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SYNOPSIS 

T h i s t h e s i s i s the c u l m i n a t i o n of four y e a r s of r e s e a r c h t h a t was 

undertaken by the w r i t e r to study indepth the management and f u n c t i o n ­

ing of m u l t i d i v i s i o n a l o r g a n i s a t i o n s . I t i s an i n d u c t i v e p i e c e of 

r e s e a r c h wherein c o n c l u s i o n s a r e drawn only when they can be supported 

by e m p i r i c a l evidence. Throughout th e r e s e a r c h study, the w r i t e r has 

borne i n mind and s t r i n g e n t l y abided by the t h r e e a l l - i m p o r t a n t c r i t e r i a 

f o r a Ph.D. t h e s i s t h a t are s t i p u l a t e d by the U n i v e r s i t y of Durham. 

( 1 ) That the d o c t o r a l candidate has conducted o r i g i n a l 

i n v e s t i g a t i o n . 

( l i ) That the d o c t o r a l candidate has t e s t e d h i s i d e a s or those 

of o t h e r s . 

( 1 1 1 ) That the d o c t o r a l candidate has demonstrated h i s 

understanding of the r e l a t i o n s h i p of the theme of h i s 

i n v e s t i g a t i o n to a wider f i e l d of knowledge. 

T h i s r e s e a r c h i s concerned with d i s c o v e r i n g and understanding 

the i m p l i c a t i o n s of those f a c t o r s or c o n s i d e r a t i o n s which are c r u c i a l 

to the e f f e c t i v e management of d i v i s i o n a l i s e d o r g a n i s a t i o n s . From 

i n i t i a l a p r i o r i Reasonings b u i l t on t h e work and academic experience 

of the w r i t e r , and backed by an e x t e n s i v e and d e t a i l e d l i t e r a t u r e 

study of the key i s s u e s which s e n i o r management s t a f f a re l i k e l y to 

be confronted w i t h , a conceptual scheme was developed which s e t s the 

a r e a s and boundary where e m p i r i c a l i n v e s t i g a t i o n was undertaken to 

a c h i e v e a c l e a r e r i n s i g h t of what c o n t r i b u t e s to d i v i s i o n a l e f f e c t i v e n ­

e s s . E s s e n t i a l l y , t h i s conceptual scheme l a i d down four major a r e a s 

where e m p i r i c a l i n v e s t i g a t i o n was to be undertaken. 



The f i r s t major a r e a concerns the e x t e r n a l environment of d i v i s i o n s 

and the manner m which s e n i o r managers i n t e r p r e t i t s c o n d i t i o n s and 

a d j u s t t h e i r i n t e r n a l o r g a n i s a t i o n a l responses. As the a v a i l a b l e 

approaches to a n a l y s i n g the environment were found to be beset with 

conceptual and methodological d e f i c i e n c i e s , the w r i t e r had to c o n c e p t u a l i z e 

the Three Order Task Environment Concept (TOTEC) as a b a s i s f o r an 

a l t e r n a t i v e approach to a n a l y s e the environment. With t h i s TOTEC 

Approach, the w r i t e r i n v e s t i g a t e d the environment of the f o c a l d i v i s i o n s 

at two l e v e l s . F i r s t l y , at the P r e l i m i n a r y or Framework L e v e l , those 

environmental s e c t o r s which are c r u c i a l to d i v i s i o n a l f u n c t i o n i n g were 

i s o l a t e d and t h e i r i n t e r - r e l a t i o n s h i p a n a l y s e d . Secondly, a t the 

S u b s t a n t i v e or P r o c e s s L e v e l , t h e i m p l i c a t i o n s of the v a r i o u s s t a t e s of 

these environmental s e c t o r s were e s t a b l i s h e d and examined. 

The second major a r e a concerns the manner and d i r e c t i o n i n which 

s e n i o r managers a d j u s t t h e i r o r g a n i s a t i o n a l c h o i c e s of management m 

response to c o n d i t i o n s i n t h e i r e x t e r n a l environment. To accomplish 

t h i s t a s k , t h e w r i t e r had to i n t r o d u c e a t r i p a r t i t e model of management 

philosophy t o explore how the r e s p o n s i b i l i t y f o r managing the v a r i o u s 

environmental s e c t o r s was shared amongst c o r p o r a t e and d i v i s i o n a l 

management s t a f f . The outcome was a p a t t e r n of r e s p o n s i b i l i t y s h a r i n g 

which has been c o n c e p t u a l i z e d as the N a t u r a l Order of Task Environment 

C o n t r o l . B u i l d i n g on t h i s c o n c e p t u a l i z a t i o n , the w r i t e r proceeded to 

i n v e s t i g a t e whether the p a t t e r n of r e s p o n s i b i l i t y s h a r i n g was changeable; 

and i f so, how environmental c o n d i t i o n s a f f e c t the d i r e c t i o n i n which 

change t a k e s p l a c e . I n a d d i t i o n , the impact of the s t r a t e g i c 

o r i e n t a t i o n s of s e n i o r managers upon the c h o i c e of d i v i s i o n a l f u n c t i o n s 

where cor p o r a t e involvement i s p e r c e i v e d to be d e s i r a b l e was a l s o 

examined. 

The t h i r d major area concerns the i n t e r a c t i o n a l r e l a t i o n s h i p s 



between corporate and d i v i s i o n a l management s t a f f . More s p e c i f i c a l l y , 

the o b j e c t i v e was to uncover s p e c i f i c a r e a s , n a t u r e , and outcomes of 

i n t e r a c t i o n which occurs between dyads of managers, and to a s c e r t a i n 

those u n d e r l y i n g i n t e r a c t i o n a l c o n t i n g e n c i e s which c o n t r i b u t e to 

o r g a n i s a t i o n a l s t a t e s and e f f e c t i v e n e s s . As t h e r e i s no model or 

methodology which i s capable of c a p t u r i n g a l l the d e t a i l s of i n t e r a c t i o n 

between t h e s e two management groups, the w r i t e r had to f i r s t c o n c e p t u a l i z e 

a l l the key elements and p r o c e s s e s of managerial i n t e r a c t i o n . These 

elements and processes were then i n c o r p o r a t e d i n t o a mode] c a l l e d 

The Three Dimensional Model of I n t e r a c t i o n and from i t evolved the b a s i c 

methodology f o r t r a c i n g managerial i n t e r a c t i o n s . Furthermore, to 

ensure t h a t a l l the i n t e r a c t i o n s between s e n i o r corporate o f f i c e r s and 

d i v i s i o n a l managers would be s y s t e m a t i c a l l y and comprehensively i s o l a t e d 

f o r d e t a i l e d examination, the w r i t e r developed and o p e r a t i o n a l i z e d t h e 

E x p e c t a t i o n s Framework. T h i s framework permits the w r i t e r to e x t r a c t 

those c o n t i n g e n c i e s which l e d t o , or a r i s e from, the manner which s e n i o r 

managers i n t e r a c t over s p e c i f i c key a c t i o n areas and o r g a n i s a t i o n a l 

i s s u e s . 

The f o u r t h , and f i n a l , major ar e a concerns the attainment of a 

s a t i s f a c t o r y o r g a n i s a t i o n a l s t a t e and l e v e l of e f f e c t i v e n e s s . I n t h i s 

r e s p e c t , the r e s e a r c h focus i s on d i s c o v e r i n g w i t h i n which of the seven 

a s p e c t s of o r g a n i s a t i o n a l l i f e must a p p r o p r i a t e c o r p o r a t e - d i v i s i o n a l 

i n t e r a c t i o n a l adjustments be emphasized i n order to secure the w e l l -

being of a d i v i s i o n . By e x t e n s i o n , t h i s r e s e a r c h t a s k a l s o h e l p s to 

h i g h l i g h t s p e c i f i c key a c t i o n a r e a s and o r g a n i s a t i o n a l i s s u e s where 

corporate and d i v i s i o n a l management s t a f f must manage s a t i s f a c t o r i l y i f 

u l t i m a t e d i v i s i o n a l e f f e c t i v e n e s s i s to be a t t a i n e d . 

I n t o t a l , m n e t y - i o u r p r o p o s i t i o n s , supported by 113 t a b l e s of 

e m p i r i c a l data, were drawn from o r i g i n a l i d e a s i n v e s t i g a t e d m t h i s 



r e s e a r c h study. Furthermore, t h e s e f i n d i n g s were r e l a t e d to a wider 

f i e l d of knowledge by making 432 d i r e c t r e f e r e n c e s to the works of 

authors i n a v a r i e t y of s c h o l a s t i c d i s c i p l i n e s which are germane to t h e 

theme of t h i s r e s e a r c h study. 
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1 

"The language of o r g a n i s a t i o n has always s u f f e r e d from some 

want of words to express the tru e f a c t s and circumstances of 

human i n t e r a c t i o n . One u s u a l l y asserts one aspect or another 

of i t at d i f f e r e n t times, such as the absolute independence of 

the p a r t , and again the need of c o - o r d i n a t i n g and again the 

concept of the whole w i t h the guiding center." 

This w r i t i n g by A l f r e d P. Sloan i n the e a r l y 1920's represented the 

e a r l i e s t of many resounding c a l l s and attempts made by management scholars 

and p r a c t i t i o n e r s t o grapple w i t h the issues of managing a m u l t i d i v l s i o n a l 

o r g a n i z a t i o n c o n s i s t i n g of semi-autonomous operating u n i t s and a separate 

headquarters. Although Sloan was then expressing problems t h a t were 

ap p l i c a b l e t o a few l a r g e American e n t e r p r i s e s such as General Motors, 

Du Pont and Standard O i l , today they represent a c r u c i a l top management 

issue f o r the i n c r e a s i n g number of m u l t i p r o d u c t , m u l t i n a t i o n a l e n t e r p r i s e s 

and the many large p u b l i c i n s t i t u t i o n s on both sides of the A t l a n t i c . 

Although such m u l t i d i v i s i o n a l organisations are pervasive i n i n d u s t r i a l 

s o c i e t i e s , r e l a t i v e l y l i t t l e research has been undertaken to i n v e s t i g a t e 

the f a c t o r s which are c r i t i c a l t o such o r g a n i s a t i o n s ' e f f e c t i v e n e s s , i n 

general, and the impact which c o r p o r a t e - d i v i s i o n a l r e l a t i o n s h i p s have on 

o r g a n i s a t i o n a l e f f e c t i v e n e s s , i n p a r t i c u l a r . Substantive studies had been 

conducted by h i s t o r i a n s , economists, and scholars of business p o l i c y 

» » » » to provide a macro-societal perspective of l a r g e o r g a n i s a t i o n s . 

Unf o r t u n a t e l y , these studies are devoid of i n s i g h t s i n t o the i n t r i c a t e 

i n t e r n a l f u n c t i o n i n g and management of m u l t i d i v i s i o n a l o r g a n i s a t i o n s . Even 

when one attempts t o i n i a t e a research i n t h i s d i r e c t i o n , one i s immediately 
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alarmed by the absence of a s u i t a b l e , i f not u n i v e r s a l l y accepted, conceptual 

scheme which i s capable of producing a knowledge base and a set o f 

comprehensive concepts of s u f f i c i e n t l a t i t u d e to encompass, and power t o 

unravel , the complexities and f a c i l i t a t e the e f f e c t i v e management of p a r t -

whole r e l a t i o n s h i p s of m u l t i d i v i s i o n a l o r g a n i s a t i o n s . 

Considering t h a t m u l t i d i v i s i o n a l organisations w i l l continue to play a 

s i g n i f i c a n t r o l e i n the c r e a t i o n of economic wealth and employment 

o p p o r t u n i t i e s f o r s o c i e t y and the evident p a u c i t y of knowledge about 

f a c t o r s which are c r i t i c a l to t h e i r e f f e c t i v e n e s s , the conduct of o r i g i n a l 

research i n t h i s d i r e c t i o n i s both managerially necessary and academically 

compelling. I t i s i n the l i g h t of t h i s need t h a t the research, on which 

t h i s t h e s i s i s based, has been conducted t o develop and apply a conceptual 

scheme capable of r e v e a l i n g and c l a r i f y i n g the c r i t i c a l f a c t o r s which 

underscore the e f f e c t i v e n e s s of m u l t i d i v i s i o n a l o r g a n i s a t i o n s . 

Before proceeding t o discuss the systems and contingency theory p l a t f o r m 

upon which the conceptual scheme i s based and e x p l a i n the key facets of 

the scheme i t s e l f , l e t us explore and understand some of the problematic 

issues connected w i t h managing a f i r m being a whole t h a t i s composed of 

diverse but i n t e r r e l a t e d p a r t s . 

A - MAJOR MANAGEMENT ISSUES 

The evidence of the importance and t e n a c i t y o f the issues i n v o l v e d w i t h 

managing on-going r e l a t i o n s h i p s between the corporate headquarters members 

and the d i v i s i o n a l members i s widespread. Chandler has c h r o n i c l e d these 

issues i n h i s study of the manner which m u l t i d i v i s i o n a l f i r m s sought t o 

e f f e c t i v e l y manage t h e i r diverse and widespread operations; the business 

press has c i t e d these issues as un d e r l y i n g such f i r m s ' p r e c i p i t o u s d e c l i n e 



(8 9 10) 
i n earnings of those businesses t h a t they had acquired ' ' ; and 
three independent studies have h i g h l i g h t e d these issues as accounting 

, , , c i -\ J ( 1 1 , 12, 13) f o r n e a r l y t w e n t y - f i v e percent of mergers which f a i l e d 

The key issues which confront executives who manage m u l t i d i v i s i o n a l 

f i r m s are: 

(1) How t o c o n s t i t u t e the operating u n i t s , or d i v i s i o n s , so t h a t they 

can e f f e c t i v e l y cope w i t h t h e i r p a r t i c u l a r i n d u s t r i a l environments. 

(2) How t o achieve the necessary c o - o r d i n a t i o n between the d i v i s i o n a l 

and corporate members concerning the key issues of business planning, 

budgeting and the a l l o c a t i o n o f the firm's resources. 

(3) How t o improve i n t e r a c t i o n between the d i v i s i o n a l and corporate 

members around r e q u i r e d or p o t e n t i a l operating and b e h a v i o u r i s t i c 

r e l a t i o n s h i p s . For instance, t h i s may be connected w i t h undertaking 

some j o i n t marketing and research e f f o r t s , sharing the r e s p o n s i b i l i t y 

f o r p a r t i c u l a r aspects of the planning and c o n t r o l f u n c t i o n s , or 

seeking to s a t i s f y each others' i n t r i n s i c a s p i r a t i o n s and m o t i v a t i o n a l 

needs. 

More s p e c i f i c a l l y , when dealing w i t h these broad issues, the managers 

of d i v i s i o n a l i s e d f i rms must come t o g r i p s w i t h a number of complex 

questions. Though intended to be i l l u s t r a t i v e r a t h e r than exhaustive, 

these u s u a l l y i n c l u d e such questions as 

( i ) How much autonomy should a d i v i s i o n be granted' How do the 

corporate o f f i c e balance t h i s autonomy w i t h the necessity t o 

maint a i n c o n t r o l over the f i r m ' s earnings and fund flows? 

( i i ) What a c t i v i t i e s should be centred a t the corporate headquarters 

and i n which areas should the corporate o f f i c e set p o l i c y f o r 

the d i v i s i o n s 9 



( i i i ) To what extent and under what s i t u a t i o n a l c o n d i t i o n s should 

corporate executives be i n v o l v e d i n e f f o r t s to cope w i t h 

s p e c i f i c elements of t h e i r d i v i s i o n s ' e x t e r n a l environments? 

( i v ) How do corporate executives manage r e l a t i o n s h i p s w i t h problematic 

d i v i s i o n s 7 How do they i n t e r v e n e i n a c o n s t r u c t i v e way t h a t does 

not hinder the d i v i s i o n ' s attempts to solve i t s own problems? 

( v ) How do they balance the demands f o r y e a r l y , shorter term p r o f i t s 

w i t h the need f o r longer term development of the business, both 

from the standpoint of i n d i v i d u a l d i v i s i o n s and the corporate 

whole? 

( v i ) How do they simultaneously s i g n a l d i v i s i o n a l managers t o focus 

on t h e i r own p a r t i c u l a r i n d u s t r i e s and also to e s t a b l i s h 

e f f e c t i v e r e l a t i o n s h i p s w i t h s i s t e r d i v i s i o n s , e s p e c i a l l y those 

t h a t are v e r t i c a l l y i n t e g r a t e d ? 

( v i i ) What s o r t of budgeting and r e p o r t i n g requirements should be 

developed f o r the d i v i s i o n s , and how do these systems and the 

manner which they are administered a f f e c t t h e i r managers' 

behavioural a t t i t u d e s and de c i s i o n making e f f e c t i v e n e s s 7 

( v i i i ) Which corporate and d i v i s i o n a l s t a f f need to ma i n t a i n e f f i c i e n t 

dyadic r e l a t i o n s h i p s w i t h each other i n order t o i n t e g r a t e the 

p a r t s i n t o an e f f e c t i v e whole 7 

( i x ) Which are the i n t e r a c t i o n areas upon which such dyadic 

r e l a t i o n s h i p s should be focussed? Which are c r u c i a l and r e q u i r e 

constant s u r v e i l l a n c e and which are of lesser importance and 

thus, r e q u i r e only cursory supervision? 



( x ) How are such r e l a t i o n s h i p s sustained, improved or disrupted? 

What i m p l i c a t i o n s are i n st o r e under the d i f f e r e n t s t a t e s o f 

c o r p o r a t e - d i v i s i o n a l r e l a t i o n s h i p . 

More o f t e n than not, the above questions have been pigeonholed under 

the convenient r u b r i c of c e n t r a l i s a t i o n versus d e c e n t r a l i s a t i o n . C l e a r l y , 

by addressing the questions i n these terms would r a p i d l y place one, 

whether one i s a p r a c t i s i n g executive or an academic researcher, i n a 

conceptual s t r a i t j a c k e t f o r two reasons. F i r s t l y , the n o t i o n of 

d e c e n t r a l i s a t i o n i s d i f f i c u l t t o define and o p e r a t i o n a l i z e . Frequently, 

one hears o f d e f i n i t i o n s which t y p i c a l l y resemble t h a t which i s provided 

by Simon i n h i s study of the c o n t r o l l e r ' s department; 

"An a d m i n i s t r a t i v e o r g a n i z a t i o n i s c e n t r a l i z e d to the extent 

t h a t decisions are made a t r e l a t i v e l y h igh l e v e l s i n the 

or g a n i z a t i o n ; d e c e n t r a l i s e d t o the extent t h a t d i s c r e t i o n 

and a u t h o r i t y t o make important decisions are delegated by 
(14) 

top management to lower l e v e l s of executive a u t h o r i t y . " 

This i s a d m i t t e d l y a neat statement but i n r e a l i t y , i t i s not as 

s t r a i g h t f o r w a r d as i t appears t o be. One has to define f i r s t o f a l l 

what i s "high" and what i s "low" l e v e l s of " a u t h o r i t y " i n organizations 

composed of m u l t i p l e t i e r s and also e x p l a i n what c r i t e r i a determine the 

number of t i e r s i f comparative a n a l y s i s between organizations i s to be 

pos s i b l e . Furthermore, t o the extent t h a t decisions are made 

continuously a t a l l l e v e l s w i t h i n the o r g a n i z a t i o n , one has t o 

d i s t i n g u i s h between the various types of decisions. Assuming t h a t i f 

one can s a t i s f a c t o r i l y define the l e v e l s of a u t h o r i t y , o r g a n i z a t i o n a l 

t i e r s and decision types, one would s t i l l face the problem o f deciding 

whether the d e f i n i t i o n i s a t a l l d e s c r i p t i v e of how decisions are 
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a c t u a l l y reached considering t h a t i n f o r m a t i o n r e l e v a n t t o various 

decisions may come from several d i f f e r e n t l o c a t i o n s and/or l e v e l s i n 

the o r g a n i z a t i o n . 

Secondly, the n o t i o n of d e c e n t r a l i s a t i o n even i f i t could be l i n k e d to 

concrete events tends t o focus on a small p o r t i o n of f a c t o r s which 

a f f e c t how executives make decisions i n d i v i s i o n a l i s e d o r g a n i z a t i o n s . 

For instance, those researchers who have devoted the greatest e f f o r t t o 

unravel the problems of c e n t r a l i s a t i o n and d e c e n t r a l i s a t i o n namely, the 

c l a s s i c a l o r g a n i z a t i o n t h e o r i s t s and bureaucratic s o c i o l o g i s t s 

(17, 18)^ n a v e focused mainly on the issues of formal s t r u c t u r e and the 

delegation of a u t h o r i t y . C l e a r l y , other e q u a l l y important f a c t o r s 

connected w i t h the environmental, economic, perceptual, i n f o r m a t i o n a l 

and i n t e r p e r s o n a l issues have been deprived of due con s i d e r a t i o n i n the 

study of c o r p o r a t e - d i v i s i o n a l r e l a t i o n s h i p s i n d i v i s i o n a l i s e d 

o r g a n i z a t i o n s . 

I t i s against t h i s background of many unsolved issues p e r t a i n i n g t o the 

r e l a t i o n s h i p between corporate and d i v i s i o n a l managements as they s t r i v e 

t o b e t t e r manage t h e i r d i v i s i o n and the inadequacy of previous studies 

which had attempted to e x p l a i n such issues through the r a t h e r r e s t r i c t i v e 

n o t i o n of c e n t r a l i s a t i o n - d e c e n t r a l i s a t i o n t h a t t h i s piece of research 

i s i n i t i a t e d . I t i s obvious t h a t these issues are both complex and 

ab s t r a c t and t h e r e f o r e , o f necessity, the p r i n c i p l e research aim i s to 

provide a comprehensive map which i s capable of ca p t u r i n g the c r u c i a l 

aspects of these issues, making some sense of them, and p o i n t i n g toward 

appropriate means to coping w i t h them. 
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A SYSTEMS AND CONTINGENCY PERSPECTIVE 

I n developing the conceptual scheme f o r studying the part-whole 

r e l a t i o n s h i p t h a t spans between the corporate and d i v i s i o n a l management 

u n i t s , the w r i t e r has drawn upon the t h i n k i n g which underscores the 
*1 (19 20 21 22) p r i n c i p l e s of the general systems theory ' ' ' .As the 

various studies which have j u s t been referenced w i l l adequately provide 

a d e t a i l e d d e s c r i p t i o n of the p r i n c i p l e s of G.S.T., they w i l l not be 

repeated i n t h i s t h e s i s . Instead, i n order t o promote an a p p r e c i a t i o n 

of the design p a t t e r n s of the conceptual scheme which w i l l be described 

i n the next s e c t i o n , only the q u i n t e s s e n t i a l systems p r o p o s i t i o n s which 

are germane t o t h i s e p i s t e m o l o g i c a l i n q u i r y w i l l now be discussed. 

F i r s t l y , by proposing the relevancy of the holism p r i n c i p l e of 
(23) 

g e s t a l t psychology , the systems approach suggests t h a t 

t h e o r i e s should be based on both e x p l i c i t and t a c i t forms of 

knowledge. I n t h i s respect, e x p l i c i t knowledge a r i s e s from a 

f o c a l awareness of a p a r t i c u l a r as a p a r t i c u l a r . T a c i t knowledge, 

on the other hand, i s an awareness of a p a r t i c u l a r as p a r t of a 
whole and hence, serves as "a clue or an instrument p o i n t i n g 

C 24-) 
beyond i t s e l f " . This s h i f t between f o c a l and su b s i d i a r y 

awareness i s conceptualized as capable of a l t e r i n g one's g e s t a l t 

i n t h a t i t helps to change one's understanding of the p a r t i c u l a r s ! . 

I n other words, a systems approach f a c i l i t a t e s the process of 

comprehension by a s s e r t i n g the need f o r "a grasping of d i s j o i n t e d 
^ , 11 (25) parts i n t o a comprehensive whole. 

