to all the stakeholders. As one of the
interviewees said:

“My expectations include timely support, communication and trust that
will develop through consistently providing quality service over time,
through engagement and going out to see people, keeping people up to
date, solving problems rather than creating problems. It is important to
remember the finance is a support service for the organisation, after all.”
Participant #9

Figure 10 lists some of the roles expected from the FBPs in support of the
business units.
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Figure 10: Finance business partner's roles

FBP skills requirements

The basic requirement for the FBPs is to be fully qualified through
professional examinations from one of the accredited bodies in the UK. The
Consultative Committee of Accountancy Bodies (CCAB) is the accredited
body for all the professional accountants in the UK. Also, the person should
have many years of experience in a related field. And there are variations to
the skill requirements with different organisations. The key skills required of
FBPs include soft skills, such as the ability to communicate with different
stakeholders, collaborate with different departments, and enhance and add
value to the business being supported.

Different views were gathered from QF managers; for example, FBPs’ skills
should include commercial knowledge and understanding of the business
being supported, in order to contribute and add value. Other skills should
also include critical thinking, interpersonal skills, clear communication of
complex financial information to stakeholders, building relationships,
credibility and trust, bringing fresh perspectives to the table, being customer-
centric and a good listener, helping leadership with decision-making, turning
data into insight, being open-minded and a problem-solver. Apart from the
technical qualification, many interviewees believed that the FBPs did not
living up to expectations. For example, one interviewee (Participant #9)
said:
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“You must have the core finance skills that are given, but it goes beyond
that. I would say the FBP is like [the] CFO or finance director for the
division they are supporting. They should spend time in the division; they
should try to understand the business they are supporting; they should have
good people skills, communication skills, diplomatic skills — soft skills I
would say are more important than technical skills

You need to understand and speak the language of the business — they
should have good grounding in those functions.” Participant #9

A major criticism of the FBPs is that they are not seen by the operations
managers, and do not understand the business they are supporting. The
manager at one of the units said:

“They hardly venture out, particularly to learn about their client. For
example, working with Al-Shaqab (Equestrian) you need to know that horses
are driving their cost and horses need to be fed, need to be given proper
bedding, etc. So, horse numbers will have a profound impact on Al-Shaqab’s
business model.” Participant #5

What has come up repeatedly from the managers is the soft skills or ability
to communicate with stakeholders at all levels. Managers prefer someone
who can communicate complex financial matters to them, that are
understandable and add value to their operations. One manager listed the
preferred skills:

“So as a requirement if I have been asked to list them in order of priorities,
[the] first one will be communication; interpersonal skills are [the] utmost
priority for FBP because that will inform the person to be inquisitive about
their customer. Because if you are inquisitive, you can ask the right question,
you gather sufficient information then map what you want to do and does
your requirement fit in the customer’s priorities?”” Participant #5

The key findings from participants revolve around the key roles that FBPs
are expected to perform, their location, trust, FBPs’ credibility and good
relationship with the managers and colleagues. From the participants’
perspective, their preference is for the FBPs to be located in their various
divisions, which allows FBPs to learn and understand the business. This in
turn provides them with the tools that enhance their business knowledge.
From the literature, it is deduced that for the FBPs to be effective and add
value to the business, they should be in the business units (Baier, Brands and
Holtzblatt, 2014; 2015), nearer to the managers (Burns and Baldvinsdottir,
2005; Ma and Tayles, 2009; Windeck, Weber and Strauss, 2013) and
provide both internal and external roles (Janin, 2017). By forming good
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relationships with managers and colleagues, the FBPs will gain knowledge
and experience of the business and form effective partnerships with
colleagues. Other key findings include the ability of the FBPs to analyse and
interpret data, presentation skills and communicating with all levels of

management.

In this book we have considered and presented the key themes emanating
from the interviews with the senior managers. The next section details the
summary of the study findings and a description of the revised themes.

Summary of the research findings — revised themes
Critical barriers/opposition

The aim of this section is to provide the respondents’ view as supported by
relevant literature. The implementation of the FBP model can be achieved
by overcoming the critical barriers or opposition from the senior
management in three possible ways: through change management across the
organisation (organisation restructure), phased implementation of FBPs into
divisions, and having FBPs based in the headquarters with finance
(budgeting and reporting section). Figure 11 depicts the process for
overcoming the critical barriers/opposition to the implementation of the FBP
model.

Phased-in FBP
implementation

Implemented in
budgeting &

Organisation

restructure
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Figure 11: Overcoming critical barriers/opposition
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The restructure of the current organisation is pivotal to the successful
implementation of the FBP model. Currently, FBPs are placed as fourth-tier
management employees, and they are not empowered like the
divisional/operations managers. Findings from a study of a pharmaceutical
company suggested that FBPs should be at the managerial level (Ma and
Tayles, 2009, 473-495) and placed in the division they are supporting. Also,
a study of a Swedish insurance company indicated that the organisation
underwent a restructure and decentralised the finance staff (Caicedo,
Martensson and Hallstrom, 2018, 240-251) to the divisions to become
members of the management teams. Meditech, the UK pharmaceutical
company, decentralised and restructured the finance department and placed
FBPs at senior levels.

The phased-in method could be used to test if the model would be accepted
by the leadership across the organisation. Also, the phased-in method allows
any operational problems to be identified and to establish lessons learned
and to fine-tune the full implementation of the model. The model will be
less destructive since it allows parallel use of the current management
accounting and finance business partnering systems at the same time. During
this period, any modification to the new model — for example, the
organisational structure and the FBPs reporting line — can be discussed and
agreed to determine the best structure for the model. The phased-in method
will highlight any IT adjustments that may be required to support the model
implementation.

Nevertheless, the implementation of the model can be restricted to the
budgeting and reporting finance section. The current structure of budgeting
and reporting requires updating to accommodate the FBPs at a more senior
level that is comparable to the business managers they are supporting. It is
important that the reporting line is addressed and agreed so that the FBPs are
empowered and have direct access to their counterparts in the business units.
Whilst the FBPs may be centralised at the headquarters, they should be
spending most of their time within the business units they are supporting,
preferably on a rotation basis. Most importantly, the CFO or his delegate
must lead from the front, arranging seminars, workshops, and meetings with
all stakeholders, selling the idea, and collecting feedback to ensure that the
stakeholders concerns are resolved.

In relation to the opposing forces and barriers to the full implementation of
the FBP model, the participants were asked to list what they believed to be
the main challenges facing the FBPs. The main challenges included internal
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and external politics, lack of empowerment and self-inflicted damage done
to the role. Participants’ responses were:

“Ok, right, in a typical world the challenges, the first are:

e Internal politics. If you want to implement the FBP model, the
first question you need to ask yourself is ‘Do I have the tools, do I
have the skills?”’

e Am I being empowered?

“The external challenges, even with your best effort and top-notch
accountant and you even understand your business, there will still be
pushback simply due to politics. For example, once I have my budget, I do
not let it go. And some people within the finance and planning dislike
being told how to do their business and so this is where building that
relationship matters. At the top of your requirement is building that
relationship.” Participant #1

“Just to summarise this, I think it is culture. Does it have the structure in
place, and does it have the culture in place to accept the new finance
business partnering model, and there are a few entities that oppose within
the organisation and in QF that is a struggle. People do not want their
information (budget) being shared and they do not give finance business
partners the information. The other challenges are people accepting that
this is the direction of finance now.” Participant #7

Commercial knowledge

The findings from the scholarly literature (Burns and Baldvinsdottir, 2005,
725-757; Ma and Tayles, 2009, 473-495; Windeck, Weber and Strauss,
2013, 1-76) confirmed the importance of FBPs acquiring commercial
knowledge of the business they are supporting. The knowledge enables them
to add value to the decision-making process, thereby contributing positively
towards achieving the objectives of the business. The QF managers
lamented that often, because of the lack of knowledge, the FBPs were an
impediment to the business rather than a support. Therefore, for the FBPs to
be productive and add value, they are required to have an in-depth
knowledge of the business and can undertake environmental scanning of the
business for risks and opportunities. The environmental scanning usually
entails collection of information from internal and external environments.
This is done by monitoring the environment to identify business
opportunities and threats, thereby identifying factors that may affect the
future of the business. Importantly, FBPs are required to have access to data
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and information that could be analysed to support the managers in taking
appropriate decisions. Figure 12 presents the commercial knowledge
requirements.
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Figure 12: Commercial knowledge

Finance adviser or business manager

The FBPs should act as the finance adviser/business manager to the
operations manager, particularly when the manager is considering business
opportunities options that involve capital expenditure (Capex). The FBPs
can provide financial analysis for the manager that determines the
feasibility of the opportunities. For example, cost-benefit analysis, what-if
scenario analysis and investment appraisals could be employed to ensure
that the financial resources are effectively applied. Also, from the
interviews, managers believed that the FBPs could be used to bounce ideas
off and that they could seek FBPs’ opinions before taking definitive
action. Therefore, in this way they would act as finance advisers or
business managers.

Skills requirements

The basic requirement to become an FBP is to be professionally and
technically qualified, as well as having years of working experience,
including commercial knowledge. Some of the additional skills required
include soft skills — diplomatic, people, analytical, communication and
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presentation skills — at all levels of management. The FBPs should be
good listeners and have empathy towards colleagues. These requirements
are presented in Figure 13.