* Denotes t h a t footnotes have been compiled and presented a t the end 

of the chapter. 
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Secondly, i t suggests equal receptiveness toward both s t r u c t u r a l i s t 

and i n t e r a c t i o n i s t stance i n theory b u i l d i n g . Neither p o s i t i o n i s 

any more or less i n t r i n s i c a l l y s c i e n t i f i c , as each c o n t r i b u t e s a 

d i f f e r e n t type of knowledge. S t r u c t u r a l i s t perspectives focus on 
(26 27 28) 

the r e l a t i o n s h i p s between organizations as a whole ' ' ; 
analyse s o c i a l systems i n terms of s t r u c t u r e s , processes and 

(29) 
f u n c t i o n s ; and regard o r g a n i z a t i o n a l members as passive, 
r e a c t i v e and i n s t r u m e n t a l l y o r i e n t e d I n t e r a c t i o n i s t 

perspectives, on the other hand, focus on i n t r a - o r g a n i z a t i o n a l 
(31 32 33) 

r e l a t i o n s h i p s ' ' ; and regard o r g a n i z a t i o n a l members as 
p r o a c t i v e , s e l f - d i r e c t i n g , and continuously n e g o t i a t i n g o r g a n i z a t i o n a l 

(3^f 33 36) 

s e t t i n g s ' ' . I n other words, what i t proposes i s the need 

to synthesize, r e c o n c i l e and i n t e g r a t e a n a l y t i c a l and f a c t f i n d i n g 

elements of both s t r u c t u r a l i s t and i n t e r a c t i o n i s t persuasions 
(37) 

( F r i e d r i c h ' s n o t i o n of i n t e r t h e o r y dialogue" ) i n t o u n i f i e d 
and broader multidimensional t h e o r i e s (Spinner's n o t i o n of a 

(38) 
" r e p u b l i c of competing t h e o r i e s " ) . 

T h i r d l y , i t suggests t h a t o r g a n i z a t i o n a l theory w i l l i n c r e a s i n g l y 

have an e c l e c t i c foundation. That i s , the body of knowledge t h a t 

i s associated w i t h o r g a n i z a t i o n a l theory w i l l be constructed from 

the knowledge i n p u t s of other d i s c i p l i n e s . For instance, such cross-
(39) 

f e r t i l i s a t i o n tendency can be observed i n the case of Kurt Lewin 

who found t h a t p u r e l y p s y c h o l o g i c a l explanations of p e r s o n a l i t y 

were inadequate and t h a t s o c i o c u l t u r a l forces had t o be taken i n t o 

c o n s i d e r a t i o n ; of Katz and Kahn w n o argued t h a t the 

psychological approach has g e n e r a l l y ignored, or has not d e a l t 

e f f e c t i v e l y w i t h , the f a c t s of s t r u c t u r e and s o c i a l o r g a n i z a t i o n 
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and i n response, they presented a comprehensive s o c i a l - p s y c h o l o g i c a l 
(41) 

theory of o r g a n i z a t i o n ; and of the a p p l i c a t i o n of cybernetics 

i n b i o l o g i c a l and s o c i a l systems although i t s o r i g i n a l a p p l i c a t i o n 

was i n the f i e l d of mechanistic engineering. 

Viewed i n t o t a l i t y , such systems t h i n k i n g suggests t h a t t o comprehend 

the working r e l a t i o n s h i p s of corporate and d i v i s i o n a l management u n i t s , 

i t i s imperative to map the basic p a t t e r n s of t h e i r i n t e r r e l a t e d n e s s 

w i t h one another and w i t h p a r t i c u l a r segments of t h e i r e x t e r n a l 

environments. Thus, one can avoid the t r a d i t i o n a l view of an o r g a n i z a t i o n 

as a set of f o r m a l l y defined p o s i t i o n s and r e l a t i o n s h i p s but i n s t e a d , 

t r e a t s o r g a n i z a t i o n as those states and processes which emerge from the 

dynamic i n t e r r e l a t i o n s h i p s of the p a r t s of an o r g a n i z a t i o n system w i t h 

one another and w i t h the system's environment. 

Therefore, i n the l i g h t o f these G.S.T. t h e o r e t i c a l p r o p o s i t i o n s , we 

considered t h a t a systems approach w i l l be a p p r o p r i a t e i n guiding t h i s 

research study toward achieving a comprehensive coverage of those 

r e l a t i o n s h i p s t h a t e x i s t between corporate and d i v i s i o n a l managements. 

The wisdom of such choice i s f u r t h e r supported when one considers the 

f o l l o w i n g remark of W i l l i a m G. Scott, the eminent o r g a n i z a t i o n a l t h e o r i s t : 

"The d i s t i n c t i v e q u a l i t i e s of modern o r g a n i z a t i o n theory are i t s 

conceptual - a n a l y t i c a l base, i t s r e l i a n c e on e m p i r i c a l research 

data, and above a l l , i t s s y n t h e s i z i n g , i n t e g r a t i n g nature. These 

q u a l i t i e s are framed i n a philosophy which accepts the premise 

t h a t the only meaningful way to study o r g a n i z a t i o n i s as a 

system." ( 4 3 ) 
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The choice of a contingency approach i n studying the r e l a t i o n s h i p s 

between corporate and d i v i s i o n a l management u n i t s i s d e l i b e r a t e and 

i n s p i r e d by an i n c r e a s i n g number of studies which sounded out the 

f a l l a c y of t r a d i t i o n a l value-laden, u n i v e r s a l i s t i c theories i n the 
, . f . a„. (44 , 45 , 46) (47 , 48 , 49) f i e l d s of o r g a n i z a t i o n , s t r u c t u r e , 

(50, 51, 52) (53 54 55) 
management s t y l e , and o r i e n t a t i o n t o work ' ' 

I n the main, these studies concluded t h a t there i s no one best way t o 

organise but i n s t e a d , the i n t e r n a l c h a r a c t e r i s t i c s and o r g a n i z a t i o n a l 

devices which w i l l be appropriate and/or e f f e c t i v e are contingent on 

the p a r t i c u l a r p a t t e r n of requirements posed by the fi r m ' s i n t e r n a l 

and e x t e r n a l environment. Kast and Rosenzweig provided a succinct 

d e f i n i t i o n of the contingency approach along s i m i l a r l i n e s when they 

state-

"The contingency view of organizations and t h e i r management suggests 

t h a t an o r g a n i z a t i o n i s a system composed of subsystems and 

deli n e a t e d by i d e n t i f i a b l e boundaries from i t s environmental 

suprasystem. The contingency view seeks to understand the 

i n t e r r e l a t i o n s h i p s w i t h i n and among subsystems as w e l l as between 

the o r g a n i z a t i o n and i t s environment and to define p a t t e r n s of 

r e l a t i o n s h i p s or c o n f i g u r a t i o n s of v a r i a b l e s . I t emphasizes the 

m u l t i v a r i a t e nature of organizations and attempts to understand 

how organizations operate under v a r y i n g c o n d i t i o n s and i n s p e c i f i c 

circumstances. Contingency views are u l t i m a t e l y d i r e c t e d toward 

suggesting o r g a n i z a t i o n a l designs and managerial systems most 

app r o p r i a t e f o r s p e c i f i c s i t u a t i o n s . " 

Viewed i n t h i s context, the task of t h i s study under the auspices of a 

contingency approach i s t w o - f o l d . 
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F i r s t l y , to i d e n t i f y the areas and nature of i n t e r r e l a t i o n s h i p s 

t h a t l i n k the corporate and d i v i s i o n a l subsystems i n t o a dynamic 

force to cope w i t h the demands and o p p o r t u n i t i e s of the e x t e r n a l 

environment. 

Secondly, t o unravel the s p e c i f i c s i t u a t i o n a l c o n d i t i o n s which 

lead t o the evolvement of such i n t e r r e l a t i o n s h i p s , both i n terms 

of t h e i r processes as w e l l as r e s u l t a n t s t a t e s . 

By t h i s approach, one would be able t o trace the s i t u a t i o n a l c o n d i t i o n s 

which are r e l a t e d t o p a r t i c u l a r p a t t e r n s of i n t e r a c t i o n between the 

corporate and d i v i s i o n a l management u n i t s , and t o the form of 

management systems i n use. Of course, we are not i n f e r r i n g t h a t there 

i s a cause- and - e f f e c t r e l a t i o n s h i p between any p a i r s of v a r i a b l e s 

analysed but p r i n c i p a l l y , t o e s t a b l i s h whether a f u n c t i o n a l r e l a t i o n s h i p 

or a s s o c i a t i o n e x i s t s between them. 

Through t h i s systematic uncovering of basic corporate - d i v i s i o n a l 

r e l a t i o n s h i p s , we seek t o overcome one of the major problems of 

contemporary concepts, t h a t i s , t h e i r lack of parsimony. The abundance 

and dangers of over complex concepts i s best h i g h l i g h t e d by Lorsh when 

he states* 

"Many of these concepts are so complex t h a t managers need t o 

le a r n how t o define the concepts and t h e i r r e l a t i o n s h i p s before 

they can apply them. A l l t h i s takes time and n a t u r a l l y , makes 

these ideas less appealing t o the busy l i n e executive. By t h e i r 

preference f o r complex and elegant th e o r i e s t h a t g r e a t l y exceed 

the needs of most managers, academics have compounded the problem. 

Rather than worrying about how to help managers, many academics 
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seem preoccupied w i t h impressing t h e i r colleagues. I n my own 

experience, moreover, i t i s the r e l a t i v e l y simple concepts t h a t 
(57) 

managers f i n d most u s e f u l . " 

Therefore, by focusing on a comprehensive set of corporate - d i v i s i o n a l 

r e l a t i o n s h i p s and the contingencies t h a t underscore t h e i r evolvement, 
(58) 

we aim t o develop what Sheldon has c a l l e d " f r i e n d l y " models 

By t h i s , he means theories t h a t are not so complex as t o i n t i m i d a t e 

p o t e n t i a l users and yet, are complete enough t o enable them t o deal 

w i t h the r e a l human complexities they face. 

I n review, the choice of both systems and contingency approach f o r t h i s 

research study i s necessary as they complement and compensate each other 

f o r any inherent weaknesses t h a t they may possess. On the one hand the 

systems approach provides us w i t h a comprehensive framework w i t h which 

to conduct t h i s research as i t : 

"seeks t o wed behavioural and mechanistic views, and to consider 

the o r g a n i z a t i o n as an i n t e g r a t e d whole whose goal i s t o achieve 

o v e r a l l systems e f f e c t i v e n e s s w h i l e harmonizing the c o n f l i c t i n g 
(59) 

o b j e c t i v e s of i t s components." 

Admi t t e d l y , the systems approach i s a b s t r a c t but the emphasis i t gives 

to the whole r a t h e r than the p a r t s and i t s open systems concept i s 

important i n i d e n t i f y i n g the systems boundaries, p a r t i c u l a r l y the 

i n t e r f a c e between e x t e r n a l and i n t e r n a l systems, and i n determining 

the r e l a t i o n s h i p s of various e x t e r n a l and i n t e r n a l subsystems. I n 

a d d i t i o n , systems concepts such as entropy (a system w i l l become 

disorganised over t i m e ) , e q u i f i n a l i t y (a system can reach the same 

f i n a l s t a t e from d i f f e r e n t paths of development), and others as noted 

by F o r r e s t e r (and quoted below) provide fundamental and important 
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premises f o r launching o r g a n i z a t i o n a l a n a l y s i s . 

"Complex systems have many important behaviour c h a r a c t e r i s t i c s 

t h a t we must understand i f we expect t o design systems w i t h b e t t e r 

behaviour. Complex systems (1) are c o u n t e r i n t u i t i v e ; (2) are 

remarkably i n s e n s i t i v e t o changes i n many system parameters, 

(3) stubbornly r e s i s t p o l i c y changes; (4) contain i n f l u e n t i a l 

pressure p o i n t s , o f t e n i n unexpected places, from which forces 

w i l l r a d i a t e t o a l t e r system balance; (5) counteract and 

compensate f o r e x t e r n a l l y a p p l i e d c o r r e c t i v e e f f o r t s by reducing 

the corresponding i n t e r n a l l y generated a c t i o n ( t h e c o r r e c t i v e 

program i s l a r g e l y absorbed i n r e p l a c i n g l o s t i n t e r n a l a c t i o n ) ; 

(6) o f t e n r e a c t t o a p o l i c y change i n the long run i n a way 

opposite t o how they react i n the short run; (7) tend toward low 

* - - ( 4 2 ) performance. 

On the other hand, the contingency approach i s more pragmatic and d i r e c t l y 

a p p l i c a b l e t o management theory and p r a c t i c e i n t h a t i t s t r i v e s t o develop 

f u n c t i o n a l r e l a t i o n s h i p s between i d e n t i f i a b l e environmental v a r i a b l e s and 

o r g a n i z a t i o n a l processes, behaviour and systems. Hence, the contingency 

approach has microconcerns and yet can i n c o r p o r a t e systems concepts and 

techniques as w e l l as those of other management schools. Comprehensiveness 

i s not s a c r i f i c e d f o r needed pragmatism i n the contingency approach. 

C THE CONCEPTUAL SCHEME AND RESEARCH BOUNDARY 

The p a r t i c u l a r areas which t h i s research study w i l l be concerned w i t h 

have been diagrammatically depicted i n Figure 1-1. As can be observed, 

these areas of concern have been c l a s s i f i e d by the dotted l i n e s i n t o 
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f i v e major spheres of study which are designed t o i l l u m i n a t e the key 
„. , , u- *2 (60 to 72) bases of corporate - d i v i s i o n a l r e l a t i o n s h i p . 

Environmental Sectors 

The f i r s t study sphere concentrates on the e x t e r n a l environments of the 

f o c a l d i v i s i o n s . I n t h i s context, we w i l l focus on the r e l e v a n t output, 

i n p u t , and r e g u l a t o r y sectors of the environment i n order t o understand 

the character and d i v e r s i t y of the e x t e r n a l elements which the d i v i s i o n s 

have t o c o e x i s t w i t h . Obviously, to avoid f a l l i n g i n t o a k i n d of 

g e n e r a l i t y t r a p , we need to t r a c e those p a r t i c u l a r elements which the 

d i v i s i o n s must i n t e r a c t w i t h i n order t o survive and prosper. Otherwise, 

being a s p a t i a l and temporal phenomenon which i s both broad and a b s t r a c t , 

the study of the environment w i l l r a p i d l y degenerate i n t o observations 

and conclusions which are s u b j e c t i v e and value-laden. 

Sectoral Texture 

The second study sphere serves as a necessary and l o g i c a l extension t o 

the study of p a r t i c u l a r elements of the environment. The emphasis here 

i s on the t e x t u r e o f the r e l e v a n t e x t e r n a l sectors which the f o c a l 

d i v i s i o n s have t o contend w i t h . More s p e c i f i c a l l y , we s h a l l consider 

(1) the manageability of the s e c t o r a l elements, t h a t i s , the extent which 

the d i v i s i o n s are able t o exert i n f l u e n c e over the s e c t o r a l elements f o r 

t h e i r i n p u t resources, output patronage, and r e g u l a t o r y l e g i t i m a c y i n 

the face of competitive i n t r u s i o n ; (2) the erosiveness of e x t e r n a l 

competition, t h a t i s , the extent which the p r o f i t a b i l i t y of the d i v i s i o n s 

w i l l be impaired as a r e s u l t of d i s r u p t i o n by p r e v a i l i n g competition i n 

t h e i r r e l a t i o n s h i p s w i t h the s e c t o r a l elements: and (3) the s u r v i v a l 

c u r t a i l m e n t of the d i v i s i o n s , t h a t i s , the sum pressure which has been 

exerted on the s u r v i v a l prospect of the d i v i s i o n s as a r e s u l t of 
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c o n t i n u i n g d i s r u p t i o n s by competitive forces i n t h e i r r e l a t i o n s h i p s 

w i t h the s e c t o r a l elements. Furthermore, we w i l l a l s o be i n t e r e s t e d 

i n e s t a b l i s h i n g the extent which corporate and d i v i s i o n a l views 

concerning the t e x t u r e of t h e i r environments are i n common or i n 

divergence. This i n f o r m a t i o n i s necessary to f u r n i s h us w i t h a basis 

f o r f u r t h e r i n v e s t i g a t i o n i n t o t h e i r a t t i t u d e s toward corporate c o n t r o l , 

and t h e i r d e c i s i o n choices p e r t a i n i n g t o the s t r a t e g i e s and mechanisms 

f o r coping w i t h e x t e r n a l demands and o p p o r t u n i t i e s . 

O r g a n i z a t i o n a l Choices of Management 

The th: r d study sphere seeks an i n s i g h t of the o r g a n i z a t i o n a l and 

management set-ups which have been employed by the f o c a l d i v i s i o n s t o 

adapt to t h e i r r e s p e c t i v e environmental c o n d i t i o n s . I n the main, we 

w i l l focus on (1) the philosophy t h a t the f o c a l firms have chosen to 

govern the l i m i t s and d i r e c t i o n of corporate involvement i n the management 

of the d i f f e r e n t environmental sectors which confront t h e i r d i v i s i o n s ; 

(2) the s t r a t e g i c considerations which have l e d to the choice of t h e i r 

r e s p e c t i v e management philosophy; and (3) the p a t t e r n which r e s p o n s i b i l i t y 

f o r the key d i v i s i o n a l f u n c t i o n s have been shared between or w h o l l y h e l d 

by the corporate and d i v i s i o n a l management u n i t s i n the f o c a l f i r m s , and 

the r a t i o n a l e which u n d e r l i e s t h e i r r e s p e c t i v e p a t t e r n of d i s t r i b u t i n g 

f u n c t i o n a l r e s p o n s i b i l i t i e s . 

I n t e r n a l Adjustments Resulted and 
Regulative Arrangements A f f e c t e d 

The f o u r t h study sphere examines i n d e t a i l the a c t u a l i n t e r a c t i o n between 

corporate o f f i c e r s and d i v i s i o n a l managers as they s t r i v e t o manage t h e i r 

r e s p o n s i b i l i t i e s w i t h i n those e x t e r n a l and i n t e r n a l c o n s t r a i n t s mentioned 

e a r l i e r . More s p e c i f i c a l l y , the research w i l l focus on the s t a t e s of 
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corporate - d i v i s i o n a l i n t e r a c t i o n i n four key f u n c t i o n a l areas. These 

being (1 ) the t r a n s l a t i o n f u n c t i o n which transforms the broader challenges 

of the d i v i s i o n i n t o a ppropriate ones f o r u n i t a r y i n d i v i d u a l s and groups 

of i n d i v i d u a l s , ( 2 ) the f a c i l i t a t i o n f u n c t i o n which a s s i s t s the u n i t a r y 

i n d i v i d u a l s and groups of i n d i v i d u a l s to f u l f i l l t h e i r challenges; (3 ) 

the c o n t r o l f u n c t i o n which ensures th a t the u n i t a r y i n d i v i d u a l s , groups 

of i n d i v i d u a l s and f i n a l l y , the whole d i v i s i o n e f f e c t i v e l y discharge t h e i r 

challenge o b l i g a t i o n s ; and ( 4 ) the i n t e g r a t i o n f u n c t i o n which co-ordinates 

and synthesizes the separate challenges i n t o a whole which i s c o n s i s t e n t 

w i t h the i n t e r e s t of the d i v i s i o n and i t s parent o r g a n i z a t i o n . I n 

c o n j u n c t i o n w i t h t h i s study scheme, a t t e n t i o n w i l l also be focused on 

the d i r e c t i o n and manner which the d i v i s i o n a l decision-making processes, 

leadership p a t t e r n s and systems c o n f i g u r a t i o n w i l l be a f f e c t e d as the 

corporate and d i v i s i o n a l management u n i t s i n t e r a c t w i t h each other. 

U l t i m a t e Impact of Environmental Challenges, 
Choices, Adjustments and t h e i r " F i t " 

The f i f t h study sphere i n v e s t i g a t e s the i m p l i c a t i o n s of corporate -

d i v i s i o n a l i n t e r a c t i o n and r e l a t i o n s h i p f o r the o r g a n i z a t i o n a l states 

and o v e r a l l e f f e c t i v e n e s s of the f o c a l d i v i s i o n s . More s p e c i f i c a l l y , 

the " f i t " between e x t e r n a l needs, i n t e r n a l r e g u l a t i v e arrangements, and 

corporate - d i v i s i o n a l i n t e r a c t i v e adjustments w i l l be analysed to r e v e a l 

the contingencies which a f f e c t the d i v i s i o n a l states and e f f e c t i v e n e s s . 

C l e a r l y , what has j u s t been described i s a short-hand overview of the 

primary features of the conceptual scheme which forms the basis of t h i s 

research. As each chapter u n f o l d s , more s p e c i f i c and d e t a i l e d issues 

w i l l be r a i s e d f o r i n v e s t i g a t i o n . F i n a l l y , i t remains to be p o i n t e d out 

t h a t the f i r s t and second study spheres w i l l be t r e a t e d and presented i n 



chapter f i v e ; the t h i r d study sphere i n chapter s i x ; the f o u r t h s t u 

sphere i n chapters seven, e i g h t , nine and ten, and the f i f t h study 

sphere i n chapter eleven. 
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CHAPTER 1 FOOTNOTES 

*1 For an e x c e l l e n t t h e o r e t i c a l discourse of the p r i n c i p l e s o f 

the general systems theory, please r e f e r to Buckley's 
(19) 

"Sociology and Modern Systems Theory" , von B e r t a l a n f f y 1 s 

"General Systems Theory" ^ 2 0 \ Ashby's "Design f o r a B r a i n " ^ 2 1 ^ ; 

and f o r an account of the richness of i n s i g h t s t h a t were 

obtained when a systems approach was employed i n studying a 

B r i t i s h business o r g a n i z a t i o n , please r e f e r t o T a i 1 s 

"A Systems and Expectations Approach to Planning and Control 
(22) 

i n an I n d u s t r i a l Subsidiary" 

*2 A r e l a t i o n s h i p can be said to e x i s t when two persons i n t e r a c t 

during a pe r i o d of time. Studies of communication, work and 

f r i e n d s h i p r e l a t i o n s h i p s have been made ( A l l e n and Cohen t 

Davis , Kip n i s , S t o g d i l l , Read , Weiss ) , 

but there has been l i t t l e agreement about how to deal i n 

conceptual terms w i t h a person's p o s i t i o n i n a network of 

r e l a t i o n s h i p s . The most common s o l u t i o n to t h i s problem has 

been to describe h i s p o s i t i o n on the basis of the frequency 

of h i s contacts w i t h others ( A l l e n and Cohen ) Blau 

Brewer ). Un f o r t u n a t e l y , t h i s type of measure f a i l s to 

r e f l e c t the s t r u c t u r a l character of an o r g a n i z a t i o n because 

i t ignores the question of who i s i n t e r a c t i n g w i t h whom. 

Indeed, and not of lesser importance, i t has f a i l e d to reveal 

the contents and i m p l i c a t i o n s of such i n t e r a c t i o n . Several 

t h e o r e t i c a l a r t i c l e s have proposed measures of an i n d i v i d u a l ' s 

p o s i t i o n i n a m a t r i x of r e l a t i o n s h i p s (Taylor f Katz f 

Harary ^ ^ ) , but there has been no e m p i r i c a l t e s t of these 

measures. Laboratory studies of communication nets have 
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defined an i n d i v i d u a l ' s p o s i t i o n i n the s t r u c t u r e i n terms 
(72) 

of c e n t r a l i t y (Shaw ) , but again there has been l i t t l e or 

no a p p l i c a t i o n of t h i s concept to a c t u a l o r g a n i z a t i o n . 

Therefore, one of the o b j e c t i v e s of t h i s research scheme i s 

to develop ap p r o p r i a t e measures to study the p o s i t i o n s of 

corporate o f f i c e r s and d i v i s i o n a l managers i n an i n t e r a c t i o n 

s t r u c t u r e , as opposed to formal h i e r a r c h i c a l s t r u c t u r e , and 

to comprehensively track the contents and purposes of t h e i r 

i n t e r a c t i v e r e l a t i o n s h i p s . 



C H A P T E R 2 

DESIGN OF THE STUDY 

A. S e l e c t i o n of Companies 

B. Data C o l l e c t i o n and Sample Breakdown 

C. Instrument Design and P i l o t Study 
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A. SELECTION OF COMPANIES 

I n s e l e c t i n g the conglomerate f i r m s f o r t h i s research study, the w r i t e r 

attempted t o c o n t r o l f o r several f a c t o r s . F i r s t l y , he decided t o avoid 

the h i g h l y a c q u i s i t i v e , or "go-go", conglomerate and t o concentrate 

on firms whose continued performance seemed t o depend as much on t h e i r 

management's e f f e c t i v e n e s s as upon t h e i r merger a c t i v i t i e s . Put i t 

d i f f e r e n t l y , f i rms which are more e s t a b l i s h e d and have several years 

of experience i n managing d i v i s i o n s were given preference. Secondly, 

l a r g e r s i z e firms w i t h annual sales i n excess of £250 m i l l i o n were 

chosen. T h i r d l y , a l l the f i r m s selected had t o be i n the manufacturing 

sector of the economy and be i n v o l v e d i n the areas of producer durables, 

consumer durables and non-durables, and defence. Firms which are 

s t r i c t l y i n the p r i m a r y - e x t r a c t i v e and se r v i c e sectors were omitted as 

i t was f e l t t h a t t h e i r business o r i e n t a t i o n s and environmental challenges 

may be d i f f e r e n t and thus, p r e v e n t i n g any meaningful comparative a n a l y s i s 

t o be undertaken. 