Communi
cation
skills

People Presentation
skills skills
Skills
requirements
Good _ .
listener Diplomatic

Figure 13: Skills requirements

Summary

This chapter has discussed the key competencies and skills that are pre-
requisite to becoming an FBP in the Qatar Foundation. To be effective,
FBPs should add value and improve the performance of their respective
business units. FBPs should also have the basic requirements of
commercial knowledge and the relevant skill set to support their BUMs.

Commercial knowledge and skills are important requirements for FBPs in
supporting the business units. This incorporates business knowledge,
environmental scanning, communication skills, analytical and people
skills. Furthermore, various studies show that FBPs should be members of
the senior management team, and in that way they will become the finance
advisers/business managers for the businesses they are supporting. We
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contend therefore that the combination of these three themes allows the
FBPs to perform at the strategic level, supporting the managers effectively.

FBPs will also improve their credibility, have access to the manager and
become a trusted and value-adding resource for the organisation.

Finally, the finance adviser/business manager will be beneficial to the
managers because the FBP, once located in the business units, will provide
financial advice in all aspects of the business, particularly in such areas as
new business development, financial planning, investment options and
appraisal. In addition, FBP, as an adviser, will be able to identify financial
risks and opportunities for the managers and agree on effective ways of
appropriating the financial resources allocated to the business managers. In
summary, the combined themes, commercial knowledge, skills
requirement, and finance adviser/business manager are the critical
requirements for the FBP, empowering them to add value and improve the
business units’ performance.

New business
development

Investment
appraisal

Finance adviser / business
manager

Figure 14: Finance business adviser

Implications of the findings

The research findings align with the new phenomenon of management
accounting moving in the direction of the FBP model, as many
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organisations in both the private and public sectors are embracing the
model. Otley (2016, 45-62) has argued that the contingency theory view is
that there is a need for a fit between organisations’ features, for example,
the IT infrastructure, and the organisation structure, to support the
adoption of the finance business partnering model. These research findings
indicate that QF has good information technology that can adequately
support the adoption of the FBP model; however, the organisation
structure requires modernising to support the new model. It has come to
the realisation that due to the complex environment where businesses are
operating, the traditional role of MAs needs to change and transform into
becoming FBPs to support the business by adding value and do away with
their bean-counting and backward-looking roles. From all indications, the
internal and external finance clients are asking for FBPs that are proactive,
think outside the box, provide in-depth analysis, scan the environment for
risks and opportunities, understand their businesses, add value, and are
involved in the management decision-making process.

Additionally, there are findings which overlap between the survey
questionnaire with the finance-related staff members - in relation to survey
questions 5 and 7 (Appendix C) - and the semi-structured interview
questions 5 and 6 (Appendix D). The author wanted to find out if the
FBPs understood their strategic role and their preferred location.
According to Burns and Baldvinsdottir (2005, 725-757), Caicedo,
Martensson, and Tamm (2018, 240-251), and Ma and Tayles (2009, 473-
495), the FBPs are expected to be located nearer to or within the business
units they are supporting. The interview with divisional and business
units’ managers also indicated that they prefer the FBPs to be nearer or
located within the business units. The findings from the survey indicated
that 53% of FBPs preferred to be in the headquarters. The finding
therefore suggests that FBPs do not understand their role in terms of
providing proactive and effective support to the business units.

Survey question 7 was about finding out if the FBPs were involved in the
strategic decision-making process, and similarly, interview question 6
raised with the managers regarded the strategic role expectation of FBPs
in their strategic decision-making process. The survey finding indicated
that FBPs were not involved in the strategic decision-making process
given that only 4% said they were involved in the provision of in-depth
financial analysis to the managers. However, the managers suggested that
FBPs needed to understand the complexities and have knowledge of their
business before they could be involved in the strategic decision-making
process.
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The implications of these findings suggest that: (1) FBPs do not
understand their roles and management needs to decentralise FBPs into the
business units and to invest in their knowledge development. Placing FBPs
in the business units will enable them to gain knowledge and understand
the business they are supporting. (2) One of the core roles of FBPs is to
provide input into the decision-making process; however, the implication
from the interviews was that this was lacking. The FBPs need to re-orient
themselves towards gaining commercial knowledge and be more proactive
in supporting the business units’ managers. Importantly, FBPs need to be
nearer to the business units where they can acquire and share knowledge
with the managers and provide qualitative and financial in-depth analysis
towards operational decision-making.

Bucciarelli (2015, 36-42) described change management as a
transformation process that is used to realign the existing process to meet
business requirements. It is an incremental process involving adaptation,
reconstruction, evolution, and revolution (Balogun and Hailey, 2004, 1-
312). The finding indicates that the process of adaptation and
reconstruction are required in QF as managers want FBPs that understand
the past trends to predict the future. Also, managers want FBPs that are
proactive and can scan the environment, allowing the business to focus on
its businesses, while providing relevant in-depth analysis on external risks
that may have an impact on the business. The implication of this reasoning
is that managers may allow FBPs a seat at the table while participating in
strategy formulation and partner with the business in adopting appropriate
decisions. Managers iterate the importance of the FBPs to be located
within the business units as part of the adaptation and reconstruction of the
budgeting and reporting section. It gives FBPs the opportunity to
understand the operations and provide the required support. Soft skills,
particularly communication, interpersonal, analytical and presentation, are
among the most-valued skills highlighted by the managers. These skills
are necessary for FBPs to perform their strategic roles.

Most of the managers interviewed criticised the FBPs for not changing
from the traditional roles and tending to spend too much time undertaking
mundane tasks, and for being backward-looking instead of focusing on the
future. According to Balogun and Hailey (2004, 1-312), change
management also involves revolution; this is necessary for FBPs to be
relevant and adapt to the new business environment. FBPs need to re-skill,
acquiring commercial experience and other soft skills that enhance their
transformation into FBPs. It is the view of the managers that the FBPs are
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not in the position to support and provide them relevant information that
helps the business achieve or gain competitive advantage.

All managers interviewed are overwhelmingly in support of adopting the
FBP model in QF; however, they opined that its success depends on the
leadership supporting it. The author proposes a two-tier system. The
management should consider separating the accounting and financial
functions from other FBP tasks (Karlsson, Hersinger and Kurkkio, 2019,
185-211). In this regard, the reporting, analysis, and strategy areas should
become the main roles for FBPs, and the accounting tasks which have
traditionally been part of management accounting should remain the
management accountants’ role. The role separation between management
accountants and FBPs is depicted in Figure 15.

Finance business partner

Finance and
business
strategy

Environmental
scanning and
analysis

Data
analysis
and
reporting

Managemen
t accounting
- accounting
tasks

Management accountant
Figure 15: Role separation between management accountants and finance business
partners

The accounting roles will include all the statutory functions of
bookkeeping, recording of all business transactions and updating the
integrity of the main financial system (ERP), but will exclude the
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production of statutory financial statements, which is a special role for the
financial accounting section.

The current organisation chart for the finance department is shown in
Figure 16.

o Special Special
Chlec;f'f:iz:r::nce »| Adviser - »| Adviser -
Finance Strategy

'

Executive
Director of
Finance

\

Financial Director
Accounting Budgeting &
Director Reporting

—

Planning &
Anlysis

Strategy &
Planning
Director

Director

Special Project

Manager

3 Senior
f Finance 4 Management
Project Analyst Business Accountants
Partners

Figure 16: Current finance organisation chart

To implement FBPs, two options should be considered. Option one
(Figure 17): FBPs to report directly to the Executive Director of Finance
with a clear reporting line to the division vice-president/president/
executive directors but based centrally in the headquarters. The Director -
FBP will be involved in all divisional strategic activities. They will
support each division’s vice-president/executive directors, whilst the
SFBPs provide support to the Director FBP. With this option, Director
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FBPs will be divisionally allocated and undertake regular review meetings
with the division’s management team and report back to the EDF. S/he sits
on the senior management team as an equal member of the divisional team
sanctioning business projects. The disadvantages of this option are that
FBPs may not acquire the business knowledge and experience that enables
them to add value. Also, FBPs’ access to the business units’ leadership
may remain restricted; therefore, FBPs may have limited influence on the
decision-making of the business units. The broken dotted lines in the
figure represent the reporting line to the divisions’ executive directors. A
typical job description and specification for a similar role is in Appendix
L.
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Option two (Figure 18): the Director FBPs are allocated to the business
units under their management supervision but having a dotted reporting
line to the EDF. Some managers may push back on this option because
they feel that FBPs may be an impediment to their business activities.
Nonetheless, for these two options, the current budgeting and reporting
structure will need to be updated by placing the director FBPs or ‘finance
and business adviser’ at the director level, which will enhance their
credibility and open access to the leadership. The SFBPs as key members
of the team play an important and proactive part in the review meetings
with the business unit managers. They are expected to produce a monthly
budget monitoring report, identifying risks and opportunities, performance
indicators, and rolling forecasts.
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Conclusion

This chapter presented the results of the data analysis together with its
findings. The data analysis shows that FBPs face many challenges in
performing their duties to support the business unit managers. On one
level, conceptually, managers approve the model; however, in practice
they tend to create an artificial barrier due to the culture and power
distance operating in the organisation. Other challenges involve the
internal politics played by the managers; for example, some of the
managers want full supervisory control of the FBPs and for direct line
management to the EDF. Due to this power play, the FBPs are entangled
with no access to the decision-makers, leading to the continuing provision
of the traditional management accounting roles. There are also the issues
of empowerment, credibility, and trust. The lack of trust and credibility of
FBPs creates further barriers.