Guided by these three c r i t e r i a , a t o t a l of 98 firms were selected from 
(2 3 4 ) 

various compendiums of companies ' ' . Such a large number of f i r m s 

were approached on the p e s s i m i s t i c assumption t h a t a high percentage of 

fi r m s would e v e n t u a l l y refuse to p a r t i c i p a t e . I n any case, considering 

the d e t a i l e d and vigorous i n v e s t i g a t i o n t h a t was planned f o r t h i s 

research, the w r i t e r had estimated and planned t h a t three but c e r t a i n l y 

no more than s i x firms could be i n v e s t i g a t e d s a t i s f a c t o r i l y w i t h i n the 

time p e r i o d t h a t i s a v a i l a b l e . Moreover, i n a study of t h i s nature which 

i n v o l v e s senior corporate (group) and d i v i s i o n a l managements, maximum 
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time allowance must be given to the respondents to complete t h e i r 

research m a t e r i a l s . They are b a s i c a l l y volunteers to the study and 

thus, the whole i n v e s t i g a t i o n programme must be geared to t h e i r 

convenience. From the w r i t e r ' s past research experience i n academic 

and commercial f i e l d s , any h i n t of coercion would cause i n t e r e s t t o 

wane or worse, t o r e s u l t i n the respondents r e s i g n i n g completely from 

the study. This cautious and conservative planning of sample size i s 

borne out when the a c t u a l time needed to cover and complete the a c t u a l 

f i e l d i n v e s t i g a t i o n f o r the three f o c a l firms took a f u l l s i x t e e n months 

(Appendix 1 ) . Thus, any attempts to work w i t h too l a r g e a group would 

jeopardize the w r i t e r s ' a b i l i t y t o conclude the research s a t i s f a c t o r i l y 

w i t h i n the time p e r i o d allowed f o r a d o c t o r a l study. 

I n i t i a l contacts were made through an i n t r o d u c t o r y l e t t e r w r i t t e n by 

the w r i t e r ' s research supervisor t o the chairman or c h i e f executive of 

the firms concerned and o u t l i n e d such d e t a i l s as (Appendix 2) 

The o b j e c t i v e s and b e n e f i t s of the research. 

The s p e c i f i c management l e v e l s where co-operation and assistance 

w i l l be r e q u i r e d . 

The nature of co-operation and assistance t h a t w i l l be r e q u i r e d of 

the p a r t i c i p a n t s . 

The amount of time which each p a r t i c i p a t i n g f i r m i s expected t o 

devote t o the research p r o j e c t . 

The funding status of t h i s research p r o j e c t . I n t h i s case i t was 

pointed out t h a t no funding was r e q u i r e d from the p a r t i c i p a t i n g 

f i r m s . 

The date and time when the w r i t e r would phone to answer any 
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t e n t a t i v e queries and t o arrange a s u i t a b l e appointment when the 
w r i t e r could present himself t o answer i n d e t a i l any f u r t h e r queries. 

Phone c a l l s were made on the a p p r o p r i a t e dates and o u t r i g h t r e f u s a l t o 

a s s i s t reduced the number of p o t e n t i a l f i r m s to 62 (Appendix 3 ) . 

Of these 62 firms which had expressed i n t e r e s t i n the research, 30 f i r m s 

r e q u i r e d the w r i t e r to c a l l and e x p l a i n i n person the nature, requirement 

and b e n e f i t s accruable from h i s research (Appendix 4 ) . For the 

remaining 32 f i r m s , lengthy conversations were only h e l d over the phone 

to e x p l a i n the research p r o j e c t . I n t o t a l , t h i s endeavour to persuade 

fi r m s t o p a r t i c i p a t e consumed approximately nine months of the w r i t e r ' s 

time. 

Eventually, the r e s u l t s of the f i r m s ' decisions a r r i v e d and 

d i s a p p o i n t i n g l y , only f i v e f i r m s agreed to p a r t i c i p a t e i n the study. 

I n the main, the reasons why the other f i r m s had refused to help can be 

a t t r i b u t e d t o : 

E x t e r n a l demands which exerted heavy pressure on senior management 

and thus prevented them from p a r t i c i p a t i n g i n the research 

(Appendix 5 ) . 

I n t e r n a l d i f f i c u l t i e s which r e q u i r e d senior executives to give 

absolute p r i o r i t y to t h e i r o r g a n i z a t i o n a l d u t i e s and avoid non­

e s s e n t i a l matters l i k e g i v i n g co-operation t o academic researchers 

(Appendix 6) . 

Just before the main f i e l d w o r k could commence, two of the f i v e f i rms 

who had i n i t i a l l y consented to p a r t i c i p a t e i n the research were dropped 

from the sample. One f i r m was dropped because i t f i n a l l y decided to 

only a l l o c a t e a corporate and a group executive to the research p r o j e c t . 

Clearly, t h i s minute a l l o c a t i o n i s unacceptable as the data produced w i l l 

not be s u b s t a n t i a l enough to provide an accurate i n s i g h t i n t o the 
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i n t e r a c t i o n s between corporate and d i v i s i o n a l managements. As f o r the 

second f i r m , i t was dropped because i t wanted the w r i t e r to modify h i s 

questionnaire and expectations a n a l y s i s forms to " s u i t the p r e v a i l i n g 

atmosphere of the o r g a n i z a t i o n " (verbatim quote of the management 

development d i r e c t o r of t h i s f i r m ) . A f t e r c a r e f u l c o n s i d e r a t i o n , the 

w r i t e r decided against consenting t o any m o d i f i c a t i o n i n order t o keep 

the research on i t s o r i g i n a l t r a c k and t o prevent the q u a l i t y of the 

research and i t s f i n d i n g s from being compromised. 

At t h i s stage, the research programme was e n t e r i n g i n t o i t s t w e n t y - t h i r d 

month and as soon as the f i n a l consent was received from the three f o c a l 

f i r m s , the mam f i e l d w o r k was immediately launched. Even as the study 

of the three f o c a l firms was i n progress, vigorous attempts were made 

to persuade another 6 firms who had p r e v i o u s l y expressed i n t e r e s t but 

had refused t o p a r t i c i p a t e becaase of the pressure from t h e i r o r g a n i z a t i o n a l 

duties t o reconsider t h e i r decisions (Appendix 7 ) . As some s i x months 

had elapsed since they were f i r s t approached, the w r i t e r had hoped t h a t 

by the time a second approach was made, the firms might f i n d themselves 

i n a more conducive s i t u a t i o n to o f f e r t h e i r help. U n f o r t u n a t e l y , t h i s 

was not the case and the w r i t e r had t o make the best of the s i t u a t i o n and 

work as p r o d u c t i v e l y as possible w i t h the three f i r m s who a c t u a l l y 

p a r t i c i p a t e d . 

I n order to preserve the anonymity of the three f o c a l f i r m s , they were 

code-named ALPHA, BETA and SIGMA. I n a d d i t i o n t h e i r r e s p e c t i v e d i v i s i o n s 

which had been selected f o r d e t a i l e d study were code-named Alpha, Beta 

and Sigma (Note the c a p i t a l l e t t e r s reference f o r the firms and small 

l e t t e r s reference f o r the d i v i s i o n s ) . 
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B- DATA COLLECTION AND SAMPLE BREAKDOWN 

With hypothesis t e s t i n g and case analysis as the o b j e c t i v e of t h i s 

research, more than one data c o l l e c t i o n method and d i f f e r e n t measures 

were used f o r each v a r i a b l e t o secure broader e m p i r i c a l coverage. I n 

a d d i t i o n , as the t h r u s t of t h i s research i s toward h i t h e r t o unexplored 

grounds, t h i s multimethod and multimeasure data c o l l e c t i o n approach which 

though i s more time-consuming, i s necessary t o ensure t h a t the 

i n v e s t i g a t i o n w i l l be systematic and comprehensive. I n the main, the 

data was c o l l e c t e d from the three f o c a l firms by the f o l l o w i n g ways* 

Through the examination of documents t h a t were made a v a i l a b l e by 

company management; f o r example- o r g a n i z a t i o n c h a r t s , performance 

data, w r i t t e n goal statements, planning and budgetary documents, 

c a p i t a l p r o j e c t requests, and procedure manuals. 

Through the conduct of semi-structured but open-ended i n t e r v i e w s 

based on a standard schedule (Appendices 8, 9, 10). 

Through the a d m i n i s t e r i n g of the NOCAM Questionnaire (Appendices 11, 12). 

Through the a d m i n i s t e r i n g of the Expectations-Analysis Forms 

(Appendices 13, 14). 

The sequence which the data were c o l l e c t e d was time phased so t h a t each 

successive step could provide the w r i t e r w i t h an o p p o r t u n i t y t o e x p l a i n 

the purpose, i n s t r u c t i o n s , and o f f e r assistance t o the respondents t o 

complete t h e i r newly received research documents as w e l l as an 

op p o r t u n i t y t o r a i s e any queries concerning the i n f o r m a t i o n which they 

had provided i n t h e i r p r e v i o u s l y submitted documents. I n t h i s way, 

u s e f u l e l a b o r a t i o n s , i n c i d e n t - e x e m p l i c a t i o n s or e l u c i d a t i o n s can be 

obtained t o s u b s t a n t i a t e and c l a r i f y the more complex o r g a n i z a t i o n a l 
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issues t h a t were r a i s e d by the respondents i n e i t h e r the questionnaire 

or expectation forms. 

I n t o t a l , t h i r t y - f i v e respondents p a r t i c i p a t e d i n the research study and 

they were a l l senior executives at the corporate, group and d i v i s i o n a l 

l e v e l i n the f o c a l f i r m s . The sample breakdown f o r the corporate and 

divisional groupings as w e l l as the number of i n t e r v i e w s , questionnaires 

and expectation-analysis forms t h a t were obtained from them i s shown i n 

Table 2-1. The p o s i t i o n t i t l e s of the respondents are l i s t e d i n Appendix 17. 

INSTRUMENT DESIGN AND PILOT STUDY 

1. Expectations Analysis Forms 

The key areas where corporate o f f i c e r s and d i v i s i o n a l managers are 

l i k e l y to encounter work challenges and conduct i n t e r a c t i v e r e l a t i o n s h i p s 

w i t h each other were o r i g i n a l l y conceived by the w r i t e r and aided i n the 

process by e x t e n s i v e l y surveying a large volume of r e l e v a n t contemporary 

l i t e r a t u r e s ^ t o 30) _ Following the p i l o t study and upon the 

suggestions of those respondents who p a r t i c i p a t e d i n the t e s t run, the 

expectation analysis forms were s l i g h t l y m o d i f ied along the f o l l o w i n g 

l i n e s . 

The terms of four of the key areas were rephrased t o ensured t h e i r 

i n d i v i d u a l d i s t i n c t i v e n e s s . 

The d e f i n i t i o n s of s i x of the key areas were reworded t o improve 

r e a d a b i l i t y and c l a r i t y . 

The answer codes f o r a s c e r t a i n i n g the r e l a t i v e importance and 

s a t i s f a c t i o n of expectations were reversed to allow the respondents 

to remain i n the same frame of mind as evolved when answering the 

previous question. 
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The f u l l v e r s i o n of the expectation analysis forms i s presented i n 
Appendix 14 and the i n s t r u c t i o n s f o r g u i d i n g the completion of the 
forms as w e l l as the d e f i n i t i o n s of each of the 29 key areas are 
presented i n Appendix 13. 

2. The Nature of O r g a n i z a t i o n a l C o n f i g u r a t i o n , Arrangements and M i l i e u 
(NOCAM) Questionnaire 

This questionnaire was designed to capture i n f o r m a t i o n p e r t a i n i n g t o 40 

major aspects of managing d i v i s i o n a l i s e d o r g a n i z a t i o n s . Two versions of 

the questionnaire were designed t o s u i t the d i f f e r e n t background of the 

corporate (group) and d i v i s i o n a l respondents. For example the question 

about how d i v i s i o n a l managers f e e l about the leadership q u a l i t y of t h e i r 

corporate o f f i c e r s i s s t r i c t l y reserved f o r d i v i s i o n a l respondents and 

as such, has been omitted from the v e r s i o n t h a t was administered to 

corporate respondents. 

This questionnaire was also p r e - t e s t e d i n the p i l o t stage and the 

important amendments as suggested by the respondents and undertaken were. 

The rewording of seven question items to improve r e a d a b i l i t y and 

c l a r i t y . 

The o m i t t i n g of s i x i n t r o d u c t o r y questions about the background 

c h a r a c t e r i s t i c s of the f o c a l f i r m s . I t was f e l t t h a t these questions 

need to be answered once and t h a t more accurate answers can be 

obtained by d i r e c t i n g the questions to a p p r o p r i a t e respondents during 

the i n t e r v i e w session. Thus, questions about i n t e r - d i v i s i o n a l 

purchases were d i r e c t e d to the procurement d i r e c t o r or sales turnover 

to the marketing d i r e c t o r . 

The f u l l v e r s i o n of the d i v i s i o n a l questionnaire and the corporate 

questionnaires are presented i n Appendices 11 and 12. 
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3. I n t e r v i e w Formats 

I n a d d i t i o n to those questions t h a t were inc o r p o r a t e d i n the expectations 

analysis forms and the NOCAM questionnaire, e n t i r e l y d i f f e r e n t sets of 

questions were used t o s t r u c t u r e i n t e r v i e w s w i t h the p a r t i c i p a t i n g members 

of the f o c a l firms who played an important r o l e i n c o r p o r a t e - d i v i s i o n a l 

r e l a t i o n s h i p s . These namely, are the major corporate executives, 

corporate s t a f f , group executives, d i v i s i o n a l general managers, and 

d i v i s i o n a l f u n c t i o n a l managers. 

The f u l l v e r s i o n of the i n t e r v i e w formats f o r these members are presented 

i n Appendices 8, 9 and 10. 

4. The P i l o t Study 

The purpose of undertaking t h i s p i l o t study can be summarized as: 

To pre t e s t and improve on those f i e l d w o r k instruments described 

above. 

To estimate the l e n g t h of time each respondent w i l l need t o devote 

to the research exercise so t h a t a ti m e - t a b l e f o r checking on progress 

and preventing bottlenecks can be drawn up. 

To determine the c r i t i c a l p o i n t s of the research exercise when the 

w r i t e r must then be p h y s i c a l l y present to a s s i s t and encourage the 

respondents to complete t h e i r given research m a t e r i a l s . 

To decide on the best time schedule f o r a d m i n i s t e r i n g the f i e l d w o r k 

instruments so t h a t the respondents w i l l be given ample o p p o r t u n i t i e s 

to query and seek help on any areas where they may have doubts or 

d i f f i c u l t i e s . 

To analyse and check the respondents' suggestions as w e l l as the data 

they may provide i n t h e i r research documents so as to ensure t h a t 
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there i s no compelling reason to r e q u i r e a s t r a t e g i c or t a c t i c a l 

change i n the t h e o r e t i c a l reasonings or data capture approach to be 

used i n the main f i e l d study. 

The p i l o t study proper was conducted amongst the f o l l o w i n g respondents* 

The corporate chairman, corporate f i n a n c i a l d i r e c t o r and group 

managing d i r e c t o r of f i r m ALPHA. 

The d i v i s i o n a l p l a n t d i r e c t o r , procurement and personnel managers 

of f i r m SIGMA 

O r i g i n a l l y , the w r i t e r had planned some respondents, from each of the 

three f o c a l f i r m s , to represent each of the four senior corporate and 

d i v i s i o n a l management l e v e l s to p a r t i c i p a t e i n the p i l o t study. However, 

such a plan had t o be abandoned when great d i f f i c u l t y was encountered i n 

t r y i n g to secure the co-operation of more respondents to p a r t i c i p a t e i n 

the p i l o t as w e l l as the main f i e l d study and as the research programme 

was then e n t e r i n g i n t o the f i f t e e n t h month, f u r t h e r delays i n launching 

the p i l o t study could have d e t r i m e n t a l e f f e c t s on the a b i l i t y t o conclude 

the whole research w i t h i n the three year f u l l - t i m e p e r i o d scheduled f o r . 

(see Appendix 1 f o r a progress breakdown of t h i s research programme) 

Moreover, the w r i t e r f e l t t h a t w i t h the help of those respondents named 

e a r l i e r , the primary o b j e c t i v e of seeking a r e p r e s e n t a t i v e spread over 

the four management l e v e l s had already been met and any a d d i t i o n a l 

respondents would only c o n t r i b u t e m a r g i n a l l y to the p i l o t study r e s u l t s . 

Therefore, r a t h e r than r i s k any adverse complications to the whole research 

programme, the p i l o t study was promptly conducted amongst the s i x 

a v a i l a b l e respondents. 
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A« LEVEL OF MEASUREMENT 

The v a r i a b l e s t h a t were i n v e s t i g a t e d i n t h i s research were measured and 

scored along three l e v e l s . F u l l d e s c r i p t i o n of these v a r i a b l e s 

can be found i n Appendices 11, 12 and 14. 

1. The Norminal or C l a s s i f i c a t o r y Scale 

A m i n o r i t y of the v a r i a b l e s belonged t o t h i s l e v e l o f measurement. 

T y p i c a l l y , the v a r i a b l e s were so measured because they could be 

s t r a i g h t f o r w a r d l y c l a s s i f i e d i n accordance t o t h e i r presence or absence, 

equivalence or s i m i l a r i t y , or non-equivalence or d i s s i m i l a r i t y . 

For example: i n e s t a b l i s h i n g the absence or presence of the d i f f e r e n t 

key expectation areas i n each of the sampled f i r m s , a norminal scale was 

employed which ranged from 1 (present) t o 2 (absen t ) . 

2. The Ordinal or Ranking Scale 

A m a j o r i t y of the v a r i a b l e s belonged t o t h i s l e v e l of measurement. 

T y p i c a l l y , the v a r i a b l e s were so measured because the r e l a t i o n s amongst 

cases i n d i f f e r e n t categories of a scale could be est a b l i s h e d . Some 

common r e l a t i o n s amongst cases in c l u d e d being more or less desirous, 

more or less s a t i s f i e d , of greater or lesser importance, or of greate r 

or lesser propensity. 

For example* i n e s t a b l i s h i n g the l e v e l of d e s i r a b i l i t y as held by 

d i f f e r e n t cases f o r a p a r t i c u l a r approach f o r managing d i v i s i o n s , an 

o r d i n a l scale which ranged from 1 (completely undesirable) t o 5 ( v e r y 

d e s i r a b l e was employed. 
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3. The I n t e r v a l Scale 

A m i n o r i t y of the v a r i a b l e s belonged to t h i s l e v e l of measurement. 

T y p i c a l l y , the v a r i a b l e s were so measured because the i n t e r v a l s or 

distances between sets of two numbers on a scale were of known s i z e . 

For example: i n e s t a b l i s h i n g the a c t u a l l e v e l of p r o f i t a b i l i t y of a 

f i r m where the equivalence, d i f f e r e n c e or r a t i o of any two i n t e r v a l s 

could be ascertained, an i n t e r v a l scale which ranged from 1 ( r e p r e s e n t i n g 

up t o 20% of the planned l e v e l of p r o f i t a b i l i t y ) to 5 representing 1007<, 

of the planned l e v e l of p r o f i t a b i l i t y ) was employed. 

B. NONPARAMETRIC STATISTICAL TESTS 

Due t o the e x p l o r a t o r y nature of t h i s research and the r e l a t i v e l y small 

but d e t a i l e d f i e l d study t h a t was undertaken, the w r i t e r considered i t 

best not t o make any claims about the parameters of the po p u l a t i o n from 

which the sample was drawn. Moreover, no assumption about whether the 

popu l a t i o n i s normally d i s t r i b u t e d or whether the po p u l a t i o n has the 

same variance or a known r a t i o of variances can be made or argued f o r 

as no large scale survey i n f o r m a t i o n of t h e po p u l a t i o n e x i s t s to j u s t i f y 

making such assumption. Therefore, faced w i t h t h i s i n a b i l i t y t o make 

such antecedent assumption about the p o p u l a t i o n , parametric s t a t i s t i c a l 
(2) 

t e s t s have t o be r e j e c t e d f o r t h i s research study. 

The a l t e r n a t i v e course i s t o employ nonparametric s t a t i s t i c a l t e s t s 

f o r analysing the acquired f i e l d data. With the exception of r e q u i r i n g 

t h a t the observations are independent and t h a t the v a r i a b l e s under study 

have u n d e r l y i n g c o n t i n u i t y , non parametric s t a t i s t i c a l t e s t s do not 

sp e c i f y conditions about the parameters of the p o p u l a t i o n . Moreover, 

non parametric t e s t s do not r e q u i r e measurement so strong as t h a t 
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r e q u i r e d f o r the p a r a m e t r i c t e s t s , t h a t i s , most non p a rametric t e s t s 

can r e a d i l y accomodate data measured i n an o r d i n a l and nominal s c a l e , 

as w e l l as s m a l l sample without any s i g n i f i c a n t e f f e c t s upon t h e i r power-

( 3 ) 

e f f i c i e n c y or power to r e j e c t the n u l l h y pothesis (Ho) , I t i s 

a f t e r weighing these c o n s i d e r a t i o n s that non parametric s t a t i s t i c a l t e s t s 

were decided as a p p r o p r i a t e and a c c o r d i n g l y , s e l e c t e d for a n a l y s i n g the 

data of t h i s r e s e a r c h study. 

C. STATISTICAL-INFERENCE PARAMETER 

Sinc e the sample of i n d u s t r i a l firms chosen fo r t h i s r e s e a r c h study i s 

m no way a random r e p r e s e n t a t i o n of some l a r g e r population, no i n f e r e n c e 

of u n i v e r s a l a p p l i c a b i l i t y i s intended beyond our immediate sample. 

E s s e n t i a l l y , t h i s i s a contingency p i e c e of r e s e a r c h which probes the 

unique s i t u a t i o n s of the f o c a l firms and the manner which they manage 

t h e i r d i v i s i o n s . Thus, the i n t e n t of the s t a t i s t i c a l t e s t s i s p r i m a r i l y 

to e s t a b l i s h whether or not any r e l a t i o n s h i p s observed could have been 

a t t r i b u t e d to chance v a r i a t i o n s i n the data. However, where there a r e 

other i n d u s t r i a l firms which possess s i m i l a r o r g a n i z a t i o n a l c h a r a c t e r i s t i c s 

and s i t u a t i o n a l c h a l l e n g e s as those of the f o c a l f i r m s , i t i s p o s s i b l e 

that any r e l a t i o n s h i p s which proved u n l i k e l y to be due to chance alone 

may be a p p l i c a b l e to them as w e l l . 

D. STATISTICS EMPLOYED 

The Michigan I n t e r a c t i v e Data A n a l y s i s System (MIDAS), as developed by 

the S t a t i s t i c a l R e s e a r c h Laboratory (SRL) of the U n i v e r s i t y of Michigan, 

and the S t a t i s t i c a l Package f o r the S o c i a l S c i e n c e s (SPSS), as developed 
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by the U n i v e r s i t y of Chicago, were used to conduct the f o l l o w i n g t e s t s . 

I n a d d i t i o n , a two-part programme w r i t t e n i n F o r t r a n and code-named 

IFAME I & I I ( I n d i c e s Formation And Means E x t r a c t i o n ) was s p e c i a l l y 

designed to compute the means of i n d i c e s or c a t e g o r i e s of s e p a r a t e items 

s e r v i n g to measure some l a r g e r phenomena, concepts or c o n s t r u c t s ( s o u r c e 

documentation i s presented i n Appendices 15 and 1 6 ) . 

1. The Mann-Whitney U T e s t 

T h i s t e s t r e q u i r e s a t l e a s t o r d i n a l measurement and i s used to t e s t 

whether two independent groups have been drawn from the same popul a t i o n . 

I t has a p o w e r - e f f i c i e n c y which approaches 3/TT = 95.5 per cent as N 

(4) 

i n c r e a s e s and i s c l o s e to 95 per cent f o r moderate s i z e d samples 

I n a d d i t i o n , i t has the c a p a b i l i t y to make ap p r o p r i a t e c o r r e c t i o n f o r 

t i e d responses so t h a t the v a l u e of the p r o b a b i l i t y (p) a s s o c i a t e d w i t h 

the observed data under Ho w i l l be s l i g h t l y s m a l l e r or " c o n s e r v a t i v e " 

i n n a ture. 