The business/commercial acumen requirement to becoming the FBP, is
lacking from the current FBPs. Most FBPs, due to their location being
remote from the operations, lack commercial or business knowledge of the
units they are supporting. To this end, all the managers interviewed
stressed the need for the FBPs to understand their business to support them
effectively. The question of involvement of the FBPs in strategic roles was
considered and the outcome shows that it will involve the FBPs being
physically located nearer to the businesses they are supporting. The FBPs
are supposed to acquire knowledge, provide an in-depth data analysis, and
add value to the business operations. For FBPs to be effective, they are
required to have soft skills, particularly communication with stakeholders
at all levels, form good relationships, and establish trust and credibility
with the managers.

In summary, the findings from this chapter align with the research subject
for the book. It is important for BUMs to involve the FBPs in their
strategic business operations and they should be members of the divisions’
senior management team. The findings established some key requirements
of the FBPs; for example, commercial knowledge, communication, soft,
and analytical skills that equip them to support the business effectively.
The next chapter discusses the implications of the research findings.



CHAPTER SIX

THE IMPLICATIONS OF
THE RESEARCH FINDINGS

Introduction

This chapter presents the research findings and a discussion of the
implications of the research findings, together with the provision of an
appropriate interpretation of the findings. The research established the
possible short-term impact of adopting the FBP model if it was fully
embraced and implemented across the organisation. The long-term impact
would be significat and positive in driving efficiency and allowing FBPs
to gain business knowledge. In addition, the FBPs could provide financial
consultancy and advisory services to the businesses they were supporting.

Furthermore, this chapter explains the research outcomes and provides
summaries of the literature review, the research methods, the methodology
findings and the data analysis.

Summary of discussion of results

There are many benefits that accrue from the management accounting
system, including in performance evaluation (Hyvonen, 2005, 97-120),
strategic planning, investment appraisal, budgeting for cost control,
decision support (Angelakis, Theriou and Floropoulos, 2010, 87-96),
activity-based budgeting (Yalcin, 2012, 95-110), and benchmarking
(Hutaibat and Alhatabat, 2019, 1-15). However, management accounting
has been criticised for its historical view and for not being proactive in
supporting the organisation’s management. Management accounting has
mainly focused on the transactional and routine activities, has been
inflexible and not dynamic, has been reactive to historical events, data-
oriented, variance-focused, and more conservative and rules-based in its
approach.
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The FBP model is one of the new innovations that have been developed by
accounting practitioners and accounting scholars in reaction to the
condemnation levied against the traditional management accounting
system. The FBP model incorporates many advantages over management
accounting, due to the nature of the roles of the FBPs in the organisations.
The FBPs’ roles include influencing rules and regulations (Janin, 2017, 5-
19); for example, see the role FBPs in QF played in obtaining favourable
rules and regulations for the government of the activities of QF as a not-
for-profit organisation. Additionally, the literature suggests that FBPs are
becoming more engaged in the discussion of ‘business issues’, where both
managers and FBPs are talking the same language (Ma and Tayles, 2009,
473-495). Tillman and Goddard (2008, 80-102) postulate that FBPs are
involved in the everyday activities of the managers that they are
supporting and thereby become the ‘right hand’ of the management and
cement their ‘business partner’ role. Managers are proactively seeking the
advice of FBPs, and they are viewed as an integral part of the management
team (Windeck, Weber and Strauss, 2013, 1-76). Other roles include
actively participating in the senior management operations’ decision-
making (Jarvenpidd, 2007, 99-142), challenging institutional dominance
(Boltanski, 2009, 1-198), value-adding (Janin, 2017, 5-19), and providing
tailored recommendations to the stakeholders, as well as offering
qualitative insights and environmental scanning that supports and
improves the decision-making process as equal members of the decision-
making management team.

Research motivation and methods

The author was motivated to write this book due in part to the events that
happened prior to the COVID-19 business environment where the level of
uncertainty had risen, and the finance function was facing many
challenges and rapid change. Organisations are looking towards the
finance business partners to provide leadership in creating value for their
stakeholders. The author is also motivated by events including the
financial crisis of 2008 which emanated from the USA, together with the
COVID-19 crisis with its devastating economic impact (Bofinger et al.,
2020, 259-265) all over the world, and which created financial pressure on
QF. The researcher’s view is that the current management accounting
system operating in QF is not adequate; therefore QF needs to re-innovate
and re-engineer the financial service provision to meet the need of the
organisation in the competitive environment. These crises have severe
consequences for how QF copes with the financial constraints from the
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funding ministry, given that the main external revenue is from oil and gas,
which saw reduced demand and plummeting prices with a consequent drop
in external revenue for Qatar. The crises highlighted the importance of the
FBPs with respect to corporate planning and control and providing support
to QF in overcoming the economic crisis. These crises and the unknown
future have increased the importance of the finance business partners
having positive engagement with their leadership in fulfilling their roles.
The author asserts that the opportunity has presented itself for a
transformation of the management accounting system to the FBP model.

Undertaking research in this area is considered a necessity and crucial, in
that an adoption of the FBP model represents an important aspect for QF
to contribute to both anticipating and overcoming these crises and
reducing future risks. The author suggests that the existing accounting
system is not adequate to deal with the economic crisis that has been
experienced by organisations across the globe, including QF. Therefore,
undertaking research in strategic management accounting during the
economic and financial crisis contributes to the knowledge on the
functioning and potential failing of management accounting, and thereby
contributes to the process of change that this researcher is advocating in
QF (Van der Steele, 2011, 605-623).

The motivation was also derived from research study findings from two
UK pharmaceutical companies that adopted the FBP model (Burns and
Baldvinsdottir, 2005, 725-757; Ma and Tayles, 2009, 473-495). These case
studies are like QF in that the finance services were structured and
supported their business units. These companies adopted the FBP model,
reshaped the finance structure and placed FBPs in the business units, and
thereby improved their future sustainability. The impact of the reduced oil
and gas revenue has led to shifting priorities, hence impacting on QF
funding. Burns and Baldvinsdottir (2005, 725-757) conducted longitudinal
research into the pharmaceutical organisation recommending changing
from a management accounting model to the FBP model, and
consequently changing the mentality of the employees and improving their
financial performance. The experience from these findings has motivated
the author that QF can change if the leadership embraces the FBP model;
hence, the reason for the book.

Oboh and Ajibolade (2017, 119-137) have suggested that there was a
movement towards the finance business partnering model. The FBP model
is becoming prominent (Juras, 2014, 76-83), leading to a departure from
traditional management accounting. These studies established the
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advantages of moving away from management accounting to the FBP
model, including supporting management in their decision-making process
(Hutaibat and Alhatabat, 2019, 1-15). FBPs provide an in-depth financial
analysis, undertaking environmental scanning, acting in an advisory role,
and being a value-adding resource (Flanagan and Grant, 2013, 47-49).
FBPs act as “sparring partners”, whereby managers can bounce ideas off
the FBPs, who have a better understanding of business (Ma and Tayles,
2009, 473-495), and can engage in a dialogue on business issues by having
FBPs near the business.

The role change from management accounting to the FBP model was
important during the COVID-19 pandemic with its economic chaos, which
required the FBPs to be more proactive in providing investment advice
and resource allocation to management. In addition, FBPs are better placed
to provide the economic implications of COVID-19 to management.
However, the adoption of the FBP model allows access to the leadership
because they are based within the businesses. Evidence abounds that many
organisations in all sectors are adopting the FBP model, particularly in
developed countries. Nevertheless, the model has not been embraced in
Qatar. The benefits from the finance business partnering model have
motivated the researcher to undertake this research in QF to explore the
impact of its adoption.

Additionally, the author was also motivated to write about the finance
business partnering model given the gap observed from the literature
review. Even though many studies have been conducted into different
aspects of management and financial accounting in developed, developing,
and emerging economies including the Middle East, research articles and
relevant publications on the FBP model in non-profit organisations had not
been conducted, particularly with regard to the State of Qatar. The author
has therefore decided to conduct research on the FBP model in a non-
profit organisation setting in the State of Qatar, thereby filling a gap
observed in the literature.

From the scholarly literature, it is evident that many studies have been
conducted on management accounting and on the necessity to transform
into the FBP model. A study of eleven medium and large companies was
conducted in the UK and the USA and found that the leaderships of these
companies believed that management accountants were ‘bean-counters’
(Friedman and Lyne, 2010, 19-44). Other studies revealed the
implementation of the finance business partnering model in a UK
pharmaceutical company, Meditech Group, and in SSIA. Meier, Esmatyar
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and Sarpong (2019, 103-127) suggested that there is a shift from
management accounting to becoming a more proactive, dynamic, and
business-oriented ‘finance business partners’. However, there has been no
movement to transform the traditional management accounting,
particularly in Qatari organisations, including QF.

To address this gap in the literature review, the researcher devised three
sets of research questions to explore the impact of adopting the finance
business partnering model in QF. The research questions were:

1. What are the challenges faced by FBPs in providing their services
to the leadership of the business units?

2. To what extent does locating FBPs at the centre of the business
enable them to add value?

3. In what ways do finance business partners support managerial
decision-making or participate in the formal decision-making
itself?

The researcher explored these questions using both a questionnaire-based
survey with finance staff and semi-structured interviews with senior
managers in the organisation. The data captured contains some relevant
information about the employees in the QF finance section and its
subsidiaries. The researcher applied the Statistical Package for the Social
Sciences (SPSS) software to analyse the survey data. Thematic analysis
(NVivo 12) was employed to analyse and extract relevant themes from the
interviews with the senior managers.