2. The K e n d a l l C o e f f i c i e n t of Concordance (W) 

T h i s t e s t r e q u i r e s at l e a s t o r d i n a l measurement and i s used to measure 

the r e l a t i o n s h i p amongst s e v e r a l rankings of N o b j e c t s or v a r i a b l e s . 

For example- W was used to express the degree of a s s o c i a t i o n amongst 

K s e t s of rankings to t e s t the degree of r e l i a b i l i t y of c e r t a i n v a r i a b l e s 

t h a t were employed i n the r e s e a r c h q u e s t i o n n a i r e . 

3. The Sign T e s t 

T h i s t e s t r e q u i r e s a t l e a s t o r d i n a l measurement and i s used to t e s t 

whether two c o n d i t i o n s are d i f f e r e n t . Each s u b j e c t i s used as h i s own 

c o n t r o l i n the t e s t i n g of some extraneous v a r i a b l e s . The power 

e f f i c i e n c y of the s i g n t e s t i s about 95 per cent for N = 6, but i t 
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d e c l i n e s as the s i z e of the sample i n c r e a s e s to an eventual ( a s y m p t o t i c ) 
e f f i c i e n c y of 63 per cent ^ \ 

4. The Wilcoxon Matched-Pairs Signed-Ranks T e s t 

U n l i k e the Sign T e s t which only c o n s i d e r s the d i r e c t i o n of the 

d i f f e r e n c e s with p a i r s of c o n d i t i o n s , the Wilcoxon T e s t c o n s i d e r s both 

the r e l a t i v e magnitude and the d i r e c t i o n of the d i f f e r e n c e s . As such, 

t h i s t e s t which has a p o w e r - e f f i c i e n c y of 95.5 per cent i s a more 

powerful t e s t . Moreover, as t h i s t e s t could accomodate a sample of 

N > 6 without s i g n i f i c a n t e f f e c t on the t e s t e f f i c i e n c y , i t s e r v e s as 

a u s e f u l complement to the Sign T e s t ^ \ 

5. The Spearman Rank C o r r e l a t i o n C o e f f i c i e n t ( r s ) 

T h i s s t a t i s t i c , sometimes c a l l e d rho i s used to measure the degree of 

a s s o c i a t i o n between p a i r s of v a r i a b l e s . The main c o n s i d e r a t i o n 

u n d e r l y i n g the usage of t h i s s t a t i s t i c i s t h a t both v a r i a b l e s must be 

measured i n a t l e a s t o r d i n a l s c a l e so that the o b j e c t s or i n d i v i d u a l s 

under study may be ranked i n two ordered s e r i e s . As for the l e v e l of 

p o w e r - e f f i c i e n c y , t h i s s t a t i s t i c , when compared to the par a m e t r i c 

Pearson C o r r e l a t i o n , i s about 91 per cent ^ \ That i s , i f a 

c o r r e l a t i o n between X and Y e x i s t s m tha t population, w i t h 100 ca s e s 

Spearman w i l l r e v e a l t h a t c o r r e l a t i o n a t the same l e v e l of s i g n i f i c a n c e 

which Pearson a t t a i n s w i t h 91 c a s e s . 

2 
6. The Friedman Two-Way A n a l y s i s of V a r i a n c e by Ranks (Xr ) 

Th i s t e s t r e q u i r e s a t l e a s t o r d i n a l measurement and i s used to t e s t 

whether the K r e l a t e d samples could probably come from the same 

population w i t h r e s p e c t to mean ranks. That i s , i t i s an o v e r a l l t e s t 

of whether the s i z e of the s c o r e s depended on the c o n d i t i o n s under which 



34 

2 they were y i e l d e d . Though the e x a c t power of the Xr t e s t i s not 
(8) 

documented, Friedman has r e p o r t e d v e r y favourable r e s u l t s for the 
2 

Xr t e s t when compared w i t h the p a r a m e t r i c F t e s t . According to 
Friedman's i n f o r m a t i o n , i t i s v i r t u a l l y i m p o s s i b l e to s t a t e which of the 

2 

two t e s t s i s more powerful. Moreover, the Xr t e s t has the f u r t h e r 

advantage of being a b l e to compute p r o b a b i l i t i e s even for a v e r y s m a l l 

sample, t h a t i s f o r K>3 and H>_2. 

E. VALIDITY AND RELIABILITY 

1. V a l i d i t y 

The o b j e c t i v e of checking for v a l i d i t y i s to ensure that the r e s e a r c h 

instrument used i n t h i s study measures what i t i s supposed to be 

measuring, and not something e l s e ^ \ The p r i n c i p l e s t e p s taken 

to ensure v a l i d i t y are. 

Pre t e s t i n g the NOCAM (Nature of O r g a n i z a t i o n a l C o n f i g u r a t i o n , 

Arrangements and M i l i e u ) Q u e s t i o n n a i r e and E x p e c t a t i o n s A n a l y s i s 

Forms a t the p i l o t stage of the r e s e a r c h . T h i s step i s taken to 

ensure t h a t the questions w i l l be c l e a r and f r e e from any a m b i g u i t i e s . 

Any u n c e r t a i n t i e s r a i s e d about the questions were promptly removed 

by making ap p r o p r i a t e m o d i f i c a t i o n s or changes to them. 

D i s c u s s i n g with the respondents the adequacy of the s c a l e s used. 

T h i s i s to ensure t h a t the s c a l e s would be adequately anchored to 

minimize any i n t e r r e s p o n d e n t e r r o r s i n magnitude p e r c e p t i o n . 

Requesting the respondents to e l a b o r a t e on v a r i o u s a s p e c t s of t h e i r 

answers, as they had provided i n t h e i r q u e s t i o n n a i r e and e x p e c t a t i o n 

a n a l y s i s forms, during the i n t e r v i e w s e s s i o n s . By t h i s p r o c e s s , one 
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can check that the instruments are powerful enough to e x t r a c t 

a p p r o p r i a t e i n f o r m a t i o n of the r e q u i r e d kind. 

D i s c u s s i n g w i t h the respondents the s i g n i f i c a n c e and i m p l i c a t i o n s 

of the d i f f e r e n t q u e s t i o n n a i r e items. Wherever s i n g l e items are 

suspected to be inadequate to serve as s o l e i n d i c a t o r of a 

phenomenon, concept or c o n s t r u c t , i n d i c e s comprising of m u l t i p l e 

items a r e c o n s t r u c t e d to serve as the measure. 

Comparing the respondents' answers with documents that are made 

a v a i l a b l e by the company management. By t h i s p r o c e s s , one can 

check t h a t the questions do d i s c r i m i n a t e i n ways which would be 

t h e o r e t i c a l l y expected and thus, have c o n s t r u c t v a l i d i t y . 

2. R e l i a b i l i t y 

The o b j e c t i v e of checking for r e l i a b i l i t y i s to ensure t h a t any 

v a r i a t i o n i n r e s u l t s i s not due to i n c o n s i s t e n c i e s i n the measuring 

instru m e n t s . To a l a r g e e x t e n t , the pr e c a u t i o n s taken to ensure the 

v a l i d i t y of the measuring instruments have c o n t r i b u t e d to improving 

i t s r e l i a b i l i t y . I n a d d i t i o n , two steps were a l s o undertaken to 

ensure r e l i a b i l i t y . 

F i r s t l y , as pointed out by S i e g e l i n b e h a v i o u r a l s c i e n t i f i c 

r e s e a r c h the very p r e c i s e measurement of a v a r i a b l e which has 

un d e r l y i n g c o n t i n u i t y i s u n l i k e l y and the p r o b a b i l i t y of o b t a i n i n g 

non-tied s c o r e s i s v i r t u a l l y n i l . F o r t u n a t e l y , S i e g e l had a d v i s e d 

t h a t such i m p r e c i s i o n can be amel i o r a t e d and r e l i a b i l i t y enhanced 

by g i v i n g t i e d o b s e r v a t i o n s the average of the ranks they would 

have had i f no t i e s had occurred. A c c o r d i n g l y , t h i s a d v i c e has 

been adhered to w h i l s t computing the s t a t i s t i c s f o r t i e d o b s e r v a t i o n s . 
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Secondly, as i t has o f t e n been pointed out, a l l t h a t i s normally 

r e q u i r e d f o r a high degree of r e l i a b i l i t y i s adequate " c o n t r o l over 
( 12) 

the t e s t i n g c o n d i t i o n s " . As such, every e f f o r t was made to 

ensure that d i r e c t i o n s f o r completing the r e s e a r c h documents are 

c l e a r , the environment i s comfortable, and ample time i s given to the 

respondents to complete t h e i r r e s e a r c h documents i n order to enhance 

the r e l i a b i l i t y of the measuring instruments. 

Notwithstanding these p r e c a u t i o n a r y s t e p s , a f i n a l check of r e l i a b i l i t y 

was made by applying the K e n d a l l C o e f f i c i e n t of Concordance (W) t e s t to 

c e r t a i n items of the NOCAM q u e s t i o n n a i r e . The r a t i o n a l e u n d e r l y i n g t h i s 

t e s t i s t h a t i f a measure i s r e l i a b l e and i f the v a r i a b l e which i s being 

measured i s of an impersonal and f a c t u a l k i n d, then there should be a t 

l e a s t some concordance amongst the answers of the d i f f e r e n t respondents. 

As for the choice of measure to be t e s t e d , i t was decided t h a t the 

Ex p e c t a t i o n s A n a l y s i s Forms would not be s u i t a b l e f o r t e s t i n g as the 

instrument has been s p e c i a l l y designed to tap the unique e x p e c t a t i o n s of 

each respondent and as such, the responses obtained f o r each v a r i a b l e 

may i n h e r e n t l y be d i f f e r e n t or a t v a r i a n c e to each other. As for the 

NOCAM q u e s t i o n n a i r e , only those items not designed to capture the 

s u b j e c t i v e opinions of the respondents or where previous estimate of 

r e l i a b i l i t y i s u n a v a i l a b l e were s e l e c t e d for t e s t i n g . Taking these 

c o n s i d e r a t i o n s i n t o account, a t o t a l of 97 questi o n items covering 

i s s u e s about competition, management philosophy, goal s e t and management 

systems were t e s t e d . 

From the r e s u l t s as compiled i n Table 3-1, once can i n t e r p r e t a high 

or s i g n i f i c a n t v a l u e of W as meaning that the respondents "are applying 
( 13) 

e s s e n t i a l l y the same standard i n ranki n g the N o b j e c t s under study" 
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T h i s allows us to conclude with reasonable assurance that the agreement 

amongst the respondents for the d i f f e r e n t items t e s t e d i s higher than 

i t would be by chance. The very low p r o b a b i l i t y under Ho a s s o c i a t e d 

with the observed v a l u e of W enables us to r e j e c t the n u l l h y pothesis 

t h a t the respondents' r a t i n g s a re u n r e l a t e d to each other. Thus, 

one can conclude t h a t the instrument as t e s t e d i s r e l i a b l e . 
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A. BACKGROUND INFORMATION ON FIRM ALPHA 

F i r m ALPHA had i t s i n c e p t i o n i n 1851 and ov e r a p e r i o d o f a c e n t u r y and 

a q u a r t e r t h e 'theme' o f i t s g r o w t h has been t h e d e s i g n and m a n u f a c t u r e 

o f l i g h t e n g i n e e r i n g and e l e c t r o n i c d e v i c e s and systems, and t h e 

e x p l o i t a t i o n o f t h e m a r k e t s f o r such p r o d u c t s . 

R e c e n t l y , l a r g e l y by a c q u i s i t i o n , f i r m ALPHA has e n t e r e d t h e q u i t e 

s e p a r a t e b u s i n e s s o f d i s t r i b u t i o n whereupon a number o f s u b s i d i a r y 

companies a r e i n v o l v e d t o v a r y i n g degrees o f s p e c i a l i s a t i o n as 

w h o l e s a l e r s o r r e t a i l e r s o f v a r i o u s p r o d u c t i t e m s . These i t e m s a r e n o t 

ma n u f a c t u r e d w i t h i n f i r m ALPHA and a r e used g e n e r a l l y m ' m o t o r i n g ' , 

and m t h e s e r v i c i n g o f v e h i c l e s , i n d u s t r i a l p l a n t s and machinery. 

The r a t i o n a l e u n d e r l y i n g t h i s move i s t o c o n t r o l d i s t r i b u t i o n n e t w o r k s 

t h r o u g h w h i c h o t h e r s a l e a b l e p r o d u c t s f l o w and which a l s o have t h e 

p o t e n t i a l f o r h a n d l i n g i t s own p r o d u c t s . 

F i r m ALPHA employs 21,000 people m t h e U n i t e d Kingdom. The main 

overseas s u b s i d i a r i e s a r e e s t a b l i s h e d m A u s t r a l i a , South A f r i c a , Sweden, 

U.S.A. and Canada. I n a d d i t i o n , t h e p r o d u c t s and s e r v i c e s o f t h e 

U n i t e d Kingdom a c t i v i t i e s a r e r e p r e s e n t e d by a s u b s t a n t i a l network o f 

agents and d i s t r i b u t o r s c o v e r i n g most c o u n t r i e s o f t h e w o r l d . 

A t t h e t i m e o f t h i s r e s e a r c h s t u d y , f i r m ALPHA c o n s i s t e d o f t w e n t y - f o u r 

d i v i s i o n s c l u s t e r e d i n t o s i x m a j o r group o r g a n i s a t i o n s , each under t h e 

c o n t r o l o f a Group Managing D i r e c t o r . The b u s i n e s s o f t h e s e groups 

i n c l u d e d t h e m a n u f a c t u r e o f v e h i c l e , aerospace, m a r i n e , m e d i c a l , 

t u b i n g and b u i l d i n g , a i r moving and h y d r a u l i c equipment, c l o c k s , r a d i o s , 

c e r a mics and i n d u s t r i a l equipments. 

D i v i s i o n A l p h a had i t s o r i g i n s as a p r i v a t e l y owned company whi c h was 
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founded a t t h e b e g i n n i n g o f t h e l a s t war. I t s modest b e g i n n i n g was i n 

t h e b u s i n e s s o f m a n u f a c t u r i n g d e n t a l p r o d u c t s f r o m p l a s t i c m a t e r i a l s . 

The company p i o n e e r e d v a r i o u s m a n u f a c t u r i n g t e c h n i q u e s such as t h e 

b l o w i n g o f n y l o n f i l m and t h e e x t r u s i o n o f n y l o n t u b i n g i n s i z e s and 

shapes w h i c h had never been t a c k l e d s u c c e s s f u l l y b e f o r e . I t s fame as an 

i n n o v a t i v e company grew and e v e n t u a l l y came t o t h e n o t i c e o f f i r m ALPHA 

who m 1957 a c q u i r e d and absorbed i t i n t o t h e p a r e n t group. The b a s i c 

r e a s o n f o r t h e a c q u i s i t i o n was t o o b t a i n f o r one o f t h e o t h e r s u b s i d i a r i e s 

t h e know-how t h a t was u r g e n t l y needed m t h e m a n u f a c t u r e o f n y l o n 

t u b i n g f o r a i r c r a f t and a u t o m o b i l e s , t h e m a i n s t a y o f t h e s u b s i d i a r y ' s 

b u s i n e s s . 

Though t h e a c q u i s i t i o n meant g i v i n g away t e c h n i c a l e x p e r t i s e m an a r e a 

t h A t was v i r t u a l l y e x c l u s i v e t o d i v i s i o n A l p h a , i t a l s o meant t h a t by 

b e l o n g i n g t o a l a r g e r company, i t can r e a p t h e b e n e f i t s o f f i n a n c i a l 

s e c u r i t y and a f i r m o r g a n i s a t i o n a l base f r o m w h i c h t o d e v e l o p f u r t h e r 

i n t o t h e m e d i c a l and s u r g i c a l f i e l d s . Today i t i s t h e o n l y d i v i s i o n 

w i t h i n t h e company w h i c h s p e c i a l i z e s m m e d i c a l p r o d u c t s , a sharp 

c o n t r a s t t o o t h e r s i s t e r d i v i s i o n s w h i c h c o n c e n t r a t e on t h e t r a d i t i o n a l 

b u s i n e s s o f m a n u f a c t u r i n g i n d u s t r i a l and l i g h t e n g i n e e r i n g p r o d u c t s . 

N e v e r t h e l e s s , w i t h t h e e x c e p t i o n o f a s h o r t p e r i o d i m m e d i a t e l y 

f o l l o w i n g t h e o i l c r i s i s o f 1973 whi c h t h r e w t h e whole p l a s t i c 

i n d u s t r y i n t o d i s a r r a y , d i v i s i o n A l pha has managed t o a c h i e v e 

u n i n t e r r u p t e d s a l e s g r o w t h t h r o u g h o u t t h e w o r l d . T h i s g r o w t h has been 

f o r m a l l y r e c o g n i s e d when on two o c c a s i o n s i t was p r e s e n t e d w i t h t h e 

Queen's Award t o I n d u s t r y . 

B. BACKGROUND INFORMATION ON FIRM BETA 

F i r m BETA began i n t h e 1820s as a f a m i l y s t e e l b u s i n e s s m S h e f f i e l d 
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and became a p u b l i c company some f o r t y y e a r s l a t e r w i t h a share c a p i t a l 

o f £155,000. F o l l o w i n g t h e n e x t h a l f c e n t u r y i t d eveloped a l e a d i n g 

r o l e m B r i t i s h i n d u s t r y , n o t o n l y m s t e e l , but a l s o m e n g i n e e r i n g , 

s h i p b u i l d i n g , armaments and a v i a t i o n . The need t o e s t a b l i s h p o s i t i o n s 

o f s t r e n g t h m new commercial a c t i v i t i e s was f o r s e e n m t h e 1960s; m a j o r 

a c q u i t i o n s were made m 1965, 1966 and 1969 wh:ch r e s u l t e d i n f i r m 

BETA expanding f r o m i t s t r a d i t i o n a l b u s i n e s s i n t o t h e o f f i c e equipment, 

l i t h o g r a p h i c , p r i n t i n g , o p t i c a l , and sea bed e n g i n e e r i n g b u s i n e s s . 

F i r m BETA employs some 40,000 p e o p l e , o f which 31,000 a r e employed m 

t h e U n i t e d Kingdom. A l t h o u g h i t has m a jor f a c t o r i e s m France, 

West Germany and H o l l a n d , t h e s u b s t a n t i a l p a r t o f i t s overseas 

i n v e s t m e n t s i s c o n c e n t r a t e d m A u s t r a l i a , and Canada. I t owns a t o t a l 

o f t w e n t y - s e v e n d i f f e r e n t d i v i s i o n s which a r e c l u s t e r e d i n t o f i v e 

major groups. Each o f t h e s e groups has a C h i e f E x e c u t i v e who i s 

answerable t o t h e Managing D i r e c t o r o f t h e Company f o r t h e conduct o f 

h i s Group's a c t i v i t i e s . 

D i v i s i o n Beta which b e l o n g s t o t h e E n g i n e e r i n g Group emerged some 

f i f t e e n y e a r s ago f r o m what was o r i g i n a l l y an a i r c r a f t d e s i g n team and 

s i n c e t h e n i t has p r e s s e d f o r w a r d i n e s t a b l i s h i n g i t s e l f m a v a r i e t y 

o f commercial p r o j e c t s . The d i v i s i o n employs d e s i g n e r s , e n g i n e e r s , 

p l a n n e r s , draughtsmen and a l l i e d s t a f f t o u n d e r t a k e complete m u l t i -

d i s c i p l i n a r y t y p e p r o j e c t s . T h e i r s k i l l s range f r o m i n s t r u m e n t a t i o n and 

e l e c t r i c a l power systems t o complex s t r u c t u r a l d e s i g n s , h y d r a u l i c 

systems and m e c h a n i c a l h a n d l i n g i n s t a l l a t i o n s . These t e c h n i c a l 

s p e c i a l i s t s a r e backed up by e x p e r i e n c e d p r o j e c t managers and commercial 

s t a f f . 

A l t h o u g h t h e d i v i s i o n i s i n d e p e n d e n t , i t a l s o draws upon t h e s u p p l i e s , 

e x p e r t i s e and s u p p o r t o f o t h e r d i v i s i o n s m t h e Group when t h e y meet 
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t h e r e q u i r e d s t a n d a r d s . I t i s concerned w i t h a s s e s s i n g , i m p a r t i a l l y , 
t h e t e c h n i c a l , commercial and f i n a n c i a l m e r i t s o f both i n t e r n a l and 
e x t e r n a l equipment s u p p l i e s m o r d e r t o ensure t h a t t h e i r p erformance 
and o p e r a t i o n a l r e l i a b i l i t y a r e adequate and a r e p r o c u r e d a t a c o m p e t i t i v e 
p r i c e f o r i t s c l i e n t s . 

The d i v i s i o n ^ a c t i v i t i e s a r e d i v i d e d i n t o s e p a r a t e g r o u p s , h a n d l i n g 

b o t h p r o d u c t l i n e s and s p e c i a l p r o j e c t s . The S p e c i a l P r o j e c t s Group 

p r o v i d e s t h e a b i l i t y t o c o n t r o l p r o j e c t s r e q u i r i n g i n n o v a t i v e d e s i g n and 

new t e c h n o l o g i c a l t h i n k i n g . The o t h e r g r o u p s , however, p r o v i d e 

s p e c i a l i s e d but more e s t a b l i s h e d t e c h n o l o g y w i t h i n d e f i n e d p r o d u c t a r e a s 

such as m e c h a n i c a l h a n d l i n g , m a l t i n g and g e n e r a t o r main c o n n e c t i o n s . 

C. BACKGROUND INFORMATION ON FIRM SIGMA 

F i r m SIGMA was e s t a b l i s h e d i n t h e e a r l y 1920s t o d i s t r i b u t e sodium lamps 

and n a v i g a t i o n a l equipments. Between 1930 and 1940, i t e n t e r e d a new 

phase i n i t s h i s t o r y by s t a r t i n g t o m a n u f a c t u r e v a r i o u s s m a l l e l e c t r i c a l 

a p p l i a n c e s under l i c e n c e . F o l l o w i n g t h e end o f W o r l d War I I , m a j o r 

d i v e r s i f i c a t i o n was made i n t o t h e m a n u f a c t u r e o f domestic a p p l i a n c e s , 

a u d i o - v i s u a l equipments, m e d i c a l systems, b u s i n e s s equipments and 

aerospace e l e c t r o n i c components. I n r e c e n t y e a r s , f i r m SIGMA has a l s o 

v e n t u r e d i n t o t h e m i c r o - p r o c e s s o r b u s i n e s s i n p a r t n e r s h i p w i t h an 

American c o r p o r a t i o n based m C a l i f o r n i a ' s s i l i c o n - c h i p v a l l e y . Today, 

i t has f o u r t e e n p r o d u c t d i v i s i o n s which a r e c l u s t e r e d i n t o f o u r major 

g r o u p s , namely, t h e E l e c t r o n i c Component Group, A u d i o - V i s u a l Group, 

Large Domestic A p p l i a n c e s Group, and t h e M e d i c a l and Business System 

Group. 

D i v i s i o n Sn'.ma b e l o n g i n g t o t h e E l e c t r o n i c Component Group, was o r i g i n a l l y 

a p r i v a t e l y owned company winch manu f a r t UT ed and marketed v a l ves f o r r a d i o 

u n t i l i t was a c q u i r e d i n t h e l ^ O s . Wi Lh U s knowledge o f t h e 
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a u d i o t e c h n o l o g y , i t r a p i d l y was a b l e t o a c q u i r e know-how o f t h e v i s u a l 

t e c h n o l o g y and t o command a c e n t r a l p o s i t i o n w i t h i n t h e group t o 

m a n u f a c t u r e monochrome and c o l o u r t e l e v i s i o n t u b e s . The m a n u f a c t u r i n g 

process i s such t h a t i t o c c u p i e s an i n t e r m e d i a r y p o s i t i o n a l o n g a 

v e r t i c a l l y i n t e g r a t e d c h a i n . Hence, i t r e c e i v e s a l l t h e necessary 

g l a s s w a r e , c a t h o d e s , shadowmasks, and o t h e r p r e c i s i o n p i e c e - p a r t s f o r 

e l e c t r o n gun assembly f r o m f e e d e d d i v i s i o n s and s u p p l i e s i t s c a t h o d e -

r a y t u b e s t o o t h e r d i v i s i o n s f o r assembly i n t o f i n i s h e d p r o d u c t s . 

D u r i n g t h e mid-1960s, t h e r e was a g r o w i n g c o n c e r n amongst i t s management 

t h a t t h e market f o r c o l o u r t e l e v i s i o n i n Western Europe would expand 

r a p i d l y m t h e coming decade. As a r e s u l t , an e x p a n s i o n programme was 

l a u n c h e d w h i c h b o o s t e d t h e p r o d u c t i o n o f d i v i s i o n Sigma who by t h e t u r n 

o f t h e 1960s was p r o d u c i n g w e l l over a m i l l i o n t u b e s a y e a r . 

U n f o r t u n a t e l y , o v e r t h e l a s t f i v e y e a r s i n t e n s i v e f o r e i g n and l o c a l 

c o m p e t i t i o n m t h e a u d i o - v i s u a l i n d u s t r y has b r o u g h t a s t e e p d e c l i n e 

i n i t s f i r m ' s market share of t e l e v i s i o n s a l e s and t h i s i n t u r n meant 

a f a l l i n demand f o r i t s t u b e s as w e l l . A l t h o u g h t h i s d r op i n 

demand has been p a r t i a l l y compensated by an i n c r e a s e i n s a l e s t o 

overseas s u b s i d i a r i e s , m p a r t i c u l a r t o t h o s e m more a f f l u e n t c o u n t r i e s 

o f South America and Far E a s t , some r a t i o n a l i s a t i o n and c u t - b a c k m 

p r o d u c t i o n was n e c e s s a r y . 

As f o r t h e f u t u r e , t h e s e n i o r e x e c u t i v e s o f d i v i s i o n Sigma have 

expressed much p e r s o n a l o p t i m i s m about t h e i r command of market share f o r 

t h e 1980s. T h e i r main s t r a t e g y f o r r e a l i z i n g t h i s o p t i m i s m h i n g e s on 

t h e i n t r o d u c t i o n o f n o v e l p r o d u c t s based on i d e a s and m a t e r i a l s t h a t 

may s p i n - o f f f r o m t h e m i c r o - p r o c e s s o r b u s i n e s s w h i c h t h e i r p a r e n t 

f i r m i s p r e s e n t l y i n v e s t i n g i n and c o n c e n t r a t i n g i t s e f f o r t s on. However, 

t h e o f f i c i a l o u t l o o k o f d i v i s i o n Sigma, as o u t l i n e d m i t s f i v e y e a r 

s t r a t e g i c pi a n n i n g document commencing f r o m 1980 t o 1985, appeared t o 

p r o j e c t a more c o n s e r v a t i v e e s t i m a t i o n o f what i t i s c a pable o f a c h i e v i n g . 
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REVIEW OF PAST STUDIES AND ANALYTICAL APPROACHES 

The study of o r g a n i z a t i o n a l environment and the n a ture of i t s 

d i r e c t and i n d i r e c t impact upon o r g a n i z a t i o n a l p r o c e s s e s and 

outcomes, though growing i n importance, i s s t i l l i n a formative 

s t a t e . With the i n t r o d u c t i o n of the open-system theory ^ \ 

which p o s t u l a t e s t h a t the e x t e r n a l environment provides d i r e c t 

i n p u t i n t o i n t e r n a l o r g a n i z a t i o n a l o p e r a t i o n s , the t r a d i t i o n a l 

acceptance of the environment as given and the b e l i e f that i t 

has no r o l e to p l a y i n e i t h e r the understanding or the p r a c t i c e 

of management i s s t e a d i l y l o s i n g i t s appeal. I n s t e a d , t h e r e i s now 

an i n c r e a s i n g a p p r e c i a t i o n of the importance of the environment and 

an acceptance t h a t as the environment becomes more complex, the 

o r g a n i z a t i o n must a d j u s t i t s i n t e r n a l s t r u c t u r e and p r o c e s s e s to 

m a i n t a i n or i n c r e a s e i t s e f f e c t i v e n e s s . However, there i s l i t t l e 

consensus beyond t h i s p o i n t . E s s e n t i a l l y , disagreements a r e 

c e n t r e d on two main i s s u e s . 

1. Mapping the Environment 

F i r s t l y , what p o r t i o n of the t o t a l u n i v e r s e should be c o n s i d e r e d 

r e l e v a n t f o r an o r g a n i z a t i o n and as such, should be d e l i m i t e d f o r 

a t t e n t i o n . One suggestion i s t h a t a l l f o r c e s b e l i e v e d to have 

i n f l u e n c e s , no matter how weak they a r e , should be c o n s i d e r e d . 
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Farmer and Richman (2) Schein (3) Clark and McCabe (4) and 

Hesseling and Konnen (5) are proponents of t h i s theme and have 

i n v a r i a b l y grouped these forces i n t o economic, educational, 

l e g a l - p o l i t i c a l and s o c i a l c u l t u r a l c a tegories. I n a sense, 

these categories represent broad segments of the macro 

environment and have aggregated w i t h i n them a range of i n t e r e s t 

groups, associations and c o n s t i t u e n c i e s . C l e a r l y the d i f f i c u l t y 

w i t h t h i s approach i s t h a t i t i s o v e r l y broad and general. I n 

a s i m p l i f i e d manner, t h i s d e f i n i t i o n of the environment represents 

a s t a t e , n a t i o n or geographical area w i t h i n which the o r g a n i z a t i o n 

must operate. I t i s d i f f i c u l t to s p e c i f y and analyse o p e r a t i o n a l l y 

since i n t e r e s t groups, associations and c o n s t i t u e n c i e s not only 

overlap, but form and reform i n attempts t o a l t e r and/or a d j u s t t o 

macro environmental c o n d i t i o n s . I n f a c t , t h i s d i f f i c u l t y of deciding 

the parameters f o r analysis also forms the basis of severe c r i t i c i s m 

of the open-system theory, the harbinger of t h i s approach f o r 

d e f i n i n g the environment. Stated i n simplest terms, t h i s approach 

stresses the a n a l y s i s of a l l e x t e r n a l forces t h a t m a t e r i a l l y a f f e c t 

the t o t a l system. The number of forces i s obviously l i m i t l e s s . At 

what p o i n t does the analyst stop' Where does he close the boundaries 

f o r a n a l y s i s ' 

Another approach i s to concentrate on t h a t p o r t i o n of the environment 

which i s r e l e v a n t f o r o r g a n i z a t i o n goal s e t t i n g and goal attainment 
(6, 7) I t i s a convenient approach which also permits a wide 
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l a t i t u d e of perspectives to be taken i n the study of the e f f e c t s of 

the environment upon managerial a c t i v i t i e s . For example, several 

studies have emerged which show how co n d i t i o n s i n t h i s environmental 
(8) 

segment may a f f e c t managerial perceptions of u n c e r t a i n t y , the 
time spent i n i n t e r n a l versus e x t e r n a l contacts the goals set 

(10) 
by the o r g a n i z a t i o n , the l e v e l o f d i f f e r e n t i a t i o n and i n t e g r a t i o n 

(11) 
of i n t e r n a l s t r u c t u r e and operations and the choice of s t r u c t u r a l 

(12) 

s t r a t e g i e s . Though t h i s approach o f f e r s greater v i s i o n and 

s p e c i f i c i t y , through suggesting which broad sector of the t o t a l 

environment t o examine, i t i s not w i t h o u t i t s problems. F i r s t l y , 

trie o p e r a t i o n a l d e f i n i t i o n s of the r e l e v a n t task environment are 

numerous and un s t r u c t u r e d . I n some cases, general economic and 
(13) 

s o c i e t a l v a r i a b l e s are given considerable emphasis . I n other 
s t u d i e s , the o p e r a t i o n a l d e f i n i t i o n i s l i m i t e d t o s u p p l i e r s , 

(14) 

d i s t r i b u t o r s and stockholders . On the whole, most analyses of 

the environment place an emphasis on those e x t e r n a l e n t i t i e s w i t h 

which the o r g a n i z a t i o n under study i n t e r a c t s . Authors of the 

t r e a t i s e s w i t h i n t h i s f i e l d are content merely to s e l e c t p a r t i c u l a r 

sectors of the environment and r e l a t i n g these to some i n t e r n a l 

arrangements w i t h o u t e x p l o r i n g the ground r u l e s governing the 

e x t e r n a l overtures and i n t e r n a l r e a c t i o n s t h a t are made by the 

or g a n i z a t i o n under observation. More s p e c i f i c a l l y , the for m a t i o n , 

d i r e c t i o n and dynamics of i n f l u e n c e i n t e r f l o w i n g between the 

o r g a n i z a t i o n and i t s task environment i s not given the s l i g h t e s t 

prominence. Small wonder t h a t w i t h o u t understanding the reasons 



46 

why organizations have t o i n f l u e n c e t h e i r task environment and the 

d i f f i c u l t i e s encountered w h i l s t doing so, authors i n t h i s f i e l d are 

o f t e n i n c o n f l i c t over which p a r t i c u l a r sectors of the environment 

are considered r e l e v a n t f o r an o r g a n i z a t i o n . 

2. Measuring Environmental Texture and I m p l i c a t i o n s 

The second issue of conte n t i o n i s i n a s c e r t a i n i n g the s t a t e of the 

environment and i t s impact upon the s u r v i v a l of the o r g a n i z a t i o n . 

One approach i s to look a t the r a t e of change o f the task 

environment and the l e v e l of r i s k i t poses t o the o r g a n i z a t i o n . 

Terreberry and Bennis have suggested t h a t change 

involves a newly developing dynamic homeostasis and t h a t u n t i l an 

or g a n i z a t i o n can estimate the d i r e c t i o n of change and the emergent 

form of s t a b i l i t y , i t cannot a p p r o p r i a t e l y expect t o adapt. How­

ever, as the Lawrence and Lorsh study shows, there are 

various conceptual and o p e r a t i o n a l problems of using change t o 

denote the l e v e l of environmental r i s k . Perhaps, the most c r u c i a l 

being t h a t change may not increase r i s k a t a l l . I n f a c t , 

organizations may p a r t i a l l y , though d e l i b e r a t e l y , a l t e r the 

composition of task environment i f they b e l i e v e i t t o be t h e i r 

best i n t e r e s t . For example, a change i n s u p p l i e r s may be d e s i r a b l e 

to reduce cost. Such a l t e r a t i o n , however, would s p u r i o u s l y increase 

the estimate of r i s k i f i t were equated t o change. Thus, i t would be 

wrong to assume t h a t change can simply be equated w i t h r i s k . 
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Another r i s k r e l a t e d approach suggested f o r assessing the s t a t e of the 

environment i s t h a t concerning the extent of task environment 

heterogeneity. The r a t i o n a l e u n d e r l y i n g t h i s measure i s t h a t where 

elements of the task environment are r e s t r i c t e d t o o r g a n i z a t i o n s , 

they are l i k e l y t o serve d i f f e r e n t s o c i e t a l needs and/or are c o n t r o l l e d 

by d i f f e r e n t s o c i e t a l groupings and they may have separate goal 

s t r u c t u r e s , methods of operation or c o n s t i t u e n c i e s . As the v a r i e t y 

of i n t e r a c t i n g environmental elements increases, the v a r i e t y of 

responses of the group of elements toward an o r g a n i z a t i o n also 

increases. The p r o b a b i l i t y t h a t the actions of one environmental element 

w i l l be accepted by a l l others decreases as the heterogeneity of the 
(18 ) (19) i n t e r a c t i n g elements increases ( A l d r i c h , Thompson ). I n 

other words, as heterogeneity among task environment elements increases, 

the p r o b a b i l i t y of a s t a b l e e q u i l i b r i u m decreases and the r i s k 

increases f o r the o r g a n i z a t i o n as a whole. Two major shortcomings of 

t h i s approach can immediately be discerned. F i r s t l y , i t i s u n l i k e l y 

t h a t an o r g a n i z a t i o n would ever be challenged by a p e r f e c t l y homo­

geneous task environment and as such, i t i s impossible t o operational!ze 

an accurate measure of the l e v e l of heterogeneity w i t h o u t f i r s t having 

a homogeneous baseline. Suppliers, customers, f i n a n c i a l i n s t i t u t i o n s , 

etc. are b a s i c a l l y heterogeneous i n character and i n e m p i r i c a l terms, 

i t i s nearly impossible t o a s c e r t a i n the extent t h a t they are d i f f e r e n t 

from each other. Secondly, the p o s t u l a t i o n t h a t a heterogeneous task 
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environment c o n t r i b u t e s to the l e v e l o f s t a b i l i t y and r i s k 

presented t o an o r g a n i z a t i o n may not always be t r u e . The very 

presence of diverse environmental elements by themselves does 

not a f f e c t the l e v e l of s t a b i l i t y and r i s k t h a t i s encountered 

by the o r g a n i z a t i o n . Instead, i t i s the a c t u a l challenges t h a t 

are posed t o the o r g a n i z a t i o n by environmental elements, who may 

be homogeneous or heterogeneous, which i s the c r u c i a l determinant 

of s t a b i l i t y and r i s k . These challenges provide the very basis 

f o r the o r g a n i z a t i o n t o j u s t i f y i t s existence. They serve t o 

s u s t a i n the l i f e of the o r g a n i z a t i o n when they are e f f i c i e n t l y 

coped w i t h . However, when they are of a formidable nature and are 

not d e a l t w i t h s u c c e s s f u l l y , t h e i r continued presence can only 

prove f a t a l t o the s u r v i v a l of the o r g a n i z a t i o n . I n l a t e r s e c t i o n s , 

the w r i t e r w i l l elaborate on the forms of challenges an o r g a n i z a t i o n 

may encounter but f o r the present, i t s u f f i c e s t o note t h a t i n the 

f i n a l a n a l y s i s i t i s the nature of such challenges and not the 

homogeneity or heterogeneity of e x t e r n a l i t i e s which forms the r i s k 

f a c t o r f o r the o r g a n i z a t i o n . 

Environmental dependency i s another common approach used t o assess 

the s t a t e of the environment. Fundamentally, the l e v e l of dependence 

i s determined by the extent which an o r g a n i z a t i o n r e l i e s upon 

s p e c i f i c elements i n the environment f o r growth and s u r v i v a l and the 
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extent to which these c r u c i a l environmental elements a f f e c t each other. 

Conceptually, t h i s n o t i o n of dependence i s derived from the Parsonian 

a n a l y s i s of o r g a n i z a t i o n a l f u n c t i o n s and the view t h a t 

environmental elements a f f e c t each other can be traced t o the general 
(21) (22) system analyses of von B e r t a l a n f f y and Boulding . This 

general system p r o p o s i t i o n i s t h a t the environment should be viewed 

as i f i t was an ecosystem. Each environmental element i s dependent 

on each other to a greater or lesser degree. By the same token, as 

the ecosystem becomes more s o p h i s t i c a t e d and complex, the l e v e l of 

interdependence amongst the elements becomes p r o g r e s s i v e l y greater. 

I n general, analysis of the macro environment has i n d i c a t e d t h a t 

dependency, when measured i n terms of socio-economic development, 

i s p o s i t i v e l y associated w i t h o r g a n i z a t i o n a l r e s u l t s or outcomes 
(23) 

( K e l l y ) . However, when i t comes to assessing the impact of 
task environment dependency, there appear t o be c o n f l i c t i n g opinions. 

( 24) 
Schein has i m p l i e d s t r o n g l y t h a t increased dependency among 
organizations f a c i l i t a t e s s p e c i a l i z a t i o n of tasks and goals. Litwak 

(25) 
and H y l t o n contended t h a t h i g h dependency leads t o extensive 
co-operation and c o - o r d i n a t i o n among r e l a t e d organizations f o r the 

(26) 

b e n e f i t of a l l . Warren , on the other hand, argued t h a t 

increased i n t e r a c t i o n which i s based on goal and t r a n s f o r m a t i o n 

dependency increases the p r o b a b i l i t y of output by a l l members. I f 
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taken alone, environmental dependency, as i t has been st u d i e d by the 

authors quoted, appears to have a p o s i t i v e impact on o r g a n i z a t i o n a l 

outcomes. However, when taken i n con j u n c t i o n w i t h the r i s k i n v o l v e d , 

the r e s u l t a n t e f f e c t appears to have a negative impact on 
(27) 

o r g a n i z a t i o n a l outcomes. For instance; Thompson , who proposed 

t h a t dependency may be viewed i n terms of c o n s t r a i n t s , has s t a t e d 

t h a t as the number of c o n s t r a i n t s increase, i n v o l v i n g a p r o p o r t i o n a t e 

increase i n the l e v e l of dependency, contingencies and r i s k , the 

management of the task environment and o r g a n i z a t i o n a l domain becomes 
(28) 

more d i f f i c u l t . S i m i l a r l y , A l d r i c h , who viewed these v a r i a b l e s 

through a power perspective, proposed t h a t as dependency increases, 

i n t e r a c t i o n s between dominant and captive organizations become more 

one sided. As a r e s u l t , r i s k t o the captive o r g a n i z a t i o n increases 

and the b e n e f i t s from i n t e r a c t i o n decrease. As j u s t seen, there 

seems to be l i t t l e consensus amongst o r g a n i z a t i o n a l t h e o r i s t s about 

the l i k e l y e f f e c t s t h a t would b e f a l l an o r g a n i s a t i o n as a r e s u l t of 

i t s dependence upon environmental elements. Even more alarming, i n 

the w r i t i n g s of the authors j u s t reviewed there appear t o be an 

absence of i n s i g h t i n t o the nature of i n t e r v e n i n g forces t h a t could 

e i t h e r d i s r u p t or enhance the l i n k a g e between an o r g a n i z a t i o n and 

i t s environmental interdependencies. The d i f f e r e n t authors have 

taken an " e i t h e r - o r " stance i n making t h e i r p r o p o s i t i o n s concerning 
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the p o s i t i v e or negative outcomes of dependency r e l a t i o n s h i p s . Without 

a l l o w i n g f o r , and i n v e s t i g a t i n g i n t o , the possible existence of some 

t h i r d forces which may inte r v e n e i n such dependency r e l a t i o n s h i p s , the 

w r i t e r s c i t e d may have made the e r r o r of merely proposing i d e a l i s t i c 

and o v e r - s i m p l i f i e d r e l a t i o n s h i p s and outcomes. 

To summarize the foregoings, the major weakness u n d e r l y i n g previous 

attempts i n studying the behaviour of o r g a n i z a t i o n a l environment i s 

the lack of a systematic approach th a t could cope w i t h issues concerning 

the i s o l a t i o n of r e l e v a n t environmental elements and the assessment of 

the i m p l i c a t i o n s of t h e i r r e s p e c t i v e s t a t e s upon the f u n c t i o n i n g of 

org a n i z a t i o n s . At best, only ad hoc attempts have been made t o study 

each issue separately and even then, the focus seems t o be concentrated on 

a s i n g l e aspect w i t h i n the issue chosen. Without e m p i r i c a l l y r e l a t i n g 

the various d i s j o i n t e d aspects to each other, only a b l u r r e d p i c t u r e of the 

environment would emerge. Thus, what i s u r g e n t l y r e q u i r e d i s an approach 

t h a t could s y s t e m a t i c a l l y i n t e g r a t e the re l e v a n t s p e c i f i c and general 

elements of the environment and unravel the i m p l i c a t i o n s of t h e i r presence 

and behaviour f o r the o r g a n i z a t i o n under study. 
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B. A TOTEC APPROACH FOR ENVIRONMENTAL ANALYSIS 

I n the l i g h t of such shortcomings of conventional approaches t o 

environmental a n a l y s i s , the w r i t e r has developed and then researched a 

new approach t o analysing environmental states c a l l e d TOTEC (acronym 

f o r Three Order Task Environment Concept). E s s e n t i a l l y , t h i s approach 

o f f e r s two l e v e l s of an a l y s i s which are designed t o solve the two 

contentious issues of environmental study as o u t l i n e d e a r l i e r . 

1. At the p r e l i m i n a r y or framework l e v e l , the aim i s t o search f o r , 

and i d e n t i f y , a comprehensive range of e x t e r n a l elements w i t h 

whom the f o c a l o r g a n i z a t i o n must i n t e r a c t e i t h e r d i r e c t l y or 

i n d i r e c t l y . I n other words, the concern here i s w i t h f i n d i n g 

those elements whose continuous t r a n s a c t i o n s w i t h the o r g a n i z a t i o n 

are v i t a l f o r i t s p r o f i t a b l e existence. Following t h i s , the aim 

extends t o imposing order on those elements using j u s t i f i e d and 

cle a r c r i t e r i a so as t o permit a systematic a n a l y s i s of the 

derived c o l l e c t i o n s of elements as they r e l a t e t o s p e c i f i c 

f u n c t i o n i n g of the o r g a n i z a t i o n . 

2. At the substantive or Process Level, the aim i s t o achieve an 

" i n t e g r a t e d " understanding of the s t a t e of the environment. As 

i s evidenced i n the l a s t s e c t i o n , management w r i t e r s have the 

tendency t o o v e r s i m p l i f y by concentrating t h e i r discourses on 
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e i t h e r the issue of o r g a n i z a t i o n a l " r i s k " or "dependency" to 

reveal the s t a t e of the environment. I n c o n t r a s t , the aim here 

i s to analyse these two issues plus the issue of "mutual 

o r g a n i z a t i o n - environmental i n f l u e n c e " and then s y n t h e s i z i n g 

them to achieve a more accurate measure of the environment. 

I n a d d i t i o n , t o f a c i l i t a t e t h i s a n a l y s i s , the n o t i o n of 

competition and i t s e f f e c t s spanning over the time span of 

"past - t o - present" and "present - t o - f u t u r e " w i l l a l s o be 

conceptualized t o h i g h l i g h t the i n t e r n a l dynamics which underscore 

the r e l a t i v e s t r e n g t h of bonding between the o r g a n i z a t i o n and i t s 

e x t e r n a l i t i e s . 

For the r e s t of t h i s chapter s e c t i o n , the w r i t e r w i l l elaborate on 

the various c o n c e p t u a l i z a t i o n s which u n d e r l i e these two l e v e l s of 

a n a l y s i s . I n the next s e c t i o n , a c t u a l f i e l d data w i l l be analysed 

along a s i m i l a r l i n e of i n q u i r y to r e v e a l the nature and i m p l i c a t i o n s 

of the environmental s t a t e s which confront the three d i v i s i o n s studied. 

1. P r e l i m i n a r y or Framework Level of Analysis 

Figure 5-1 summarizes the p l e t h o r a of elements t h a t an o r g a n i z a t i o n 

has t o contend w i t h . At the outer r i m , there i s the macro environment 

which i s common to every o r g a n i z a t i o n and i s best understood as 

c o n s i s t i n g of four broad sub-environments. F i r s t l y , there i s the 

S o c i a l sub-environment which r e f l e c t s s o c i e t a l values, c u l t u r a l norms 

and the o v e r a l l s o c i a l c l i m a t e . Secondly, there i s the P o l i t i c a l -
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Legal sub-environment which r e f l e c t s the p o l i t i c a l and l e g a l systems 

governing and r e g u l a t i n g the whole s o c i e t y f o r the e x p l i c i t purpose 

of achieving order and s t a b i l i t y . T h i r d l y , there i s the Economic sub-

environment which r e f l e c t s the monetary, f i s c a l and commercial 

o r i e n t a t i o n s and i n s t i t u t i o n s employed to propel the whole s o c i e t y 

toward a higher standard of l i v i n g . F i n a l l y , the S c i e n t i f i c sub-

environment r e f l e c t s the whole spectrum of knowledge resource which 

the s o c i e t y draws upon to r a t i o n a l i z e and optimize i t s c u l t u r a l , 

p r e s e r v a t i o n and pr o d u c t i v e a c t i v i t i e s . 

C l e a r l y , the macro environment r e f l e c t s a p u r e l y a b s t r a c t and 

i n t a n g i b l e c o n s t r u c t or phenomenon r a t h e r than any d e f i n i t i v e elements. 

As p r e v i o u s l y explained, such a b s t r a c t i o n i s not d i r e c t l y u s e f u l f o r 

the study of those e x t e r n a l forces which organizations have to 

contend w i t h . Nevertheless, i t has been in c o r p o r a t e d i n t o the 

framework i n order t o place i n t o perspective the key parts which 

i n aggregation form the backdrop against which the c r u c i a l task 

environments are set. 