The researcher used questions 2 and 3 to explore the FBPs’ location
preferences and to establish if the FBPs had input into the senior
management decision-making process. The researcher described the
findings, compared their location preference and their input into the
decision-making process, and applied the Pearson product movement
correlation and linear regression to examine the relationship between FBPs
located in the business unit and access to the information and managers.
The finding shows a significant positive relationship between FBPs
located in the business units and access to the information, where r=0.10.
The outcome of the research question in relation to the FBPs’ preferred
office location is that 52%, or 16 respondents, preferred to be in the
headquarters, whereas 45%, or 14 respondents, preferred to be in the
business units. Research question 3 related to FBP input into the decision-
making process; 96%, or 23 respondents, stated that they provided
management accounting information and 4%, or 1 respondent, provided an
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input into the decision-making process, particularly in investment
appraisal.

The researcher used thematic analysis to identify relevant themes that
supported the outcomes and recommendations of the research. The results
from the interviews regarding these three questions showed that the
business unit managers preferred the FBPs to be in their units, allowing
them to understand their business. Therefore, proximity to the operations
is beneficial to the business as well as the FBPs. As regards the FBPs’
input into the decision-making process, the managers prefer their timely
input by providing an in-depth analysis that is credible and trustworthy
and adds value to the decision-making process. Due to the organisational
culture, not all managers are open to the idea of having the FBPs located
close to their operations because they believe FBPs will constrain their
ability to apply their allocated budget in accordance with the business
requirements. Nonetheless, the outcome of the survey and analysis may
not be generalisable due to the limited sample size used.

Findings

The research findings indicate that important strategies were not put in
place that would have enabled the full implementation of the FBP model.
Clearly, the research findings established that the model had not been fully
implemented across the organisation, even though the senior management
approved the concept of the business partnering model. One of the reasons
why the implementation of the model failed is the failure of the sponsor
(the CFO) of the model to adopt a change management strategy and
engage a change champion to lead the change process. Kotter and
Schlesinger (2013, 1-11) suggested an eight-step framework that should
guide a successful implementation of innovation. Among the eight-step
change strategy advocated by Kotter and Schlesinger (2013, 1-11) is
having a sense of urgency and ensuring that all stakeholders understand
the urgency required for the implementation of the model. The necessity
for the implementation of the model as regards its benefits to the business
units’ managers and the organisation should have been communicated.
There was no communication with the stakeholders; the Chief Finance
Officer through the Director of Finance wanted to impose the model on the
divisions and business units without proper consultation and this resulted
in pushback, leading to the failure of the implementation. Other strategies
that management failed to adopt include the lack of promotion of the
benefits that the FBP model will bring to the business units and the whole
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organisation, and the absence of the FBP model in the organisation vision
and strategy policy document and the inability of the senior management
to fully support the full implementation.

Other research findings that have impeded the full implementation of the
model include the organisational culture and structure. Due to the high
power-distance operational in QF (Hofstede and Peterson, 2000, 1-415;
Khlif, Hussainey and Achek, 2015, 1-36; At-Twaijri and Ibrahim, 1996,
121-131), it is difficult for middle management staff to gain access to the
senior management given that FBPs are based at the bottom of the
hierarchy in the finance organisation structure chart. The problem has been
exacerbated by the reluctance of divisional and business units’ managers
in accepting the FBPs in their units. The finding also identified the lack of
business knowledge, lack of capacity, lack of training and lack of
empowerment from the current FBPs to support the divisional/business
unit managers effectively.

Before the implementation of the FBP model in the UK pharmaceutical
company, Meditech, the pharmaceutical medical equipment company
Aquarius, a German company, and Conoco, a global company, change
management strategies were adopted, including consultations, seminars,
workshops, meetings, and varieties of communication strategies.
Appropriate  communication  strategies enabled the successful
implementation of the model in these companies.

The economic implications

The Qatar Foundation has enjoyied abundant financial support since its
inception in 1995 from the Ministry of Finance, the main funding body.
However, due to the economic downturn of early 2008 and then the
COVID-19 pandemic, there was a reduction in the external revenue
generated from oil and gas. The financing of the state infrastructure in
preparation for the 2022 World Cup also led to the reprioritisation of MoF
funding, effectively reducing the funding to QF on an annual basis. An
example of the funding cuts to QF was the in-year (2021) budget reduction
of 30% requested by MoF, and it is anticipated that this trend may
continue for some time to come. Therefore, the current management
accounting system adopted by QF is not fit for purpose and does not meet
the challenges posed by the financial constraints imposed by the funding
ministry. The finance business partnering model is more effective and will
provide positive economic contributions to the foundation. The ability of
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the finance business partners to provide in-depth financial analysis,
options appraisal, cost-benefit analysis, investments appraisals and
environment scanning for risks and opportunities will enable the effective
and efficient application of limited resources and positive economic
impact to the organisation. The FBP model will enable both the managers
and FBPs to review, share ideas and undertake adequate analysis to make
an informed commercial and operational decisions that improves the
economic and financial opportunities to the business. The FBP model
encourages financial accountability and transparency and enables the
application of resources to appropriate and productive project(s) that add
to the positive investment returns.

Implications for academic and research

The FBP model is a relatively recent innovation in the realm of
management accounting and finance, and its adoption is progressing,
albeit at a slow pace, across developed, developing, and emerging nations
and economies. The implication for academia is that institutions providing
management and financial accounting as a mainstream course will need to
develop a curriculum that embeds the theory and application of finance
business partnering at an appropriate degree level so that qualified finance
professionals are produced and ready to take up the challenges in the
employment market. The accounting professional bodies, for example the
Chartered Institute of Public Finance and Accountancy (CIPFA), to which
this author belongs, have developed short courses for finance business
partnering and embedded modules in the professional curriculum for the
professional examination. The Association of Chartered and Certified
Accountants (ACCA) has also included the FBP model in the professional
examination curriculum and provides a short course on the FBP model.

The implication for research is that various studies have been conducted in
such areas as strategic management accounting, hybrid accounting and
management accounting in the private, public, and manufacturing sectors
across different countries. However, the research is currently limited
around finance business partnering model, particularly in a non-profit
setting and in the Middle East in general. Research on the implementation
of the FBP model in third sector (not-for-profit) organisations is limited
for developed and developing countries, and probably non-existent up to
this date in Qatar. Therefore, the implication of the research is that more
research is required in the application, adoption, and implementation of the
FBP model, in particular with regards to not-for-profit organisations,
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including in the Middle East, where more exposure of the benefits of the
model needs to be promoted through a variety of publications, seminars,
and conferences.

Policy implications

Innovations-oriented scholars usually identify some generic principles for
policymaking. It usually includes reflexivity and learning of policy to
account for the potential inherent uncertainty of transitioning processes
from one model to another (Mitchell, 2016, 18-26), and having long-term
targets to provide guidance (Rotmans, Kemp and van Asselt, 2001, 15-31).
It is also essential that participation and involvement of stakeholders is
embraced to establish their support and thereby gathering diversity of
solutions to overcome any unforeseen developments (Stirling, 2011, 82-
88) in the process of the model implementation. Nevertheless, regarding
establishing policies, the author recommends combinations of generic and
sector-specific  policies; for example, policy for not-for-profit
organisations like QF particularly will, in many ways, be different from
other sectors like the private and public sectors. The author also
recommends that senior management should include the adoption and
implementation of the FBP model in their policy document and embed it
in the strategic mission and vision statement going forward. Kotter and
Schlesinger (2013, 1-11) recommended that before the implementation of
innovation, it should be included in their mission and vision statement.

Summary

This chapter has presented the discussion and implications of the
motivation and methods that support this research and the book. The
motivation was prompted by the 2008 financial meltdown that impacted
all aspects of many nations’ economies, as well as the economic impact of
COVID-19 on the funding ministry and QF. The financial and economic
impacts in turn translated to funding constraints from the MoF to the Qatar
Foundation. Therefore, to meet the financial challenges and to be able to
provide efficient and effective services, the current management
accounting system needs to transition to the new innovative way of
financial management support to the divisional/business units, hence the
need to adopt and implement the FBP model across the organisation. In
addition, the empirical evidence from the UK indicated that transforming
management accounting to the finance business partnering model has
enhanced the quality of support given to the divisional managers and
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enabled these organisations to attain financial sustainability and achieve
their financial goals. The chapter also discussed the research findings,
including the failure of the senior management to throw their support for
the implementation of the model, and the lack of change agent and
strategies engagement to lead the change and implementation process. In
addition, the current FBPs lack knowledge and capacity to carry out the
duties of FBPs due to their location, lack of continuing professional
development, training investments, empowerment, and the organisation
culture and structure. Furthermore, the chapter discussed the economic
implications, research and academic, and policy implications of
implementing the FBP model in the organisation. The next chapter
presents the discussion and conclusion of the research for the book.



CHAPTER SEVEN

DISCUSSIONS AND CONCLUSION

Introduction

The objective of this chapter is to summarise and discuss the research
findings for the book in relation to the research objectives. The starting
point for this chapter is a discussion regarding the findings that answer
research questions one to three, also referred to as RQI-RQ3, and
therefore objectives one to three are achieved. The research explores the
theoretical contributions made by this research that aligns with the current
literature on the FBP model. The conclusions of the research’s findings are
presented, including contributions, and recommendations for future
research for QF.

Findings and answer to research questions RQ1-RQ3

The section details the summary of the mixed methods investigations
discussed in Chapter 6. The goal of this section is to present the research
questions and the related research objectives pertaining to this research,
which are:

RQ1: What are the challenges faced by FBPs in providing their services to
the leadership of the business units?

Objective One: The exploration of the challenges impeding the full
adoption of the finance business partnering model in QF and the provision
of finance services to the BUMs.

RQ2: To what extent does locating FBPs at the centre of the business
enable them to add value?

Objective Two: To explore if locating FBPs away from QF headquarters
into the business units add values to the business unit managers’ business
in their decision-making process.
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RQ3: In what ways do finance business partners support managerial
decision-making or participate in the formal decision-making itself?

Objective Three: To explore how the FBPs currently support the BUMs
in their decision-making process and if the FBPs are participating in the
formal decision-making.

The challenges faced by FBPs in providing their services
to the leadership of the business units.

The findings suggest that the adoption of the FBP model has been
impeded by many challenges within the organisation. The most common
challenges identified are the organisation structure (hierarchical), internal
politics, a lack of access to the business unit leadership and information,
and a lack of credibility, trust, capacity and business knowledge. However,
other challenges include conflicts of interest, power dynamics, internal
politics, and external forces. An example is the government regulations
and decrees that force organisations to accept procedures that may not
align with their strategy. Managers suspect the impact of accepting the
FBP model might lead to the managers needing to hand over some of their
powers to FBPs. The managers’ perception of FBPs’ involvement in their
business might be interpreted as a limitation to the managers’ agency, and
curb their degree of freedom, leading to power dynamics and rivalry. From
the interviews, the author established that some managers are not receptive
to interaction with FBPs because they believe that the FBP role is seeking
to monitor, gather information or interfere in their business. Callon (1984,
2017, 196-233) suggested that beginning to define the problems,
presenting the solutions, and defining the main ‘actors’ in the problems are
important steps to address the problem and thereby to enable the adoption
of the model. Also, Ma and Tayles suggested that investigating the
problems and presenting solutions is a right move in the right direction to
provide a structure acceptable to senior management and business unit
managers.

The FBPs meet with the business units’ finance coordinators (FCs)
irregularly, mainly during budget preparation, albeit a few times during
this period. The meetings are arranged during the annual budget planning
periods, where FBPs review the entire budget submitted. Furthermore, a
monthly performance review is conducted on an ad hoc basis where
agreement on corrective measures is discussed and implemented as may be
necessary. The FBPs are only allowed to meet with the FCs and these
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employees are not qualified and cannot make decisions. This presents a
greater challenge for the FBPs as they cannot influence or contribute
towards the decision-making process.

Other challenges include internal politics. Part of the reason for the
internal politics relates to power dynamics and politics that inhibit the
transitioning of the MAs to FBPs. Nonetheless, the interest of the actors
promoting or hindering the process should be investigated and due
attention should be accorded to different factors of intra-organisational
dynamics. Furthermore, the FBPs’ reporting line, either to the EDF or to
the divisional leaderships who have control over the FBPs, is one of the
power dynamics that has become a barrier to the process. This issue is
particularly challenging for the implementation of the FBP model across
the organisation. The FBPs are not empowered to make decisions or to
provide their input when management are taking decisions, particularly
when it involves financial investment. The findings from the interviews
suggested that the FBPs are facing a credibility challenge. The reason is
that they are not providing an in-depth analysis for the business and FBPs
are mainly concerned with shistorical data rather than being proactive and
forward-looking partners to the business units. The BUMs are suspicious
of the financial information provided by FBPs, given that the financial
information is provided without the input from the business itself. The
BUMs prefer the FBPs that add value and provide credible data that
supports their decision-making process. It was the expectation of FBPs to
have skills that include data analysis, communications, value-adding
resources, presentation, people management, collaboration, and credibility.
The BUMSs do not trust the FBPs when dealing with the financial data
presented by them. The findings indicate that the current structure
constrained the ability of the FBPs to fulfil their roles.

The research for this book found mixed feelings among the BUMs. Some
managers believe that having FBPs will enhance their decision-making.
However, others do not subscribe to the idea of the FBPs in their units
because they believe that they will impact on their autonomy when
deciding how to apply their approved budget. In addition, FBPs may not
subscribe to the manager’s decision to pursue certain businesses where the
FBP believes it is not financially sound or justified, and this may lead to a
conflict between the manager and the FBP. There is the challenge of the
fiduciary role for FBPs, where they are expected to be the ‘checks and
balances’ element for the organisation, which leads to the question of
‘loyalty” which may or may not compromise the role of the FBPs.
Nonetheless, the research found that the FBPs are viewed as bean-
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counters, and some of the managers interviewed see not much benefit from
the FBPs, which requires those managers to be convinced to accept the
FBP model. This is where the role of change management is important for
the leadership to take on board. Importantly, the FBP challenge is about
the lack of senior management support in implementing the model. There
is the challenge of organisational capacity as regards the capacity of the
current FBPs to deliver and provide qualitative services to the BUMs. QF
has not been investing in the accountants’ post-qualification development
in the form of continuing professional development. The interview with
the FBPs suggested that there are individual preferences and expectations
among FBPs. While a minority preferred to remain as MAs, this
constitutes a challenge and the finding is corroborated by the findings of
Lepisto and Thantola (2018, 104-123), suggesting that the role of MAs is
related to the personal qualities of an accountant.

Value-adding impact of FBPs located in the business units

The second research question and objective attempts to explore with both
FBPs and BUMs whether they believe locating the FBPs within their
business units supports and adds value to their business. All FBPs are
based in the headquarters, where clearly BUMs perceive that they are not
adding value to their businesses. Evidence shows from the survey that the
majority of the FBPs do not have in-depth knowledge of the businesses
they are supporting. Few managers argued that they do not need the FBPs,
given that they only provide historical data that are not useful, because the
managers believe that they could make sense of the historical data along
with variances from the approved budget. Therefore, the managers believe
FBPs can add value if they have the business knowledge and understand
its complexities. FBPs can provide the necessary analysis that enhances
the decision-making process, thereby adding value.

There is evidence of financial turnaround from studies in pharmaceutical
and mining companies where they have adopted the model (Burns and
Baldvinsdottir, 2005, 725-757; Ma and Tayles, 2009, 473-495; Karlsson,
Hersinger and Kurkkio, 2019, 185-211), and where FBPs are located
nearer to the business. Managers stated that they were able to bounce ideas
off the FBPs and use them as consultants and sparring partners and that
they played an advisory role, thereby adding value to their business. Also,
the study in the SSIC indicated that they transformed their management
accounting into the FBP model. FBPs were decentralised to their various
business units where they became members of the senior management
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team, and thereby attended management meetings. Janin (2017, 5-19), in a
study of a football club in France, indicated that the FBPs added value to
the clubs internally and externally by providing in-depth financial analysis
and critical information that enabled the clubs to have an influence on the
Football Authority in France. The study revealed that the FBPs contributed
and became value-adding resources to the business because they were
based within the operations. FBPs gained business knowledge, providing
in-depth data analysis, and collaborating with the managers. The findings
from the Meditech Group support the location of the FBPs at the centre of
the business; the organisation was restructured into smaller functioning
units and with it are the FBPs supporting the regional managers in their
activities (Ma and Tayles, 2009, 473-495). Another important result from
the FBPs’ survey regarding the preferred location is that 52%, or 16
respondents, stated that their preferred location is QF headquarters,
whereas 45%, or 14 FBPs, preferred a business unit location.

Nevertheless, there are a few success stories in QF; for example, in the
Research Development Institute (RDI), the Pre-University Education
Centre (PUE), and the Equine Veterinary Medical Centre (EVMC). These
subsidiaries operate the FBP model, albeit it is not labelled as such. The
findings from the interviews with their executive directors revealed that
FBPs are adding value, and are members of the senior management,
attending meetings and contributing to the business operations. In these
cases, the MAs said they had striven to become FBPs, and they considered
this role was more influential and enabled them to partake in decision-
making processes (Karlsson, Hersinger and Kurkkio, 2019, 185-211).

However, the difference is that the FBPs in the divisions/subsidiaries
report directly to their vice-presidents and executive directors with clear
reporting lines to the EDF. FBPs in these divisions have direct access to
the leadership and they are empowered to make decisions, unlike their
counterparts based in the headquarters. Based on the research interviews
and findings, the BUMs will accept the FBPs being located in their
business units, allowing them to understand the business and add value.
The research shows that the adoption of the FBP model in QF is feasible
and can bring success to the organisation if the leadership can resolve the
organisational structure, culture, and leadership support issues.



Discussions and Conclusion 137

FBP support role in managerial decision-making

The research findings revealed the support provided by FBPs to the BUMs
is limited only to the preparation of annual budget and the monthly budget
reviews. There is a lack of support in the key areas where the FBPs can
add value and enhance the managers’ decision-making. The problem lies
in the issue of organisation structure and culture, which curtailed the
access to information and leadership given that there is power distance
between the managers and the FBPs. From the discussion the researcher
had with the FBPs, they are also frustrated that, when they provide option
appraisal and recommended feasible option(s), often their
recommendations are overridden by senior management.