( i ) The Three Order Task Environments 

Moving inward, nearer t o the f o c a l o r g a n i z a t i o n , i s depicted the 

task environment. This environment consists of elements t h a t 

a c t u a l l y i n t e r a c t w i t h the o r g a n i z a t i o n and as such, represents 

those p o r t i o n s of the t o t a l environment t h a t are c r u c i a l to the 

s u r v i v a l of the o r g a n i z a t i o n . As discussed e a r l i e r , the d i f f i c u l t y 

a t t h i s p o i n t i s i n a s c e r t a i n i n g those elements t h a t cross i n t o the 

boundary of the o r g a n i z a t i o n and transa c t w i t h i t s members. To 

o f f e r a s o l u t i o n t o t h i s problem, the w r i t e r proposes the Three 

Order Task Environment Concept or TOTEC, f o r s h o r t . The usage 

of the word "Order" i s d e l i b e r a t e and intended t o accomodate 

elements of the task environment which may be or g a n i z a t i o n s , such 

as f i n a n c i a l i n s t i t u t i o n s or government departments, or i n d i v i d u a l 

persons, such as s i n g l e customer or s u p p l i e r . E s s e n t i a l l y , TOTEC 

f i r s t seeks t o accord some order t o the r a t h e r diverse task 

environment. I t proposes to achieve t h i s by c l a s s i f y i n g each 

known element i n accordance w i t h the nature of i t s t r a n s a c t i o n 

w i t h the f o c a l o r g a n i z a t i o n . Through t h i s l i n e of enquiry, one 

could avoid the clouding of s i g n i f i c a n t i n p u t - output problems 
*1 (29) 

inherent i n o r g a n i z a t i o n a l boundary spanning transactions. 
More s p e c i f i c a l l y , elements of the task environment can be grouped 

i n t o three d i s t i n c t orders. 
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W i t h i n the F i r s t Order Task Environment (FOTE), there w i l l be the 

customers of the o r g a n i z a t i o n . They serve as a depository f o r the 

output of the o r g a n i z a t i o n by a c t i n g as patrons and r e c i p i e n t s of 

i t s products. As shown i n Figure 5-1, t h i s task environment i s shown 

as a do t t e d arrow-head l e a v i n g the o r g a n i z a t i o n . I n r e l a t i v e terms, 

a s u b s t a n t i a l p r o p o r t i o n of the o r g a n i z a t i o n ' s energy must be devoted 

to the management of t h i s order of the task environment, f o r instance; 

i n s e t t i n g competitive p r i c e s , promoting i t s products i m a g i n a t i v e l y , 

e s t a b l i s h i n g r e l i a b l e channels of d i s t r i b u t i o n , p r o v i d i n g prompt 

services, o f f e r i n g a ppropriate product range and q u a l i t y , ensuring 

t i m e l y d e l i v e r i e s and p o r t r a y i n g a superior corporate image. Even 

on a conservative estimate, one can regard t h i s order as the s i n g u l a r l y 

most important task environment t h a t confronts the o r g a n i z a t i o n . I n 

f a c t , i t s genesis and continuous existence i s dependent e n t i r e l y on 

the presence and n u r t u r e of t h i s task environment. C l e a r l y , any 

f a i l u r e i n coping w i t h the challenges posed by elements of t h i s order 

can only jeopardize the f u t u r e of the o r g a n i z a t i o n . 

W i t h i n the Second Order Task Environment (SOTE), are elements such as 

s u p p l i e r s , employees / trade unions, stockholders / p o t e n t i a l 

i n v e s t o r s and f i n a n c i a l i n s t i t u t i o n s . The d i s t i n g u i s h i n g c h a r a c t e r i s t i c 

o f t h i s order i s t h a t they are the p r o v i d e r s of i n p u t s r e q u i r e d f o r 

the f u n c t i o n i n g of the o r g a n i z a t i o n . For example: the s u p p l i e r s 

p r o v i d i n g primary m a t e r i a l s and t e c h n o l o g i c a l know-how, employees / 
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trade unions p r o v i d i n g manpower resources and stockholders / p o t e n t i a l 

i n v e s t o r s and f i n a n c i a l i n s t i t u t i o n s p r o v i d i n g f i n a n c i a l resources. 

I n Figure 5-1, t h i s environmental order i s symbolized by a dotted 

arrow-head heading toward the f o c a l o r g a n i z a t i o n . Ceteris paribus, 

the o r g a n i z a t i o n r e q u i r e s less energy t o cope w i t h these elements when 

t h e i r r e l a t i o n s h i p s are based on a s t r a i g h t f o r w a r d exchange of some 

e x t e r n a l resources f o r some monetary cons i d e r a t i o n s . 

W i t h i n the T h i r d Order Task Environment (TOTE), are elements t h a t 

r e g u l a t e the behaviour of the o r g a n i z a t i o n and they could c o l l e c t i v e l y 

be categorised under the headings of government and general p u b l i c . 

The former includes a l l governmental agencies such as the Panel of 

Mergers and A c q u i s i t i o n , the Department of Trade and I n d u s t r y , the 

Monopolies Commission, the Prices and Incomes Board and a l l t h e i r 

associated d i r e c t i v e s and r e g u l a t i o n s which the o r g a n i z a t i o n has t o 

comply w i t h . I n general, the pervasiveness of these elements i s 

d i r e c t l y dependent on the extent t o which the r u l i n g A d m i n i s t r a t i o n 

wishes t o deviate from a l a i s s e z f a i r e p o l i c y . As f o r the second 

category of elements, the general p u b l i c would i n c l u d e pressure 

groups such as p r o f e s s i o n a l i n s t i t u t e s , consumer advisory bureaux, 

environmental p r o t e c t i o n s o c i e t i e s , e t c . I n the main, the primary 

goal of t h i s element i s to ensure t h a t the o r g a n i z a t i o n i s conscious 

of i t s s o c i a l r e s p o n s i b i l i t i e s and more important, discharges them 
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w i t h decorum and p r o p r i e t y . Though t h i s environmental order i s 

growing i n importance, the amount of energy t h a t i s channelled t o 

cope w i t h i t s challenges i s conceivably smaller as compared to the 

amount t h a t i s devoted to the F i r s t and Second Order Task 

Environment. The reason f o r t h i s low expenditure of energy i s 

because the f u n c t i o n i n g of the o r g a n i z a t i o n does not r e q u i r e any 

inpu t s from t h i s environmental order. At most, what t r a n s p i r e s 

i s only an a b s t r a c t exchange of l e g i t i m a c y f o r good corporate 

behaviour. Provided t h a t the o r g a n i z a t i o n conducts i t s 

operations i n accordance w i t h what i t has o f f i c i a l l y declared 

i t would do, and w i t h means t h a t are l e g a l , there i s l i t t l e else 

t h a t i t needs t o undertake to secure i t s acceptance as a good 

corporate c i t i z e n . 

From Figure 5 - 1 , t h i s t h i r d order task environment i s depicted 

as r e v o l v i n g round the o r g a n i z a t i o n and a t the same time, spanning 

over the two other environmental orders. This i s intended t o 

h i g h l i g h t i t s pervasiveness and i n t e r v e n i n g i n f l u e n c e i n r e g u l a t i n g 

the i n t e r a c t i o n between the o r g a n i z a t i o n and elements w i t h i n the 

f i r s t and second order task environment. By d i s t i n g u i s h i n g t h i s 

t h i r d order task environment from the other two, one could untangle 

the problem of overlapping task environments. With TOTEC, elements 

t h a t play d i f f e r e n t boundary spanning r o l e s can be s y s t e m a t i c a l l y 
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separated and analysed. I n a d d i t i o n , u n l i k e previous attempts 

aimed at t r y i n g t o a s c e r t a i n the composition task environments through 

i s o l a t i n g those elements t h a t could i n f l u e n c e the attainment of goals 
(30 31) 

' , t h i s proposed concept makes no assumption about the 

f o r m u l a t i o n or attainment of o r g a n i z a t i o n a l goals - who c o n t r i b u t e s 

to whose goals i s p u r e l y an e m p i r i c a l question. By keeping the 

conceptual scheme as parsimonious as p o s s i b l e , one can avoid the 

d i f f i c u l t problems posed by conceptual d i s t i n c t i o n s t h a t have no 

r e l a t i o n s h i p t o an u n d e r l y i n g t h e o r e t i c a l dimension, as i n the case 
(32 33) 

w i t h the c u i bono typology of o r g a n i z ations ' 

2. Substantive or Process Level of Analysis 

( i ) The S i g n i f i c a n c e of Competition 

Although competition i s a common f e a t u r e of modern c a p i t a l i s t i c 

s o c i e t i e s , i t i s u s u a l l y only associated w i t h the economist's 

n o t i o n of monopoly, o l i g o p o l y , m o n o p o l i s t i c competition or pure 

competition. I f ever there are any attempts t o view competition 

from a management standpoint, i t i s mainly on how i t a f f e c t s the 
(34) 

p r i c e and output decisions of f i r m s I n c o n t r a s t , the w r i t e r 

would l i k e t o propose t h a t t h i s much under-rated n o t i o n of 

competition could be u s e f u l l y u t i l i s e d t o cast l i g h t on the s t a t e 

of the task environments and t o c l a r i f y i t s e f f e c t s upon the w e l l -

being of the f o c a l o r g a n i z a t i o n . 
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R e f e r r i n g t o Figure 5 - 1 , competition i s depicted as a s p a t i a l 

force which engulfs the o r g a n i z a t i o n . Contrary t o common assumption 

t h i s force presents a range of challenges t h a t exceed the usual one 

of " t r y i n g t o win over the o r g a n i z a t i o n ' s customers". To f u l l y 

comprehend the range and potency of these challenges, one must 

f i r s t v i s u a l i z e the competitive force as an e n c i r c l i n g b a r r i e r and 

regard the main preoccupation of the f o c a l o r g a n i z a t i o n as t r y i n g 

t o breach through t h i s b a r r i e r t o reach i t s task environments. 

C l e a r l y , from the f i g u r e , t h i s means having t o engage the 

competitive forces along three c r u c i a l f r o n t s , namely, along the 

borders of the f i r s t , second and t h i r d order task environments. 

At the f i r s t order task environment, the number of areas where the 

o r g a n i z a t i o n may encounter competition i s r e l a t i v e l y numerous. For 

example: i n areas such as p r i c i n g , promotion of products, channels 

of d i s t r i b u t i o n , customer s e r v i c e , product q u a l i t y - range - d e l i v e r y 

and image p r o j e c t i o n . For each area where competition i s not 

e f f e c t i v e l y warded o f f , a l i n k i n the t o t a l o r g a n i z a t i o n a l e f f o r t t o 

reach elements w i t h i n t h i s environmental order would be weakened and 

undermined. Of even more d i r e consequence, the o r g a n i z a t i o n could 

e v e n t u a l l y be deprived of t h e i r patronage which i s v i t a l t o i t s 

s u r v i v a l . This outcome i s i n e v i t a b l e i f c o m p e t i t i v e forces p e r s i s t 

t o impair the r e l a t i o n s h i p between the o r g a n i z a t i o n and t h i s task 
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environment. R e f e r r i n g to Figure 5 - 2 , the e f f e c t s of competition 

can be seen t o i n f l u e n c e the task environment's Level of Dependence 

on the o r g a n i z a t i o n , the Level of Risk faced by the o r g a n i z a t i o n and 

the orga n i z a t i o n ' s Level of Control over the task environment. When 

the o r g a n i z a t i o n encounters a high l e v e l of competition i n any of tbe 

areas mentioned, elements w i t h i n t h i s environmental order are 

presented w i t h more a l t e r n a t i v e o r g a n i z a t i o n s which they can channel 

t h e i r patronage t o . As a r e s u l t , they are less dependent on the 

f o c a l o r g a n i z a t i o n f o r t h e i r needs and i n t u r n , the o r g a n i z a t i o n 

f i n d s i t s e l f less c e r t a i n of r e c e i v i n g t h e i r patronage. When t h i s 

s i t u a t i o n p r e v a i l s , the o r g a n i z a t i o n not only f i n d s the u n c e r t a i n t y 

of r e c e i v i n g patronage t h r e a t e n i n g i t s s u r v i v a l , i t also f i n d s i t s e l f 

i n a somewhat less i n f l u e n c i a l p o s i t i o n . Organizations t h r i v e by 

being able t o lead i n a p a r t i c u l a r market and being able t o i n f l u e n c e 

i t s customers i n product t a s t e , q u a l i t y , p r i c e , etc. However, when 

t h i s leadership i s challenged and a l t e r n a t i v e standards of product 

t a s t e , q u a l i t y and p r i c e are a v a i l a b l e , the organization's c o n t r o l 

over the elements w i l l be undermined. I n other words, i t no longer 

f i n d s i t s e l f the only o r g a n i z a t i o n t h a t could i n f l u e n c e the elements 

i n t o accepting a p a r t i c u l a r standard of output, output p r e s e n t a t i o n 

or t r a n s a c t i o n e t h i c s . 

The e f f e c t s of competition upon the attempts of the f o c a l o r g a n i z a t i o n 
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to reach i t s second order task environment i s e q u a l l y f o r b i d d i n g . 

Though the number of areas where competition could challenge the 

o r g a n i z a t i o n i s r e l a t i v e l y more l i m i t e d , mainly i n promoting a 

superior image of c r e d i t worthiness and benevolent employership, 

and o f f e r i n g s a t i s f a c t o r y considerations i n exchange f o r i n p u t s , 

the impact of competition could s t i l l have f a r reaching consequences. 

Turning to Figure 5 - 3, i n a s i t u a t i o n of high competition, the 

o r g a n i z a t i o n would experience many challenges to i t s c o n t r o l of 

v i t a l sources of i n p u t . I n a w o r l d of s h r i n k i n g resources and 

r a p i d obsolescence, such competitive attempts t o d i r e c t l y or 

i n d i r e c t l y draw away elements of t h i s task environment are p a r t i c u l a r l y 

dangerous to the o r g a n i z a t i o n . An immediate e f f e c t of such 

competition i s t h a t as a l t e r n a t i v e o u t l e t s become a v a i l a b l e , the 

elements would p r o g r e s s i v e l y become less dependent on the 

o r g a n i z a t i o n . Of greater importance i s the p o s s i b i l i t y t h a t 

competitive forces could o f f e r the elements new benchmarks w i t h 

which to judge the v i a b i l i t y of t r a n s a c t i n g w i t h the f o c a l 

o r g a n i z a t i o n . Thus, when competi t i o n o f f e r s an element more 

l u c r a t i v e t r a n s a c t i o n terms, the o r g a n i z a t i o n has to make a counter 

o f f e r t h a t i s as, or more, a t t r a c t i v e i f i t i s t o avoid l o s i n g the 

support of the element. Under t h i s pressure of new t r a n s a c t i o n 

standards and changing expectations, the o r g a n i z a t i o n would f i n d 
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i t s e l f c o n s t a n t l y having t o r e a d j u s t i t s exchange t a c t i c s t o s u i t 

new demands. With such a s t a t e of f l u x , the o r g a n i z a t i o n would 

n a t u r a l l y f i n d i t s e l f i n c r e a s i n g l y u n c e r t a i n of r e c e i v i n g a steady 

flow of i n p u t s . Besides, as the o r g a n i z a t i o n becomes one of the 

many sources which the environmental elements could draw precedents 

to base t h e i r terms of t r a n s a c t i o n , the organiz a t i o n ' s i n f l u e n c e 

over them i s diminished. I f t h i s challenge i s l e f t unchecked, t h i s 

d i m i n i s h i n g i n f l u e n c e could e i t h e r lead t o a complete loss of c o n t r o l 

over the elements as t h e i r r e l a t i o n s h i p s are terminated^ or to a 

p a r t i a l loss of c o n t r o l as when any 'special" status accorded to the 

or g a n i z a t i o n i s withdrawn. When t h i s happens, the consequences are 

not d i f f i c u l t t o see. I n the former and more extreme s i t u a t i o n , the 

o r g a n i z a t i o n would need t o f i n d a l t e r n a t i v e elements t o supply f u t u r e 

resource i n p u t and t o i n i t i a t e a new cycle of n u r t u r e so as t o 

consolidate the newly e s t a b l i s h e d r e l a t i o n s h i p . I n the l a t t e r 

s i t u a t i o n , the o r g a n i z a t i o n would need t o pay a premium f o r f u t u r e 

t r a n s a c t i o n s as i t r e v e r t s t o being an " o r d i n a r y " t r a d i n g p a r t n e r , 

f o r example: when i t has to bear higher i n t e r e s t charges f o r f i n a n c i a l 

resources, to receive a lower r a t e of discount f o r m a t e r i a l purchases 

or to enjoy less harmony w i t h s u p p l i e r s of labour resources. 

Before c o n t i n u i n g t o examine the impact of competition upon the f o c a l 

o r g a n i z a t i o n ' s r e l a t i o n s h i p w i t h i t s t h i r d order task environment, i t 

i s necessary t o f i r s t explore the purpose and procedures w i t h which 
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the r e l a t i o n s h i p i s i n i t i a t e d and s t a b i l i z e d . I n recent years, the 

i n t e r e s t of the government and the general p u b l i c (elements of t h i s 

t h i r d order task environment) i n the nature and i m p l i c a t i o n s of 

business organizations' behaviour has been s t e a d i l y growing. 

H i s t o r i c a l l y , t h i s i n t e r e s t was o r i g i n a t e d from America, stemming i n 

p a r t from the growth of the Corporate Urban A f f a i r s programmes, when 

attempts were made to rehouse ghettos and r e t r a i n the long-term 

unemployed, f o l l o w i n g the traumas of 1967 when c i t i e s such as Watts 

and D e t r o i t erupted i n v i o l e n c e . A small number of companies 

p a r t i c i p a t e d i n these programmes and i t was not long before t h e i r 

successful p a r t i c i p a t i o n demonstrated how companies could play a 

u s e f u l r o l e i n improving the q u a l i t y of l i f e of the s o c i e t y as a 

whole. Quite u n f o r t u n a t e l y , the reverse i s also t r u e since i t has 

become apparent t h a t i r r e s p o n s i b l e corporate behaviour can also 

generate d e t r i m e n t a l consequences f o r s o c i e t y as w e l l . The emission 

of p o l l u t e n t s i n t o the atmosphere, f a u l t y automobile design posing 

p o t e n t i a l danger t o d r i v e r s and dumping of high t a r tobacco products 

t o underdeveloped c o u n t r i e s a l l bear testimony and support t o t h i s 

side of the argument. The ensuing debate r a p i d l y spread and i t was 

not long before the behaviour of companies became a major area of 

p u b l i c i n t e r e s t i n t h i s country, as i s evidenced by the emergence 

of independent groups i n v e s t i g a t i n g and r e p o r t i n g on B r i t i s h 
(35) 

companies such as those on Tube Investments , C o a l i t e and 
(36) (3 Chemical Products L t d . and Cortaulds' B r i t i s h Celanese Plant 



65 

I n response t o such i n t e r e s t i n i t s behaviour by elements of the t h i r d 

order task environment, the f o c a l o r g a n i z a t i o n must s t r i v e t o p r o j e c t 

an image of i t s e l f as an exemplary corporate c i t i z e n . As i l l u s t r a t e d 

i n Figure 5 - 4 , t h i s image could be achieved through improvements i n 

i t s T r a nsactional and Social Behaviours. The former would n e c e s s i t a t e 

the conduct of a s a t i s f a c t o r y and acceptable i n t e r a c t i o n w i t h i t s 

f i r s t and second order task environments. This meant t h a t the 

o r g a n i z a t i o n should not only concern i t s e l f w i t h maximising the 

r e t u r n t o i t s stockholders but must also attempt t o s a t i s f y the needs 

of elements w i t h i n these two task environments as w e l l . With a 

growing, governmental w i l l i n g n e s s t o rescue those o r g a n i z a t i o n s whose 

collapse would s p e l l hardship to members of t h e i r task environments, 

by means such as the N a t i o n a l E n t e r p r i s e Board, an o r g a n i z a t i o n ' s 

t r a n s a c t i o n a l behaviour i s a c o n t r i b u t o r y f a c t o r t h a t i s i n c r e a s i n g l y 

becoming important t o the k i n d o f image t h a t i t f i n a l l y p r o j e c t s . I f 

t h i s growing demand f o r organizations to be more conscious o f t h e i r 

s o c i a l r e s p o n s i b i l i t i e s continues, i t would not be s u r p r i s i n g i f i n 

due course, organizations may even be r e q u i r e d t o endow property 

r i g h t s both t o i t s immediate stockholders and t o elements w i t h i n i t s 

f i r s t and second order task environments. The growing anonymity of 

stockholders i n c o n j u n c t i o n w i t h an i n c r e a s i n g l y i n s t i t u t i o n a l 

nature of l a r g e companies and the growing w i l l i n g n e s s of the 

government to abandon a l a i s s e z f a i r e p o l i c y a l l p o i n t t o a possible 

move i n t h i s d i r e c t i o n . 
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Equally important f o r the promotion of i t s image i s the manner 

which the o r g a n i z a t i o n conducts i t s s o c i a l behaviour. With a 

growing concern f o r the w e l l - b e i n g of s o c i e t y as a whole, the 

organization's f u l f i l m e n t of i t s s o c i a l r e s p o n s i b i l i t i e s i s 

co n s t a n t l y being monitored by various elements belonging to i t s 

t h i r d order task environment. The p r o f u s i o n of consumer advocates, 

environmental p r o t e c t i o n groups and governmental watch-dog 

comnittees as seen over the past few years have brought immense 

pressure on the o r g a n i z a t i o n t o j u s t i f y i t s behaviour and develop 

a favourable p u b l i c image. 

I n exchange f o r owning a superior image, the o r g a n i z a t i o n stands 

to receive the r e c o g n i t i o n of l e g i t i m a c y necessary t o sanction 

i t s continued existence. However, because o f the d i f f i c u l t i e s 

i n v o l v e d i n the q u a n t i t a t i v e a p p r a i s a l of corporate image, elements 

of t h i s task environment o f t e n can only r e s o r t to sets of favourable 

past behaviour or precedents as a form of y a r d s t i c k w i t h which t o 

measure present and f u t u r e behaviour. As i n courts of law, where 

the passing o f judgement on an accused i s based on an e v a l u a t i o n 

of the charges i n question against some acceptable standards of 

behaviour, the f i n a l judgement on an o r g a n i z a t i o n i s s i m i l a r l y 

based on a comparison of i t s behaviour w i t h some acceptable 

precedents. These precedents may be derived from some acceptable 

standards of past behaviour o f the o r g a n i z a t i o n , from some 

standards set o r i g i n a l l y by elements of t h i s t h i r d order task 

environment or from a combination of the thre e . 
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Having explored the r e l a t i o n s h i p between the o r g a n i z a t i o n and i t s 

t h i r d order task, environment, the way i s now opened to examine the 

e f f e c t s of competition upon t h i s r e l a t i o n s h i p . U n like the competitive 

forces t h a t d i s r u p t the r e l a t i o n s h i p s between the o r g a n i z a t i o n and 

i t s f i r s t and second order task environments, the competition 

encountered here may not be e n t i r e l y caused by commercial r i v a l s . 

Instead, they could be organizations from a d i f f e r e n t i n d u s t r y 

which have no connection w i t h those elements t h a t belong to the 

organization's f i r s t and second order task environment. The c r u c i a l 

p o i n t to note i s t h a t t h e i r behaviour and a c t i v i t i e s could provide 

new standards and a l t e r the nature of precedents against which the 

f o c a l o r g a n i z a t i o n w i l l be judged. For example The N a t i o n a l Cancer 

I n s t i t u t e may declare a p a r t i c u l a r chemical, which the o r g a n i z a t i o n 

i s using i n the manufacture of i t s products, t o be a carcinogen and 

l i k e l y t o cause cancer. N a t u r a l l y , any f u r t h e r usage of t h i s 

chemical would be condemned and the image of the o r g a n i z a t i o n would 

be severely t a r n i s h e d i f the o r g a n i z a t i o n f a i l s t o a d j u s t t o the new 

precedent by adopting some safer chemical s u b s t i t u t e . I n t h i s case, 

the N a t i o n a l Cancer I n s t i t u t e provides a challenge t o the image of 

the o r g a n i z a t i o n as a provider of safe products by c o n f r o n t i n g i t 

w i t h a new precedent, namely, t h a t i t should not use the suspect 

chemical i n f u t u r e products. Another example i s when a r i v a l 

manufacturer i n s t a l s a more advanced p o l l u t i o n c o n t r o l system and 

so d i r e c t l y competes w i t h the o r g a n i z a t i o n f o r a b e t t e r image of 
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of being the o r g a n i z a t i o n t h a t cares more about the e c o l o g i c a l 

h e a l t h of the country. I n t h i s case, the s p e c i a l p o l l u t i o n c o n t r o l 

system and the r e s u l t a n t r e d u c t i o n of more atmospheric e f f l u e n t 

becomes the new precedent w i t h which the t h i r d order task environment 

would use t o judge the f o c a l o r g a n i z a t i o n . Recent breach of the 5% 

pay code by the Ford Motor Company and subsequent government attempts 

to impose p u n i t i v e sanctions by the w i t h h o l d i n g of contracts provide 

yet another example of the i n i t i a t i o n and enforcement of a precedent 

by an element of the TOTE. 