The semi-structured interview questions 5 and 7 (Appendix D), in relation
to the level of support the managers receive from FBPs, asked them to
explore the nature of the support they are receiving from their FBPs. The
researcher deduced from the literature that the FBP should provide support
to leadership in making operation decisions by contributing an in-depth
data analysis, scanning the environment, collaborating with the business
managers, and acting in an advisory capacity. However, none of the FBPs
are involved in any of their decision-making processes. During the budget
planning process, the FBPs role is limited to reviewing the budget
submitted to the corporate finance by the BUMs. The FBPs review and
make their recommendations to the director — B&R and onward to the
CFO via EDF for further negotiation with each executive director and the
university branch campus leadership for final recommendation to the
board, for approval. There are many reasons for the FBPs’ inability to
participate in the business decision-making process. They include lack of
business knowledge, and the culture, hierarchy, and lack of empowerment
to take decisions. In the QF hierarchal organisation chart, FBPs are placed
at a lower level; therefore, the FBP input is of less value as perceived by
the BUMs. In addition, all the FBPs are based at the QF headquarters;
consequently, FBPs do not engage in the business units’ meetings where
they could provide an input into the business operations.

The QF organisational culture and structure, together with the leadership
being reluctant to support the model, have made it difficult for FBPs to
provide their services in line with the objectives of the role. The
centralisation of the FPB roles, potential conflicts of interest and a lack of
business knowledge have collectively inhibited FPBs from performing
their duties effectively. In addition, the FBPs themselves do not seem to
understand what their roles entail, and they continue operating as MAs. It
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was evidenced from the interviews with the BUMs that their expectations
of the traditional role of scorekeeping can also become an impediment to
the FBPs’ role. Lambert and Sponem (2012, 565-589) showed that BUMs
may become an impediment to the implementation of the FBP model, as
they argued that having FBPs in the operations could jeopardise their
autonomy to operate. The summary and discussion of the results are next.

Summary and discussion of findings
Summary of research

This work adds to the research being done on the FBP model and bridges
the research gap identified in the literature on the FBP model. The
research adds to the body of research on the strategic role that FBPs can
play in QF. Mixed methods were employed to answer the questions posed
in this research. Three research questions were employed in guiding the
research and addressed: (a) the challenges faced by FBPs in providing
their services to the leadership of the business units; (b) the exploration of
whether the FBPs are adding value to the decision-making process; and (c)
to what extent does locating FBPs at the centre of the business enable
them to add value?

To answer the questions, 33 finance staff and 11 senior managers within
QF and its subsidiaries, including the university branch campus,
comprised the group used for the research. The survey questionnaire was
adapted from the literature review (Lischka, 2017, 1-256) and semi-
structured interview questions were adapted from Burns and
Baldvinsdottir (2005, 725-757), modified to fit the sample group chosen to
respond to questions specifically related to the FBP model.

Summary of research findings

From the literature, there is no doubt that the function of MAs is evolving
and expanding post-2008 financial and economic crisis, whereby MAs
have transitioned into FBPs, taking on more strategic roles in various
organisations. Following the financial crash, several questions were raised
about the ability of the MAs to adapt to the dynamic and complex business
requirements operating in a global market. This chapter discusses the
results of the research and draws conclusions from the literature review,
the research methods and methodology, and the data analysis.
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The research has explored the impact of the adoption of the FBP model in
QF whilst responding to the criticism levied against the current
management accounting system that is not fit for purpose. To operate
efficiently, it is necessary to improve and transform the management
accounting system to support the current challenges by innovation and
transformation to the FBP model. It could be argued that in this fast-paced
environment, the role of FBPs is more appropriate in supporting the
business (Linsley and Linsley, 2014, 224-230). The literature identified the
key advantages that may accrue to QF if the model is implemented. The
benefits of the FBP model to QF include the provision of financial
analysis (Bofinger et al., 2020, 259-265), which is crucial for the
organisation to make informed decisions based on credible data analysis.
The FBPs are better placed to influence the decision-making (Lambert and
Sponem, 2012, 565-589), enable a changing of organisational structure
(Goretzki, Strauss and Webber, 2013), and engage in advisory roles,
environmental scanning, and insight analyses, and play a critical role in
advising senior management in the decision-making process (Goretzki,
Strauss and Webber, 2013, 41-63) and provide strategic input (Donthu and
Gustafsson, 2020, 284-289). FBP model adoption can act as a tool to
change the existing culture of inefficient and ineffective application of
both human and financial resources, which should ultimately change the
organisational culture. The criticism of the adoption of the FBP model
includes an overlap of roles and responsibilities between the management
accounting and FBP roles. The main concern from the managers is that
they believe FBPs will challenge their authority. There is also the fiduciary
issue, where FBPs may be confronted with conflicts of interest.

Additionally, the literature provided the key roles that distinguish the
FBPs from MAs, and the need to have FBPs at the table to advise senior
management in their decision-making. The key roles identified include
FBPs being located within the business to collaborate with the managers
and be available for the managers to bounce ideas off whilst also acting as
gatekeepers (Jorgensen and Messner, 2010, 184-204), and influencing and
offering value-added service provision (Janin, 2017, 5-19). Other roles are
corporate planning (Endenich, 2014, 123-149), participating in
management decision-making (Brands and Holtzblatt, 2015, 1-12) and
conducting in-depth financial analysis. FBPs act as a source of competitive
advantage (Nama and Lowe, 2014, 284-303) with the provision of
qualitative insight that supports the decision-making process (Chotiyanon
and Joannides de Lautour, 2018, 1-206).
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The demographic data demonstrates an overall higher response of 60%
from QF finance employees and its subsidiaries. However, there is a
gender difference in response rate, as 59%, or 19 respondents, are male,
whilst 41%, or 13 respondents, are female, and are mainly middle
management staff. Nonetheless, 61%, or 11 senior managers from diverse
business units, participated in the semi-structured interview.

Contributions to knowledge, practice, and theories
Contribution to knowledge and practice

Studies of MAs transitioning to FBPs (Chotiyanon and Joannides de
Lautour, 2018, 1-206) and hybrid accountants (Karlsson, Hersinger and
Kurkkio, 2019, 185-211) abound. To date, there is no evidence that similar
research into FBPs has been conducted in Qatar. There is no evidence
from the literature that the FBP model has been implemented in Qatar. The
goal of the book is to fill this gap. The researcher examines the
management accounting provision in QF and explores a strategy to
implement the FBP model in QF, thereby contributing to knowledge.

Authors, researchers, and scholars have called for further research into the
skills and competencies requirements to become an FBP and to show how
these could be applied in practice (Wadan, Teuteberg, Bensberg and
Buscher, 2019, 5817-5826). Goretzki, Strauss and Webber (2013, 41-63)
recommended further research in the context of the changing roles and
identities of management accountants. This book is contributing to the
knowledge by undertaking research on the impact of adoption of the FBP
model in QF by critically reviewing the current practices and soliciting the
views of BUMs. The book contributes to the FBP model discussion and
literature by providing insights into how QF, a not-for-profit organisation,
has implemented its FBP model, albeit not in the way that was originally
conceptualised. The author adapts the Chotiyanon and Joannides de
Lautour (2018, 1-206) business partnering model for QF’s adoption to
develop trainee management accountants to become FBPs. The author
acknowledges that there is no research in this area in Qatar.

To contribute to the knowledge, practice, and theories, the research for the
book is designed with the practical application of the findings for QF and
available for adaptation by other organisations. The research findings are
for the use of the organisations in the GCC member countries and QF. The
findings can be adapted by similar organisations that seek to implement
the FBP model. The findings from the research are useful as a reference
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for academics whilst the finance/management practitioners and consulting
firms can adopt relevant aspects of the research findings.

This book has adapted the main recommendations from Burns and
Baldvinsdottir (2005, 725-757), Chotiyanon and Joannides de Lautour
(2018, 1-206) and Caicedo, Martensson and Hallstrom (2018, 240-251),
combined with the author’s practical experiences in QF and the UK
National Health Service. The author recommends the full implementation
of the FBP model across QF, and that the organisational structure should
be reviewed and updated to align with the proposed structure chart. This
model is operating in many organisations, such as the BBC, London
Underground, the National Health Service, Meditech UK, a Swedish
insurance company, a pharmaceutical company in the UK, public sector
organisations in the UK, and University College London. The model has
also been adopted in developing countries, including in banks and
communication companies in Nigeria, in MAERSKLINE in South Africa,
Dyson in Singapore, and Mastercard in Egypt. The contribution to practice
is the acceptance of the recommendation by QF and the full
implementation of the model across the organisation.

From the author’s experience, it has emerged that the FBPs directly
reporting to the Executive Directors/BUMs work well, particularly with
the model being successfully implemented in the three divisions of QF.
The experience of the model in these QF divisions can be used as a
template for the full implementation of the FBP model across the
organisation. As a Senior FBP in the organisation, the author also faces
similar difficulties of access, empowerment, and power distancing among
the leaders in the organisation. This is an affirmation by the author that the
FBP model is not working as has been conceptualised; therefore, the
theoretical support is required to aid the author’s practice-oriented
contribution. The following section discusses the business partner’s
developing model theory that provides the theoretical support.

Theories — finance business partner developing model
(FBPDM)

The FBPD model is one of many routes to becoming an FBP (Chotiyanon
and Joannides de Lautour, 2018, 1-206). The model is a pathway for
trainee FBPs to study all the finance functions and gain experience. The
current traineeship programme for the Qatari graduates is inadequate, as
most of their degrees are not finance-related. The FBPD model bridges the
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gap between how it should be and what it is now. The author has reviewed
and become familiarised with the FBPD model from the literature. The
FBPD model was developed by Chotiyanon and Joannides de Lautour
(2018, 1-206) based on employees wanting to become FBPs by gaining
experience from all sections that make up the finance department. It was
developed after an empirical study of different organisations and where
they had become familiar with how different employees became FBPs by
gaining experience from sections of the finance department. Figure 20
shows the process for becoming an FBP.
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The author recommends the above model for an employee to become an
FBP; the employee should go through the above process of training and
gaining knowledge. The process contains ‘aims alignment’ on horizontal
lines whilst the ‘actions performed’ are on vertical lines. The process of
becoming an FBP is discussed.

Management accountant trainee

The five key actions in the development process include the acquisition of
practical experience, gaining basic accounting or additional practical
knowledge, understanding by sharing experience and participating in the
business practice; this is otherwise known as a management accountant
traineeship. In QF, the Qatari trainees are required to understand basic
accounting processes; for example, to understand the process of invoice
payments (accounts payable/creditors) and revenue in terms of accounts
receivables (debtors). Linkage to profit and loss and the effect of these
accounts on the balance sheet form part of the training. During the training
period, the trainees go through the treasury department to understand the
cash-flow process and its impact on the organisation’s ability to sustain its
operations. This process, depending on the organisation’s programme, can
last between six months and two years. The author advocates a minimum
of one year as a foundation towards becoming the FBP.

Becoming a management accountant

Having acquired the basics and fundamentals of accounting duties, the
second stage involves adding to the acquired knowledge and practical
experience gained by sharing all the relevant financial and management
accounting through the on-job teaching and training with colleagues. This
process includes shadowing the counterpart in their daily routines. During
this process, the trainee FBP will have the chance to become engrossed in
business and begin on the track to becoming a business partner with a
phase of business orientation. To become a management accountant, the
training involves understanding all aspects of general ledger accounting,
production of statutory accounts, understanding the interpretation and
application of IFRS, UK GAAP, risks and insurance and value added tax.
The process is assumed to take between two and three years generally, and
this might be a critical turning point for the trainees, at which point a
decision should be made whether to become a business partner or not. The
author recommends a minimum of two years to become a management
accountant.
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Becoming a finance business partner

Having acquired a minimum of at least three years traineeship, the author
believes the trainees would have acquired sufficient experience and
knowledge to support him or her in becoming an FBP (typical job
role/description and specification is in Appendix M). The next stage is
about gaining and further acquiring understanding of every aspect of the
business engagement. This involves the spreading of economic
consciousness to the other parts of the organisation, including
administrative duties.

In summary, the need to have qualified FBPs is paramount, and this has
been demonstrated from the skills expectation of the FBPs that includes
soft skills, business knowledge, ability to provide in-depth business
analysis, and communication skills. During this period, the trainee needs
to gain an understanding of how to connect strategy with execution to
application of investment appraisal and scenario planning. The BPD model
recommends the need for FBPs to be closer to the business they are
supporting to gain commercial knowledge on becoming an FBP. The
statement supports the findings from the FBP location research question.
The second and third research questions deal with the contribution of
FBPs in the decision-making process. The finance business partnering
developing model offers a path to achieve these objectives, and states that
the FBPs should be placed in the commercial units of the organisation
where they are able to participate in the senior management meetings and
provide an in-depth financial analysis, thereby contributing towards the
decision-making process.

Recommendations for future research

From the findings of this research, the author recommends further future
research in the following areas. First, the author adopted a pragmatism
paradigm and combined qualitative and quantitative methods as the main
tools for data collection. Future researchers could consider conducting the
research applying a different paradigm, for example a qualitative method
to collect rich data and information from clients regarding the adoption of
the finance business partnering model in a not-for-profit organisation in a
developing country.

Second, this research focused mainly on a case study of one organisation
in Qatar. Case studies of multiple not-for-profit organisations in the GCC
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can be considered for future research. Multi-case research will become a
basis of comparison and allow the recognition of problems and the
benefits of adopting the model, thereby providing a valuable theoretical
contribution to the process and strategy that supports the adoption of the
model.

Third, the research was conducted on a possible relationship between
FBPs located within the business units and their ability to have access to
the leadership, and data that allows FBP to conduct an in-depth analysis,
thereby contributing to the making of informed operation decisions. The
finding suggests a correlation between the dependent and independent
variables. But this is only one aspect of the FBPs’ roles. Further research
could be conducted on other variables, such as roles relationship and the
ability of FBPs to contribute towards the management decision-making
process.

Fourth, further research could find ways of attracting greater interest from
the senior managers and finance employees to participate in the research,
leading to an improved response rate and participation. An improved
response rate may give more insight into how the participant feels about
the adoption of the model. Given that this research did not apply a
hypothesis, future research could consider developing a theory or
hypothesis to further explore the effects of the adoption of the FBP model.

Fifth, this is short-term-based research with data collection within a short
period. Future research could consider undertaking longitudinal research
of similar organisations within the Gulf countries. Therefore, longitudinal
research could be of greater benefit for the organisations that want to adopt
the model.

Finally, the research is specific to QF in Qatar; therefore, the findings and
the recommendations proposed to overcome the challenges faced in the
adoption of the model may not be appropriate to other organisations in
other countries. Future researchers could undertake further research in not-
for-profit organisations using the same procedures as applied in this
research, to ascertain similar results on the impact of the adoption of the
finance business partnering model. It would be useful, however, given that
similar research is scarce in Qatar and other GCC countries, if comparable
research can be done in other member countries within the GCC that
allows generalisation of the result nationally and internationally.
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Implications for the Qatar Foundation — adoption of the
finance business partnering model policy and strategy

The finding from this research shows that FBPs located within the
business units are more effective, adding value, and contributing towards
the achievement of the unit’s objectives compared with their colleagues
based in the headquarters. The finding identified a few main reasons for
the different results between business unit- and headquarters-based FBPs.
First, the FBPs based within the business have direct access to the
managers whereas the headquarters based FBPs are deprived of access to
managers. Second, business unit based FBPs over time gained knowledge
of the business and therefore provide useful analysis and conduct
environmental scanning for the business. Third, the organisation structure
is a hindrance to the centralised FBPs as they have no direct access to the
executive directors. Fourth, culture and power distance create barriers
between FBPs and the directors. Lastly, the FBPs have been barred by the
B&R director from meeting with the business unit managers monthly, as
has been the practice.

The strategy to address the lack of direct access and organisation structure
is for the senior leadership to review the centralised organisation structure
with the view to: (a) decentralising the finance business partners into their
respective business units. This strategy is supported by Burns and
Baldvinsdottir (2005, 725-757) and Caicedo, Martensson and Hallstrom
(2018, 240-251); (b) to consider the reporting line directly to the business
unit managers and dotted reporting line to the EDF. The dotted reporting
line should allow the FBP to report back to the EDF on a regular basis
about the finance-related issues, particularly on the key performance
indicators; and (c) the FBPs are centralised, but ensure they spend more of
their time within the business units, possibly on a rotational basis. The
rotation allows the FBPs to gain business knowledge to support the
operations. However, the FBPs should report directly to the EDF. The
location of the FBPs will play a vital role in granting access to the
information and the business units’ leadership, thereby establishing good
relationship and trust with the BUMs is paramount.

Another policy solution is to place the FBPs in the business units and
empower them to take decisions commensurate to their levels. From the
research interview, most of the managers are in favour of the FBP role,
therefore, this development can be supported by empowering the FBPs to
take on these roles (Windeck, Weber and Strauss, 2013, 1-76; Eskenazi,



Discussions and Conclusion 147

Hartmann and Rietdijk, 2016, 41-50). From the research interview with
the managers, they asserted having the FBPs located in their business units
will allow them to bounce ideas to the FBPs and seek their opinion,
whereas the managers believed this is difficult with the current
arrangement. To address the issue of culture and power distancing, the
researcher suggests that FBP positions and roles are placed at a senior
level equal to or higher than the business units’ managers they are
supporting, and that they should be treated equally.

The adoption of the FBP model should not be viewed as a ‘fad’, but
should be a positive reaction to the current issue of new organisational
forms, and meeting the funding challenge that requires effective and
efficient allocation of resources. This is where the FBP model enables the
organisation to achieve its objectives. In addition, it is recommended that
the QF management adopt the FBP model and establish formalised
integration meetings, in which FBPs are included in the initiation,
execution and reviews of business activities. The business operations
should be reshaped to accommodate the new process that incorporates
FBP activity and establishes close cooperation with the business units’
operations. It is also recommended that FBP trainees should undergo the
suggested traineeship programme of becoming management accountant
trainees, management accountants and finally becoming finance business
partners (Chotiyanon and Joannides de Lautour, 2018, 1-200).
Furthermore, even though the FBPs should be qualified accountants as one
of the criteria for this position, for them to be current with relevant
financial updates, it is recommended that FBPs are supported to attend
relevant training, seminars, and conferences, and this is also required by
relevant accountancy bodies as part of continuing professional
development.