Looking a t Figure 5 - 5 , one can see t h a t when competitive forces 

are a c t i v e l y engaged i n chall e n g i n g the behaviour standards of the 

f o c a l o r g a n i z a t i o n , the image t h a t i t could present t o the t h i r d 

order task environment would be less than superior and a t best, 

unstable u n t i l such time when i t could improve i t s own behaviour 

to match the newly accepted standard. I n a d d i t i o n , when presented 

w i t h new precedents w i t h which t o judge the o r g a n i z a t i o n , the 

environmental elements' confidence of the o r g a n i z a t i o n as an 

exemplary corporate c i t i z e n would be subjected to r e t h i n k i n g and 

r e a p p r a i s a l . N a t u r a l l y , when the elements begin to have doubts 

about the o r g a n i z a t i o n , complete sanction and r e c o g n i t i o n of the 

or g a n i z a t i o n would not be so f r e e l y granted. Under t h i s s i t u a t i o n , 

the o r g a n i z a t i o n may f i n d i t less c e r t a i n of o b t a i n i n g the l e g i t i m a c y 

t h a t i s necessary t o s u s t a i n i t s existence. I n extreme s i t u a t i o n s 



when the o r g a n i z a t i o n i s regarded as a p h y s i c a l hazard or e t h i c a l 

embarrassment, such as the London C a p i t a l Group when under the 

stewardship of the d i s c r e d i t e d John Stonehouse, t o t a l l e g i t i m a c y 

would be withdrawn and the o r g a n i z a t i o n forced out of existence. 

Even w i t h o u t experiencing such extreme s i t u a t i o n s , the o r g a n i z a t i o n 

may f i n d i t s less confident task environment q u i t e impervious t o 

using i t s behaviour standard as a benchmark w i t h which t o judge 

others. U n t i l i t can h a l t t h i s d e c l i n i n g confidence and re a s s e r t 

an improved image, the o r g a n i z a t i o n would f i n d i t s i n f l u e n c e and 

c o n t r o l over i t s task environment r a p i d l y d i m i n i s h i n g . The case 

of Vauxhall Motor Corporation and i t s superior image as model 

conservator of heating energy i s a c l a s s i c example of how an 

o r g a n i z a t i o n i s able t o i n f l u e n c e and c o n t r o l i t s t h i r d order 

task environment, namely, the Department o f Energy when i t c i t e d 

Vauxhall i n i t s energy conservation campaign, by a s s e r t i n g i t s 

standard of behaviour as a precedent which others could emulate. 

"Take a t i p from Birmingham B a t t e r y . I t saved them £38,000 p.a. 

on f u e l " i s an a d v e r t i s i n g slogan which i s an example of precedence 

replacement when the Department of Energy l a t e r c i t e d Birmingham 

Ba t t e r y and Metal Company i n s t e a d of Vauxhall when i t decided t h a t 

the former i s a more s u i t a b l e model whose energy conservation 

programme should be emulated. 
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( i i ) Time Perspective 

H i t h e r t o , the under l y i n g facets of the proposed framework have been 

described and i t s a b i l i t y t o m i r r o r the s t a t e of the environment at 

a p a r t i c u l a r moment i n time explored. However, i f the w r i t e r i s t o 

stop a t t h i s p o i n t , the framework would s u f f e r from an inadequacy 

t h a t i s common w i t h previous attempts t o study the environment, 

namely, t h a t of not making any allowance f o r the impermanent and 

dynamic nature of the environment. Though Terreberry i s c o r r e c t i n 

expressing t h a t "the s e l e c t i v e advantage of one i n t r a or i n t e r 

o r g a n i z a t i o n a l c o n f i g u r a t i o n over another cannot be assessed apart 

from an understanding of the dynamics of the environment i t s e l f " 
(39) 

, previous studies of the environment appear t o have not 

responded t o t h i s c a l l f o r f i r s t u n t a n g l i n g and understanding the 

environmental "dynamism" i n v o l v e d . This i s evidenced by the manner 

which authors are prone merely to propose some c r i t e r i a w i t h which 

t o assess the s t a t e of the environment and then proceed t o r e l a t e 

t h e i r f i n d i n g s against some i n t e r n a l o r g a n i z a t i o n a l c o n f i g u r a t i o n s . 

When t h i s l i n e o f i n q u i r y i s adopted, i t i s not d i f f i c u l t t o see 

t h a t only a moment i n time snapshot of the environment has been 

obtained. 

Perhaps, some authors may r e s o r t t o a "contingency" excuse t o 

j u s t i f y the adoption of t h i s r a t h e r r e s t r i c t e d v i s i o n of the 

environment, claiming t h a t i t alone i s s u f f i c i e n t t o account 



71 

f o r the i n t e r n a l c o n f i g u r a t i o n of the o r g a n i z a t i o n . Take, f o r 

example, the Aston study which uses a moment i n time view of 

o r g a n i z a t i o n a l dependence upon e x t e r n a l elements t o account f o r 

the i n t e r n a l o r g a n i z a t i o n a l arrangements of a u t h o r i t y , s t r u c t u r i n g 

of a c t i v i t i e s and l i n e - c o n t r o l of workflow . Surely, i f one i s 

to h o l d the a p r i o r i view t h a t a l l organizations would s t r i v e to be 

r a t i o n a l and e f f e c t i v e , by planning t h e i r i n t e r n a l arrangements on 

the basis of past experiences and f u t u r e expectations of environmental 

demands, then such Aston l i n e of reasoning i s not easy t o a s s i m i l a t e . 

By simply h i g h l i g h t i n g the s t a t e of the environment a t a p o i n t i n 

time and t r y i n g t o impute some r e l a t i o n s h i p w i t h i n t e r n a l 

c o n f i g u r a t i o n s , one i s d e l i b e r a t e l y i g n o r i n g the i n f l u e n c e of 

past and f u t u r e environmental s t a t e upon o r g a n i z a t i o n a l design and 

modes of f u n c t i o n i n g . 

F u rther, by using t h i s a n a l y t i c a l approach, one i s decrying, perhaps, 

u n i n t e n t i o n a l l y , the p o s s i b i l i t y and potency of managing by " l e a r n i n g " 

from the experience of adapting t o the environment i n the past and 

using t h i s l e a r n i n g t o plan f o r a more e f f e c t i v e a d a p t a t i o n t o the 

environment i n the f u t u r e . Figure 5 - 6 serves t o i l l u s t r a t e the 

conventional treatment of environmental time span. G r a p h i c a l l y , 

the environment i s d i f f e r e n t i a t e d i n t o a set of past, present and 

f u t u r e t i m e - p o i n t s , w i t h the present t i m e - p o i n t being shown as the 

chosen a n a l y t i c a l path of previous scholars of environmental s t a t e s . 
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As a r e s u l t , past experiences and f u t u r e expectations of the 

environmental s t a t e have been ignored i n the f i n a l c o r r e l a t i o n a l 

a n a l y s i s . This i s h i g h l i g h t e d by the two d o t t e d - l m e arrows 

leading toward the two diamond-shaped outcomes. 

I n c o n t r a s t , the w r i t e r ' s proposed frame of a n a l y s i s seeks to 

i n c o r p o r a t e these two a d d i t i o n a l f a c t o r s , t h a t i s , past experience 

and f u t u r e expectations, t o form a composite perspective of the 

s t a t e of the environment. This i s a d e l i b e r a t e step t o take i n t o 

c o n s i d e r a t i o n the r a t i o n a l and more r e a l i s t i c behaviour of " l e a r n i n g " 

and "planning" as o r g a n i z a t i o n a l members s t r i v e t o cope w i t h 

environmental demands and challenges. Figure 5 - 7 gives a d i s p l a y 

of how t h i s proposed framework intends t o analyse the environmental 

forces as they span over d i f f e r e n t time p e r i o d . Using the p r e v i o u s l y 

described f a c e t of competition, the s t r e n g t h of the competitive 

challenges, as encountered when the o r g a n i z a t i o n i s s t r i v i n g t o 

reach i t s three order task environments, would be ascertained f o r 

the past and f u t u r e t i m e - p o i n t s . The i n f o r m a t i o n obtained would 

serve to i n d i c a t e the s t a t e of the environment which the o r g a n i z a t i o n 

had encountered i n the past and t h a t which i t expects t o encounter i n 

the f u t u r e . This composite p i c t u r e would r e f l e c t an environmental 

s t a t e of a more r e a l i s t i c time span than t h a t normally presented, 

t h a t i s , a p o i n t i n time view. With t h i s composite understanding, 

one can more c o n f i d e n t l y proceed t o examine the i n f l u e n c e of the 

e x t e r n a l environment upon the design and c o n s t r u c t i o n of the 

organ i z a t i o n ' s i n t e r n a l arrangements. 
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( i l l ) The I n t e r v e n i n g Synthesis 

A f i n a l facet of t h i s proposed approach t h a t has yet to be e l u c i d a t e d 

concerns the antecedents which prompt the f o c a l o r g a n i z a t i o n to 

undertake p a r t i c u l a r courses of a c t i o n i n adapting t o changing 

environmental c o n d i t i o n s . Previous environmental studies are content 

to only suggest t h a t c e r t a i n o r g a n i z a t i o n a l arrangements are i n opera t i o n 

when a p a r t i c u l a r environmental s t a t e i s observed. C l e a r l y , what i s 

missing i s some fundamental explanations of how one environmental 

s t a t e can lead t o a p a r t i c u l a r set of i n t e r n a l c o n f i g u r a t i o n s or 

r e g u l a t i v e arrangements. I n t h i s respect, at l e a s t some i n d i c a t i o n s 

should be given as t o the manner which knowledge of environmental 

conditions i s being t r a n s l a t e d i n t o o r g a n i z a t i o n a l l y a c t i o n a b l e terms. 

Frequently, the s t a t e of the environment i s presented as an u n d i f f e r e n t i a t e d 

mass and i t leaves the reader w i t h the confusion of not 

knowing the demands of which p a r t ( s ) i s s e l e cted f o r permeation through 

the o r g a n i z a t i o n a l boundary. At best, the environment may be presented 

as more or less u n c e r t a i n f o r , r i s k y t o , or dependent on, an o r g a n i z a t i o n . 

However, such terms by themselves border close to a p h i l o s o p h i c a l 

a b s t r a c t i o n t h a t i n d i c a t e s very l i t t l e about what the environment 

a c t u a l l y means i n terms of the impact upon the o p e r a t i o n a l e f f i c i e n c y 

or s u r v i v a l p o t e n t i a l of an o r g a n i z a t i o n . Thus, w i t h o u t f i r s t i s o l a t i n g 

the c r i t i c a l p a r t s of the environment and then u n r a v e l l i n g the 

i m p l i c a t i o n s of those demands and o p p o r t u n i t i e s which they present t o 
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the s t a t e of the environment and t h e i r r e l a t e d imputations t h a t such 

s t a t e bears some r e l a t i o n s h i p s to a p a r t i c u l a r o r g a n i z a t i o n a l c o n f i g u r a t i o n 

or management p r a c t i c e appear t o be o v e r s i m p l i f i e d and not e n t i r e l y 

convincing. 

To overcome t h i s shortcoming, the w r i t e r proposes t h a t an i n t e r v e n i n g 

process, capable of e x t r a c t i n g and deciphering the i m p l i c a t i o n s of 

d i f f e r e n t environmental c o n d i t i o n s , should be employed. I n connection 

w i t h the w r i t e r ' s framework of a n a l y s i s , t h i s would nec e s s i t a t e 

i s o l a t i n g a l l the key competitive forces and drawing out those aspects 

t h a t h o l d the greatest s i g n i f i c a n c e f o r the f o c a l o r g a n i z a t i o n . Figure 

5-8 o u t l i n e s a model which h i g h l i g h t s the main steps t h a t w i l l be 

inv o l v e d f o r t h i s purpose. The steps i n question are as f o l l o w s : 

F i r s t l y , as has been p r e v i o u s l y e l u c i d a t e d , the concept of competition 

provides the most complete and i n t e g r a t e d i n d i c a t o r of the s t a t e of 

the environment i n terms of the l e v e l of i t s dependence upon the 

or g a n i z a t i o n , the r i s k i t presents t o the o r g a n i z a t i o n and the l e v e l 

of c o n t r o l the o r g a n i z a t i o n could exercise over i t . Hence, by f i r s t 

a s c e r t a i n i n g the r e l a t i v e s t r e n g t h of competive forces i n each of 

the three task environments, one w i l l be able t o i s o l a t e the sources, 

nature and extent of c o n s t r a i n t s which surround the o r g a n i z a t i o n . 

More important, such i n f o r m a t i o n w i l l help to h i g h l i g h t the degree t o 

which the op e r a t i o n a l e f f i c i e n c y o f the o r g a n i z a t i o n i s l i k e l y t o be 
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impaired by e x t e r n a l forces. For instance, acute p r i c e war or 

f i n a n c i a l resource a c q u i s i t i o n competition may fo r c e an o r g a n i z a t i o n 

to abandon c e r t a i n managerial or t e c h n i c a l c o n t r o l systems which 

r e q u i r e expensive s t a f f i n g or maintenance, even though such moves 

might prove d e t r i m e n t a l t o the long term o p e r a t i o n a l e f f i c i e n c y of 

the o r g a n i z a t i o n . Or, intense marketing may cause serious c o n t r a c t i o n 

of market share and necessitate a corresponding r e d u c t i o n i n production 

output. However, when such a s i t u a t i o n a r i s e s and u n t i l s u f f i c i e n t 

employees can be l a i d - o f f , (a task which i s not simple w i t h o u t 

antagonising the trade union elements of the second order task 

environment), the productive e f f i c i e n c y per man hour w i l l f a l l though 

the cost of a d m i n i s t e r i n g the labour force w i l l remain the same or even 

creep higher i f redeployment and r e t r a i n i n g f o r other jobs prove too 

c o s t l y . I n both cases, the o p e r a t i o n a l e f f i c i e n c y of the o r g a n i z a t i o n 

w i l l be impaired. 

Secondly, by a s c e r t a i n i n g the r e l a t i v e importance which the f o c a l 

o r g a n i z a t i o n attaches to the d i f f e r e n t c ompetitive forces which are 

encountered w h i l s t s t r i v i n g to e s t a b l i s h s a t i s f a c t o r y r e l a t i o n s h i p s 

w i t h elements w i t h i n i t s three order task environments. The purpose 

of t h i s step i s t o assess the r e l a t i v e damage which competition i n 

each of the three task environments i s perceived to be capable of 

i n f l i c t i n g on o r g a n i z a t i o n a l p r o f i t a b i l i t y . The outcome of t h i s 

assessment i s to o b t a i n c l e a r e r d e f i n i t i o n of the c r i t i c a l nature 

of each of the task environments as w e l l as a b e t t e r understanding 

of the inherent c a p a b i l i t y of the o r g a n i z a t i o n t o s u s t a i n a p r o f i t a b l e 

existence i n the event of competition. 
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T h i r d l y , by synth e s i s i n g the outcomes of the f i r s t and second step 

i n order t o gauge the a c t u a l environmental pressure which the 

or g a n i z a t i o n faces. By computing the m u l t i p l i e r product of the 

ac t u a l s t r e n g t h of competition and the perceived damage which 

competition can i n f l i c t on p r o f i t a b i l i t y , one can o b t a i n a reasonable 

measure of the r e a l i m p l i c a t i o n of the s t a t e of the environment. I n 

other words, by a s c e r t a i n i n g the l e v e l of environmental pressure, one 

w i l l be closer to knowing the extent t o which the s u r v i v a l of the 

or g a n i z a t i o n i s being c u r t a i l e d , as w e l l as p r o v i d i n g a c l e a r e r 

explanation of the contingency r e l a t i o n s h i p between the choice of 

p a r t i c u l a r adaptive changes i n i t s i n t e r n a l c o n f i g u r a t i o n and 

r e g u l a t i v e arrangements and the nature of the s t a t e of the environment 

when such choice i s made. Without such i n t e r v e n i n g synthesis, the t r u e 

i m p l i c a t i o n s of the environment f o r the o r g a n i z a t i o n w i l l be l o s t and 

the study of the process of i t s i n t e r n a l adjustment and c o n s t r u c t i o n 

d i f f i c u l t t o pursue. 

3. Summary 

This proposed approach i s designed to f a c i l i t a t e a systematic study 

of environmental c o n s t i t u e n t s , the manner i n which they permeate through 

the o r g a n i z a t i o n a l boundary and t h e i r u l t i m a t e impact upon the w e l l - b e i n g 

of an o r g a n i z a t i o n . I t i s also intended t o r e v e a l the i n t e r v e n i n g r o l e 

of competition and the manner i n which competitive forces a f f e c t the 

r e l a t i o n s h i p between environmental elements and an o r g a n i z a t i o n . 
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The TOTEC approach recognises t h a t environmental c o n s t i t u e n t s are 

numerous and each has i t s own unique c h a r a c t e r i s t i c s . I t r e j e c t s 

any blanket c l a s s i f i c a t i o n of the environment i n t o what i s p o p u l a r l y 
(41) 

known as " p l a c i d " or " t u r b u l e n t " c o n d i t i o n s . Instead, i t 

proceeds along a path of s e l e c t i v e " i s o l a t i o n " and "examination" 

i n order t o understand how various environmental elements, abetted 

by competitive f o r c e s , have created d i f f e r e n t environmental s t a t e s 

f o r the o r g a n i z a t i o n . Each s t a t e i s d i s t i n c t l y d i f f e r e n t both i n 

the challenges and demands made upon the o r g a n i z a t i o n and i n the 

time p e r i o d when they are made. Broad g e n e r a l i s a t i o n s of the 

environmental s t a t e are too convenient and s i m p l i s t i c . To accept 

them would amount t o pr o f e s s i n g t h a t a l l environmental c o n s t i t u e n t s 

are common i n t h e i r characters and behaviour p a t t e r n s and as such, 

are amenable t o being reasoned as capable of c o l l e c t i v e l y causing 

an environmental s t a t e of one form or another. One element may 

c o n t r i b u t e t o an environment of calm and c e r t a i n t y , w h i l s t another 

may cause u n c e r t a i n t y and r i s k t o an o r g a n i z a t i o n . When confronted 

w i t h such a s i t u a t i o n , how can one r e c o n c i l e the two c o n t r a d i c t o r y 

p u l l s and claim t h a t t h e i r amalgamation would cause the environment 

to be e i t h e r p l a c i d or t u r b u l e n t ' I n a d d i t i o n , by accepting generalised 

dichotomies of environmental s t a t e s , one would be denying the 

environmental elements t h e i r dynamic nature and r i g h t s t o s h i f t 

t h e i r a l l e g i a n c e from one o r g a n i z a t i o n t o another. Perhaps, t h i s 
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stance i s unavoidable as authors have r a r e l y considered how or why 

environmental elements would change t h e i r behaviour pa t t e r n s and 

i n the course of doing so, cause great consternation f o r the 

o r g a n i z a t i o n concerned. 

I n c o n t r a s t , t h i s approach s t r i v e s t o unravel knowledge about the 

environment by f i r s t d i s c e r n i n g those elements t h a t are appropriate 

f o r the f o c a l o r g a n i z a t i o n . Next, i t conducts an examination of 

the causes and processes which d i f f e r e n t elements adopt t o a l t e r 

t h e i r r e l a t i o n s h i p s w i t h the o r g a n i z a t i o n concerned. From t h i s 

knowledge, the d i f f e r e n t states of the environment and the 

i m p l i c a t i o n s they h o l d f o r the o r g a n i z a t i o n can be deduced t o provide 

f u r t h e r i n s i g h t s i n t o the reasonings u n d e r l y i n g the formation of 

d i f f e r e n t adaptive s t r a t e g i e s and i n t e r n a l c o n f i g u r a t i o n t h a t the 

f o c a l o r g a n i z a t i o n may e v e n t u a l l y employ. 
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C. DATA DISCUSSION 

I n the l a s t s e c t i o n , the w r i t e r has proposed and described an 

a l t e r n a t i v e approach f o r analysing the s t a t e of the e x t e r n a l 

environment. The various facets of the approach have been conceptualized 

and developed w i t h the s p e c i f i c aim of overcoming the shortcomings of 

approaches t h a t were introduced by other management w r i t e r s . Equipped 

w i t h t h i s new approach, the tasks t h a t have t o be accomplished i n t h i s 

s e c t i o n can be summarized as f o l l o w s : -

1. To o p e r a t i o n a l i z e the approach and constr u c t an "environmental" 

p r o f i l e of the f o c a l d i v i s i o n s under study. This p r o f i l e w i l l 

serve as a necessary prelude t o l a t e r discussion on the management 

philosophy, s t r u c t u r a l forms and dec i s i o n making processes t h a t 

are employed f o r the a d m i n i s t r a t i o n of the d i v i s i o n s . 

2. To u t i l i z e the approach t o d e f i n e the o r i e n t a t i o n s of the corporate 

and d i v i s i o n a l personnel toward the environmental s t a t e s which 

conf r o n t t h e i r d i v i s i o n . This i n f o r m a t i o n i s necessary t o 

f a c i l i t a t e a c l e a r e r understanding of the i n t e r a c t i o n processes 

and climate of d i v i s i o n a l i s e d o r g a n i z a t i o n s when the expectations 

of these two management groups are examined i n l a t e r chapters. 

3. I n the course of accomplishing the above tasks, t o draw conclusions 

about the behaviour p a t t e r n s of the environment whenever data t h a t 

are e x t r a c t e d by the approach permit. 
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1. Environmental P r o f i l e 

This approach was o p e r a t i o n a l i z e d by Q.29 which contained seventeen 

items designed t o represent key elements of the three order task 

environments. I n a d d i t i o n , each of these items was i n v e s t i g a t e d 

f o r the l e v e l of competition t h a t was experienced i n the past, 

expected i n the f u t u r e and the perceived impact of such competition 

upon d i v i s i o n a l p r o f i t a b i l i t y . I n t o t a l , f i f t y - o n e question items 

were presented t o each respondent. 

( i ) Level of Competition 

When the l e v e l of competition t h a t was experienced and i s expected 

by the three f o c a l d i v i s i o n s was compared and analysed (comparative 

p r o f i l e i s recorded i n Table 5-1 and g r a p h i c a l l y represented i n 

Figures 5-9, 5-10 and 5-11), i t appears t h a t d i v i s i o n Sigma has the 

most problematic environment. This conclusion i s drawn when one 

considers the f o l l o w i n g environmental features o f d i v i s i o n Sigma: 

- I t s o v e r a l l l e v e l of competition as w e l l as competi t i o n i n each 

of the three task environments are expected t o increase s i g n i f i c a n t l y 

over the coming years. Such a change which w i l l i n e v i t a b l y b r i n g 

w i t h i t new demands and c o n s t r a i n t s suggests t h a t the f u t u r e 

environment of d i v i s i o n Sigma w i l l be unstable (see Table 5-2) 

- I t s o v e r a l l l e v e l of competi t i o n and more s p e c i f i c a l l y , i n the 

FOTE and TOTE i s expected t o be higher than those of d i v i s i o n s 

Alpha and Beta (see curves B and C of Figures 5-9 t o 5-11). 
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R e c a l l i n g our e x p o s i t i o n i n the l a s t chapter s e c t i o n on how and why 

competition i s capable of causing a decline i n an organization's 

a b i l i t y to i n f l u e n c e and c o n t r o l i t s e x t e r n a l interdependences, i t 

i s reasonable to conclude t h a t such high l e v e l of competition i s l i k e l y 

t o r e s u l t i n d i v i s i o n Sigma having an environment which i s most 

d i f f i c u l t t o manage. 

As f o r the other two d i v i s i o n s , d i v i s i o n Beta appears to enjoy a 

more st a b l e environment because u n l i k e d i v i s i o n Alpha, any increase 

i n competition f o r the coming years w i l l not be s i g n i f i c a n t , (see 

Tables 5-3 and 5-4). However, i n terms of environmental manageability, 

d i v i s i o n Alpha may be more f o r t u n a t e . Such a conclusion i s based on 

the trends as o u t l i n e d i n Figure 5-10 and 5-11 which show t h a t d i v i s i o n 

Alpha's o v e r a l l l e v e l of competition t h a t was experienced and i s 

expected w i l l be lower than those of d i v i s i o n Beta. Even when 

competition i n each of the task environments i s compared, the trend 

remains the same except f o r a higher l e v e l of comp e t i t i o n i n the FOTE 

which d i v i s i o n Alpha expects. 