The drawback of the recommended policies is that some managers and
FBPs may not agree to be relocated to business units, as these managers
view the prospect of having FBP involvement in decision-making
threatening. BUMs prefer to bar the FBPs by not allowing them from
operating as their FBPs (Lambert and Sponem, 2012, 565-589). FBPs
located in the business units may have a problem with their fiduciary roles
which may lead to conflicts of interest. Regarding the organisation
structure change, this may require additional financial resource to support
the new grades for the FBPs when they are re-graded to a higher level.
Furthermore, cultural change may take a long time to materialise, and
changing the organisation structure to accommodate new FBP grades may
face opposition at the highest level.
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The implication of these findings is for senior management to accept the
research findings and create a process of implementing the FBP model
across the organisation. The implementation of the FBP model involves a
change management process. In this case, the senior management requires
setting up a project management team to implement the model. Lessons
could be learned from those three divisions that have implemented a
similar model and structure. Implementation of the structure requires
financial investment to fund the new FBP grades, to pay redundancy for
those employees that may want to leave or resign, and to meet the
requirement for additional office space and IT enhancement cost. In
addition, the management should make a recurrent continuing professional
development (CPD) budget available to enhance the FBPs’ knowledge,
which is a requirement of the accounting professional bodies.

Summary

This research focuses on the impacts of adopting a finance business
partnering model on strategic decisions, using the case study of the Qatar
Foundation. The objectives of the research have been examined and
empirically investigated with three research questions, also referred to as
RQs, as stated below:

RQ1: What are the challenges faced by FBPs in providing their services
to the leadership of the business units?

RQ2: To what extent does locating FBPs at the centre of the business
enable them to add value?

RQ3: In what ways do FBPs support managerial decision-making or
participate in the formal decision-making itself?

The research has provided and discussed answers to these research
questions as detailed in this chapter. Nonetheless, in summary and in
relation to RQ1 participants, the common challenges identified include
lack of senior management support for the implementation of the model,
the culture and organisation structure (hierarchical), lack of capacity,
commercial knowledge, trust and importantly the internal politics. In
addition, some of the business unit managers have reservations towards
the model in that they believe that FBPs may lead them to surrender some
of their powers to FBPs.
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The findings of the interviews with the business unit managers in relation
to RQI are consistent with the review of the literature; for example, Burns
and Baldvinsdottir (2005, 725-757), Ma and Tayles (2009, 473-495) and
Caicedo, Martensson and Hallstrom (2018, 240-251), where some
managers felt that their responsibilities will be eroded. However, the
benefits to be derived from the model outweighed the challenges
encountered in the implementation of the model. The findings determined
that the implementation of the model in QF will enable the finance
department to provide effective accounting support to enable the division
to achieve their set objectives and improve the organisation’s performance
in financial and non-financial performance.

In relation to RQ2, the participants believed locating the FBPs into their
division or business units benefits them and that FBPs will add value to
their business and the decision-making process. Also, the managers stated
that value-adding of FBPs is dependent on FBPs acquiring the commercial
knowledge of the business and understanding the business complexities.
Participants (managers) agreed that FBPs can provide in-depth analysis
that enhances the commercial decision-making. Nevertheless, when the
FBPs responded to the survey question 5 of their location preference
(Appendix C), the majority (53%) preferred to be in the headquarters. In
view of the FBPs’ response, it indicates that they probably do not
understand what their roles involve. Chotiyanon and Joannides de Lautour
(2018, 1-206), Ma and Tayles (2009, 473-495) and Burns and
Baldvinsdottir (2005, 725-757) all recommended that FBPs should be in or
nearer to the business units FBPs are supporting. In this regard, the author
suggested that FBPs are decentralised to the division or business units they
are supporting. Doing this will improve FBPs’ business knowledge and
enable them to form working relationships with managers/executive
directors they are supporting and establish trust with FBPs. The author
applied quantitative research by applying linear regression to understand if
there is any relationship between the FBPs located within the business
units and their access to information and data that enable them to provide
qualitative and effective information in support of the senior managers’
decision-making process. The result indicates a significant positive
relationship between FBPs located in the business units and the ability to
provide qualitative data to support the managers.

RQ3 is about FBPs’ support in managerial decision-making. The results
show that currently FBPs’ input into the decision-making process is
limited only to the annual budget preparation and monthly budget reviews.
Only 4% of respondents to survey question 7 (Appendix C) believe they
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are involved in strategic decision-making, whereas 96% believe they
provide input into the development and planning of the annual budget. The
result from the survey indicates that FBPs inputs fall under two categories:
(1) those FBPs that have influence on strategic decisions; and (2) those
whose influence is operational in nature (Rouwelaar, Bots and De Loo,
2018, 443-464). From this research, the indication is that having business
knowledge translates to power in supporting the decision-making process
of the managers.

Recommendations for QF

Based on the research findings and the challenges that have impeded the
full implementation and adoption of the FBP model in QF, the author has
made a six-point recommendation to senior management that would
enable the full adoption of the model across the organisation. First, for the
transition from a management accounting system to a finance business
partnering model, it is vitally important that senior management set up a
change management team comprising relevant stakeholders, employing an
eight-step change management strategy and engaging a change
champion/agent to lead the change process (Kotter and Schlesinger, 2013,
1-11). Second, for the finance business partners to provide effective and
efficient support to the business unit managers, FBPs should be
decentralised into the business units so they can gain and share knowledge
and become part of the senior management team and contribute towards
the operational decision-making process. Third, given the culture of power
distance that is operationalised in QF (Hofstede and Peterson, 2000, 1-
415), where certain employees have no access to the senior managers, the
FBPs should be re-graded to director’s grade to be at the same level as the
business unit managers they are supporting, thereby enabling them to have
access to information and data and thus improve the credibility of the
FBPs. In addition, FBPs should be empowered to make decisions that are
commensurate to their grades. Fourth, the senior management should have
a recurrent training budget allocation to enable FBPs to attend seminars
and conferences that enable them to refresh and update their knowledge.
Fifth, the finance business partnering development model should be
implemented so that Qatari trainees are adequately equipped to meet
current and future challenges. Finally, two organisational structures have
been proposed in this book; nonetheless, the senior management should
agree on the reporting line for the finance business partners going forward.
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Conclusion

The purpose of this research for the book is to explore the impact of the
implementation of the FBP model in QF as a case study. As Burns and
Baldvinsdottir (2005, 725-757) suggested, to explore the process and the
implementation of the model requires a conceptualisation of how the
implementation should evolve over time, hence this research explored the
evolution of the model in QF. The research has identified and presented
evidence of the advantages of adopting and implementing the FBP model.
However, during the research, the author realised that the FBP model had
not been implemented as conceptualised. There are no changes to the role
of the finance function, particularly the budgeting and reporting, as regards
the strategic support that is expected of the FBP. In addition, the senior
managers’ influence on the process of the implementation is lacking, even
though the new model has not been tried and tested to see if the model
meets their needs.

The importance of the research is in the establishment of the need for
senior management to support the full adoption of the FBP model, and the
provision of necessary resources including finance and human resources
with skills and qualifications that can deliver and add value to the business
units. This research shows that three divisions in QF are operating the FBP
model, and these divisions are benefiting from this model. This shows that
if the leadership supports the implementation of the FBP model, it will be
successful across the organisation. The leadership requires taking positive
actions towards improving the grading of the FBPs. As suggested in this
book, the role of the FBP should be re-graded at director’s level or
equivalent to align with the BUMs, with parity in terms of seniority. More
important is the reporting line of the FBPs. The author proposes two
structures for the organisation to consider. The author has developed an
FBP model that should contribute to developing the Qatari trainees into
becoming experienced and qualified FBPs, thereby improving the support
and capability that the finance is giving to the business units in achieving
the financial targets and objectives.

In conclusion, this book contributes to the current discussion and to the
global literature on the FBP model. The book sign-posted the gaps in the
adoption of the model in the GCC countries. The author postulates that the
book will inspire more discussion and further research into the importance
and the value that FBPs can add to the success of the organisation, even
though to date in the GCC countries the phenomenon of the model has not
been universally adopted. It is believed that this book will draw attention
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of organisations to the advantages to be gained from adopting the model in
relation to the effective application of financial resources. The adoption of
the FBP model enables the organisation to be efficiency-focused and have
long-term orientation, which should be embraced as new ways of
providing finance support to the business units. Importantly, the book
persuades QF to review the current structure with the view to revising and
restructuring the budgeting and reporting section to place the FBPs in a
senior management role, empower them to provide effective support, and
become members of the senior management team in the business units.
Many studies (Ma and Tayles, 2009, 473-495; Caicedo, Martensson and
Hallstrom, 2017, 240-251; Karlsson, Hersinger and Kurkkio, 2019, 185-
211) support the value-adding roles that FBPs provide to organisations.
The adoption of the FBP model will aid the business unit managers in the
decision-making process, with the expertise of the FBPs contributing to
the business operations.

In conclusion, the findings from this research show that the FBP model is
not fully implemented across the organisation, even though three of the QF
divisions are currently operating the model. There is a positive relationship
between the FBPs located in the business units and access to leadership.
FBPs could provide input into the business operations, they are members
of the senior management and attend senior management meetings. The
divisional FBPs are empowered to take decisions, value-add resources,
contribute to strategy development, lead in budget planning, and discuss
varieties of initiatives, and they report directly to the vice-presidents and
executive directors of their divisions. Furthermore, because the QF
leadership did not provide their full support for the adoption of the model,
the FBPs are still operating as MAs even though they are labelled as FBPs.
The current organisation structure does not support the implementation of
the FBP model. The current structure is based on a hierarchical system
with power distance, where there is an artificial barrier between the
directors, managers and FBPs. Currently, FBPs can undertake the budget
review with the FCs, however, the FCs are not qualified and cannot take
decisions on their own. In conclusion, there is an implication for the senior
management to review and make changes to enable the full adoption of the
FBP model in QF.
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