I n summary, one can s t a t e t h a t i n s o f a r as environment s t a b i l i t y i s 

concerned, d i v i s i o n Beta i s the most s t a b l e , f o l l o w e d next by d i v i s i o n 

Alpha and then by d i v i s i o n Sigma. However, when the i n t e r e s t i s i n 

environmental manageability, d i v i s i o n Alpha has the most manageable 

environment, followed next by d i v i s i o n Beta and then by d i v i s i o n Sigma 

which appears to have the most d i f f i c u l t environment t o manage. 
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(it) Importance of Competition 

I n examining the "importance of competition" curves of t n e three f o c a l 

d i v i s i o n s , one can observe the f o l l o w i n g trends concerning the 

p o t e n t i a l t h r e a t which competition i n t h e i r r e s p e c t i v e environments 

can cause t o t h e i r p r o f i t a b i l i t y (see curve A of Figures 5-9 to 5-11 

and i t s source data a t Table 5-5). 

The p r o f i t a b i l i t y of d i v i s i o n Beta appears to be most vulnerable 

to being eroded by competitive forces as i t attaches a higher 

l e v e l of importance to i t s o v e r a l l competition and more s p e c i f i c a l l y , 

to competition i n i t s FOTE and SOTE than by d i v i s i o n Alpha or Sigma. 

- D i v i s i o n Alpha, however, appears to be the d i v i s i o n whose 

p r o f i t a b i l i t y i s next most vulnerable t o being eroded by e x t e r n a l 

competition. When compared t o d i v i s i o n Sigma, the perceived 

importance of o v e r a l l competition and more s p e c i f i c a l l y , i n i t s 

SOTE and TOTE t o i t s p r o f i t a b i l i t y i s c e r t a i n l y higher. 

I n summary, i t has emerged t h a t the p o t e n t i a l erosive e f f e c t of 

competition upon p r o f i t a b i l i t y i s highest on d i v i s i o n Beta, moderate 

on d i v i s i o n Alpha and lowest on d i v i s i o n Sigma. When t h i s ranking i s 

contrasted w i t h the previous rankings on environmental s t a b i l i t y and 

manageability, one can immediately n o t i c e t h a t there i s no l i n e a r 

r e l a t i o n s h i p between them. Thus, an environment which i s less s t a b l e 

or more d i f f i c u l t t o manage w i l l not necessary mean t h a t i t w i l l have 

a correspondingly high erosive e f f e c t on o r g a n i z a t i o n a l p r o f i t a b i l i t y . 
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The reverse w i l l also be t r u e as when a more st a b l e and manageable 

environment does not n e c e s s a r i l y mean a diminished erosive e f f e c t 

on p r o f i t a b i l i t y . 

For instance, i n d i v i s i o n Alpha, although the FOTE i s r e l a t i v e l y 

unstable and d i f f i c u l t to manage as competition i s expected to be 

qu i t e high, the p o t e n t i a l impact on p r o f i t a b i l i t y i s not perceived 

to be correspondingly high. Another more pronounced example r e l a t e s 

to the TOTE. I n t h i s case, the environment i s r e l a t i v e l y s t a b l e 

and manageable as the competition l e v e l i s q u i t e low but, nevertheless, 

i t s importance t o p r o f i t a b i l i t y i s s t i l l perceived t o be q u i t e high 

(see Figure 5-10). 

This c h a r a c t e r i s t i c adds f u r t h e r c r e d i b i l i t y t o the mainstream 

argument of the TOTEC frame of anal y s i s t h a t the c o n d i t i o n of the 

environment as i t r e l a t e s t o i t s component sectors should not be 

confused w i t h the e f f e c t s i t i s capable of engendering f o r an 

org a n i z a t i o n . Returning t o our c i t e d d i v i s i o n , Alpha, the primary 

reason why the p o t e n t i a l e f f e c t s o f competition a t i t s TOTE i s h e l d 

at such high l e v e l although the a c t u a l competition i s low i s because 

i t manufactures s o f t medical products e s s e n t i a l f o r s u r g i c a l operations 

of a l l s o r t s . As such, any challenge ( c o m p e t i t i o n ) t o t h e i r r e p u t a t i o n 

as a manufacturer of safe or q u a l i t y products w i l l immediately cause 

sanctions t o be imposed on i t by government h e a l t h agencies, medical 

personnel and even condemnation by the general p u b l i c should deaths 
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a c t u a l l y r e s u l t from the use of i t s products. Thus, w i t h o u t r e v e a l i n g 

t h i s p o t e n t i a l l y erosive consequence of competition i n t h i s TOTE, one 

may s p u r i o u s l y ascribe a conservative estimate of r i s k to p r o f i t a b i l i t y 

simply because the l e v e l of competition experienced or expected i s low. 

( i i i ) Environmental Pressure 

By sy n t h e s i s i n g the a c t u a l l e v e l of competition experienced and expected 

w i t h the perceived erosive e f f e c t of competition on p r o f i t a b i l i t y , one 

can now o b t a i n a " s u r v i v a b i l i t y and l e a r n i n g " p r o f i l e of the f o c a l 

d i v i s i o n s . More s p e c i f i c a l l y , such a p r o f i l e w i l l help to improve our 

i n s i g h t s i n t o the f o l l o w i n g areas 

The extent to which the s u r v i v a l of the d i v i s i o n s has been 

threatened i n the past by c o n d i t i o n s m the d i f f e r e n t task 

environments. By extension, t h i s allows us to i s o l a t e the 

c r i t i c a l environments of each d i v i s i o n . 

The extent to which the s u r v i v a l of the d i v i s i o n s w i l l be threatened 

i n the f u t u r e by conditions m the d i f f e r e n t task environments. By 

extension, t h i s allows us t o e s t a b l i s h the r e l a t i v e success of the 

d i v i s i o n s i n l e a r n i n g t o contain the t h r e a t s from t h e i r environment 

and thus, improving or s t a b i l i z i n g t h e i r s u r v i v a l prospects. 

I n examining Table 5-6 and Figures 5-9 t o 5-11, one can see t h a t d i v i s i o n 

Sigma has experienced the greatest pressure from i t s e x t e r n a l environment, 

followed next by d i v i s i o n Beta and then by d i v i s i o n Alpha w i t h experience 

of the l e a s t pressure (see curve E of graphs). 
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Furthermore, when the task environments are separately analysed, the 

FOTE has emerged as the most c r i t i c a l environment as the greatest 

pressure was experienced from t h i s source by a l l three d i v i s i o n s . As 

f o r the SOTE, i t only ranks as the second most c r i t i c a l environment 

f o r d i v i s i o n Beta. I n c o n t r a s t , the second most c r i t i c a l environment 

f o r d i v i s i o n Alpha and Sigma i s t h a t of the TOTE. 

When examining the s h i f t s i n environmental pressure, i t has emerged 

t h a t d i v i s i o n Sigma w i l l be confronted w i t h s i g n i f i c a n t increases i n 

a l l i t s task environments (see Table 5-7). This h i g h l i g h t s t h a t t h i s 

d i v i s i o n has not been able t o co n t a i n i t s c o mpetitive challenges w i t h 

s u f f i c i e n t e f f e c t i v e n e s s as to prevent such s i g n i f i c a n t changes i n 

environmental pressure. D i v i s i o n Alpha appears as the f i r m w i t h the 

next most d i f f i c u l t y i n c o n t a i n i n g f u r t h e r e x t e r n a l t h r e a t s t o i t s 

s u r v i v a l . As can be observed from Table 5-8, i t expects t o be 

challenged w i t h s i g n i f i c a n t increases i n pressure from i t s FOTE and 

SOTE. I n c o n t r a s t , d i v i s i o n Beta appears t o be i n best c o n t r o l of 

i t s environment as the l e v e l of pressure i s not expected t o increase 

w i t h any s i g n i f i c a n c e i n any of i t s task environments (see Table 5-9). 

I n summary, t h i s a n a l y s i s has shown t h a t the s u r v i v a l prospect of 

d i v i s i o n Sigma has been most threatened by e x t e r n a l forces. Even 
*2 (42) 

more important, i t appears t h a t the o r g a n i z a t i o n a l l e a r n i n g 

of t h i s d i v i s i o n has not advanced e f f e c t i v e l y enough t o prevent 

f u r t h e r s i g n i f i c a n t inroads being made by competitive forces i n 
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j e o p a r d i z i n g i t s f u t u r e s u r v i v a l prospect. I n the case of d i v i s i o n 

Alpha, though i t s s u r v i v a l prospect i s under m a r g i n a l l y less t h r e a t 

from e x t e r n a l forces than d i v i s i o n Beta, the w r i t e r i s i n c l i n e d t o 

beli e v e t h a t i t s l e a r n i n g and adaptation e f f e c t i v e n e s s , i n p a r t i c u l a r 

to the challenges of i t s FOTE and SOTE, i s i n some doubt. I n comparison, 

d i v i s i o n Beta appears t o have adapted most s u c c e s s f u l l y t o e x t e r n a l 

challenges as the n i l increase i n pressure from a l l i t s task 

environments w i l l a t t e s t . 

2. O r i e n t a t i o n toward the Environment 

Frequently, one hears of d i v i s i o n a l i s e d organizations being confronted 

w i t h such c o r p o r a t e - d i v i s i o n a l linkage problems as communication 

m a l f u n c t i o n , slow and i n d e c i s i v e corporate r e a c t i o n t o r e a l or 

impending d i v i s i o n a l c r i s e s , and the p o l a r i z i n g of managerial values 
*3(43 44) 

and a t t i t u d e s ' . I n v a r i a b l y , the r o o t cause of these problems 

has been a t t r i b u t e d to the n o t i o n of temporal and s p a t i a l distance 

spanning between these two management groups ^ ^ » which 

i n e v i t a b l y increases as the number of d i v i s i o n s which the corporate 

o f f i c e has to manage expands. I n t h i s study, we s h a l l seek t o r e f i n e 

t h i s n o t i o n by a s c e r t a i n i n g the precise areas which distance can 

a c t u a l l y a f f e c t . To begin w i t h , we s h a l l e s t a b l i s h whether i t can 

a f f e c t the commonality of c o r p o r a t e - d i v i s i o n a l views concerning the 

s t a t e of the environment which confronts t h e i r d i v i s i o n . Moreover, 

considering that an " i n d i v i d u a l ' s r e a c t i o n w i t h a s i t u a t i o n i s a 
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f u n c t i o n of h i s perception of the s i t u a t i o n r a t h e r than h i s i n t e r a c t i o n 

w i t h a s o l i t a r y combination of ' r e a l 1 s t i m u l i and c o n s t r a i n t s " t 

t h i s task i s e s p e c i a l l y germane i f one i s t o be able t o e x p l a i n at 

a l a t e r stage the accuracy of corporate o f f i c e r s ' perception of 

d i v i s i o n a l s i t u a t i o n and the adequacy of t h e i r response to i t s needs. 

To accomplish t h i s task, Q.29 was administered separately t o both 

corporate and d i v i s i o n a l respondents i n a l l the three firms studied. 

This question est a b l i s h e s the perception of these two management 

groups of the l e v e l of competition t h a t was experienced and i s 

expected by t h e i r d i v i s i o n (Tables 5-10 to 5-12), of the importance 

of such competition (Tables 5-13 to 5-15) and of the environmental 

pressure t h a t was experienced and i s expected by t h e i r d i v i s i o n 

(Tables 5-16 to 5-18). From these source data, s t a t i s t i c a l t e s t s 

were conducted t o determine the degree of alignment between the 

views of the two management groups. (Tables 5-19 to 5-21). Following 

t h a t , the f o l l o w i n g observations were made and conclusions drawn. 

Out of twenty areas where the views of the two management groups 

were analysed, d i v i s i o n s Sigma and Alpha had only one area ( 5 % of 

t o t a l ) and d i v i s i o n Beta had two areas (107« of t o t a l ) where 

s i g n i f i c a n t d i s p a r i t y was observed. As these d i s p a r i t i e s are 

extremely small, the w r i t e r concludes t h a t f o r these f i r m s , 

n e i t h e r s p a t i a l nor temporal distance has any s i g n i f i c a n t 

i n f l u e n c e on the accuracy w i t h which corporate o f f i c e r s perceive 

the s t a t e of t h e i r d i v i s i o n a l environment. 
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Views concerning the extent of competition which p r e v a i l s i n the 

SOTE has emerged as the only area where d i s p a r i t y has a r i s e n 

c o n s i s t e n t l y f o r a l l three f o c a l f i r m s . I n a d d i t i o n , such 

d i s p a r i t y has a r i s e n because corporate o f f i c e r s h e l d a more 

conservative estimate of competition i n t h i s task environment 

than t h e i r d i v i s i o n a l colleagues (see Tables 5-10 t o 5-12), 

From personal i n t e r v i e w s and i n conju n c t i o n w i t h the w r i t e r ' s 

concept of 'The Natur a l Order of Task Environment C o n t r o l ' , 

which i s f u l l y e l u c i d a t e d i n chapter s i x , the w r i t e r i s i n c l i n e d 

t o suggest t h a t because of the shared r e s p o n s i b i l i t y f o r elements 

of t h i s task environment, n e i t h e r p a r t y i s w i l l i n g to accept 

completely the other party's view of the extensiveness o f 

competition t h a t has been experienced or i s expected. As the 

group f i n a n c i a l c o n t r o l l e r of f i r m SIGMA h i n t e d when asked about 

the d i s p a r i t y of views concerning the SOTE, 

"Our f i n a n c i n g , purchasing and labour r e c r u i t m e n t ( a l l ' i n p u t ' 

dealings w i t h elements o f the SOTE) operations are managed 

on a mixed and h o p e f u l l y , happy approach. You see, i n these 

operations, we reasoned t h a t some c e n t r a l involvement i s 

imperative i f we are t o reap economies of scale. I admit 

t h a t there are c e r t a i n things l i k e the handling of customers 

('output' elements of the FOTE) which i s best l e f t t o the 

d i v i s i o n a l boys and H.Q. should r i g h t l y l a y o f f , 
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but things l i k e funding, buying and employee r e l a t i o n s should 

form p a r t of our r e s p o n s i b i l i t y . Besides, I t h i n k our a c t i v e 

i n t e r e s t i n them i s good, we know the s i t u a t i o n and we can't 

be b u l l i e d i n t o approving f a t t y budget requests by u n i t s who 

t e l l us they are i n command and know the s i t u a t i o n a l needs 

b e t t e r . " 

I n c o n t r a s t , the commercial d i r e c t o r of d i v i s i o n Sigma presented a 

r a t h e r opposing p o i n t - of - view when he states 

"Corporate people have a tendency to underestimate our problems 

and needs. I can w e l l understand as they are the custodian of 

corporate resources and must be w a t c h f u l of our dealings. 

However, they must not lose s i g h t of the f a c t t h a t we are i n 

a c t u a l , day - t o - day contact w i t h grass r o o t problems which 

not even the most powerful p a i r of corporate binoculars could 

catch s i g h t of i n a l l i t s f i n e d e t a i l s . We are the best judge 

of our problems, I always say . . . i n some areas we are allowed 

t o be the judge, but i n others l i k e fundings and procurement, 

there i s q u i t e a b i t of h u s t l i n g going on. We have t o argue 

and persuade, sometimes we succeed i n b r i n g i n g them to see our 

views but sometimes we don't". 

From such conversations, i t i s c l e a r t h a t the temporal and s p a t i a l 

distance between corporate o f f i c e r s and d i v i s i o n a l managers does not 
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by i t s e l f r e s u l t i n any s i g n i f i c a n t divergence of views about the 

s t a t e of d i v i s i o n a l environment. Instead, the w r i t e r suggests t h a t 

the key to whether views about the s t a t e of a p a r t i c u l a r task 

environment w i l l concur or diverse w i l l depend on whether one of 

the two management groups has a n a t u r a l c o n t r o l over i t . Thus, 

i n the case of the FOTE where d i v i s i o n a l management has a predominant 

r e s p o n s i b i l i t y and of the TOTE where predominant r e s p o n s i b i l i t y r e s t s 

w i t h corporate management, the s i t u a t i o n a l assessment by the 

management group who i s predominantly responsible w i l l be more 

accepted and divergence of views less l i k e l y (see Tables 5-19 to 5-21). 

However, when n e i t h e r group has a predominant r e s p o n s i b i l i t y but 

inst e a d the r e s p o n s i b i l i t y i s being shared, as i n the case of the 

SOTE, the tendency toward c o n t r a d i c t o r y assessment of the s i t u a t i o n , 
*5 (49 50 51) u n c e r t a i n t y and i n d e c i s i o n w i l l be greater ' ' 

D. SUMMARY AND CONCLUSION 

By applying the TOTEC Approach, considerable i n f o r m a t i o n has been 

y i e l d e d about the t e x t u r e of the d i f f e r e n t sectors of the environment. 

More s p e c i f i c a l l y , the r e l a t i v e s t a b i l i t y , manageability and importance 

of the environment have been e s t a b l i s h e d . No less valuable, the 

performances of the f o c a l f irms i n coping w i t h the d i f f e r e n t s e c t o r a l 

challenges both i n the past and i n the f u t u r e have also been revealed. 

C l e a r l y , t h i s i n f o r m a t i o n demonstrates t h a t the environment i s not a 

u n i f i e d e n t i t y which presents uniform and co n s i s t e n t demands and 
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o p p o r t u n i t i e s to the f i r m s . Even more important, they suggest the 

u n d e s i r a b i l i t y and diseconomy of i n i t i a t i n g s t r u c t u r a l readjustments 

f o r the whole o r g a n i z a t i o n as a response to environmental challenges 
(52 53 54) 

' ' . The uneven t e x t u r e of the environment, the question of 

unbearably high s t r u c t u r a l development costs, wide spread system 

d i s l o c a t i o n s and i n the case of d i v i s i o n a l i s e d organizations where 

corporate members, t o a greater or lesser e x t e n t , do p a r t i c i p a t e i n 

d i v i s i o n a l a f f a i r s , p r o t r a c t e d e f f o r t s to r e c o n c i l e divergent i n t e r e s t s 

across extensive s t r u c t u r a l p o i n t s down grade the wisdom of such a 

move. Instead, s e l e c t i v e readjustment of those aspects of o r g a n i z a t i o n a l 

s t r u c t u r e most vul n e r a b l e t o environmental variances and deployment of 

adaptation programmes across s p e c i f i c p o i n t s of the boundary appear 

to be a more v i a b l e a l t e r n a t i v e . I n l a t e r chapters, we w i l l examine 

whether corporate and d i v i s i o n a l managements have adopted such an 

a l t e r n a t i v e course and i f they d i d , how they co-operated t o steer 

themselves through i t . 
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CHAPTER 5 FOOTNOTES 

*1 A s e r i o u s flaw i n Chester-Bernard's treatment of the environment 

i s h i s n e g l e c t of t h i s v i t a l a spect when he simply lumped 

i n v e s t o r s , c l i e n t s , s u p p l i e r s and other elements as members of 
( 29) 

the " c o - o p e r a t i v e system" . He f a i l e d to take i n t o 

c o n s i d e r a t i o n the d i f f e r e n t v a l u e which the elements hold f o r an 

o r g a n i s a t i o n and by the same token, the d i s p a r a t e a t t e n t i o n 

which needs to be devoted to managing the elements. 

*2 The term ' o r g a n i s a t i o n a l l e a r n i n g ' i s used i n the same manner 

as defined i n Cyert and March's A B e h a v i o u r a l Theory of the 

Firm, t h a t i s , viewing i t as the p r o c e s s by which o r g a n i s a t i o n s 
(42) 

adapt over time. 

*3 Two o r g a n i s a t i o n s which had to endure some of these problems 
(43 ) (44) are RCA and S p i l l e r s . As i n other s i m i l a r c a s e s , 

prolonged f a i l u r e to curb such problems can e v e n t u a l l y l e a d 

to s e r i o u s p r o f i t c r i s i s f o r the p a r t i c u l a r d i v i s i o n as w e l l 

as f o r the parent o r g a n i s a t i o n . 

*4 Management w r i t e r s l i k e Lawrence and L o r s h Blau 
( 4 7 ) 

and Williamson have often argued t h a t due to t h e i r 

d i f f e r i n g r o l e s and environmental c o n t a c t s , headquarters and 

d i v i s i o n a l u n i t s could develop v e r y d i f f e r e n t c o g n i t i v e 

o r i e n t a t i o n s , and ways of o r g a n i s i n g work. I n v a r i a b l y , such 

d i f f e r e n c e s have been termed as corporate - d i v i s i o n a l 

d i f f e r e n t i a t i o n and c e n t r e on such i s s u e s as the f o r m a l i t y 
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of s t r u c t u r e , and o r i e n t a t i o n s toward time, goal and i n t e r p e r s o n a l 

r e l a t i o n s h i p as measured along a task v e r s u s s o c i a l continuum. 

To observe such problematic outcomes of shared r e s p o n s i b i l i t y 

and j o i n t decision-making, one has only to look a t the 

Japanese s t y l e of management. They favour j o i n t decision-making 

which i n v o l v e s a wide network of corporate and d i v i s i o n a l 

managers. However, each management group w i l l b r i n g w i t h them 

views and o f f e r d e c i s i o n - c h o i c e s which r e f l e c t t h e i r l o c a l 

i n t e r e s t s and a s p i r a t i o n s . As a consequence, Japanese firms 

a r e o f t e n noted to be plagued w i t h prolonged and a n t a g o n i s t i c 

d i s c u s s i o n s before f i n a l d e c i s i o n s can be reached i f ever they 
, . (49, 50, 51) are reached 
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I n the preceding chapter, the w r i t e r has presented and a n a l y s e d the 

views h e l d by s e n i o r management i n the three f o c a l d i v i s i o n s concerning 

the environment w i t h which they have to contend. More s p e c i f i c a l l y , a 

c l e a r e r i n s i g h t of the d i f f e r e n t s e c t o r a l i n t e r e s t s which the d i v i s i o n s 

have to s a t i s f y both i n the past and i n the f u t u r e has been presented. 

I n the l i g h t of such i n s i g h t , the next t a s k i s to i d e n t i f y and r e v e a l 

what a d m i n i s t r a t i v e and s t r a t e g i c postures the e x e c u t i v e o f f i c e r s of 

each f i r m have chosen to adopt i n response to t h e i r p a r t i c u l a r 

e x t e r n a l d i v e r s i t y . 

To accomplish t h i s p a r t i c u l a r t a sk, the r e s e a r c h was d i r e c t e d to seek 

answers to three mam questions 

1 I n which of the f o c a l d i v i s i o n s ' three d i f f e r e n t task environments 

i s corporate involvement i n i t s management d e s i r a b l e and what f a c t o r s 

can i n f l u e n c e the form which involvement t a k e s ' 

2 Corporate O f f i c e r s ' i n t e r e s t s must n e c e s s a r i l y extend beyond any 

e x c l u s i v e devotion to the w e l f a r e of the f o c a l d i v i s i o n i n order 

to safeguard the w e l l - b e i n g of the t o t a l o r g a n i z a t i o n . To what 

extent a r e t h e i r b e l i e f s about the a p p r o p r i a t e f u n c t i o n a l a r e a s i n 

which they should be concerned i n agreement, or i n c o n f l i c t , w i t h 

those of t h e i r d i v i s i o n a l c o l l e a g u e s ' 

3 How do corporate and d i v i s i o n a l views of a d m i n i s t r a t i v e p r o p r i e t y 

f i t i n w i t h the s t r a t e g i c o r i e n t a t i o n s t h a t a r e n e c e s s a r y f o r coping 

w i t h the changing demands of the environment? 

I n t h i s chapter, the w r i t e r w i l l d i s c u s s these questions w i t h r e f e r e n c e 

to the three f o c a l firms and a n a l y s e those c o n t i n g e n c i e s which underscore 

t h e i r a d m i n i s t r a t i v e and s t r a t e g i c o r i e n t a t i o n s . 
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A ' MANAGEMENT PHILOSOPHY 

We w i l l f i r s t seek answers to the f i r s t q u e s t i o n by examining the 

a d m i n i s t r a t i o n assumptions and philosophy of management th a t a r e h e l d 

by the corporate and d i v i s i o n a l managements of each f i r m . The r e s e a r c h 

data f a c i l i t a t i n g t h i s task was obtained from responses to Q.7 which 

was designed to r e v e a l the managers' p r e f e r r e d management s t y l e ( p a r t 1 

of question) and t h e i r views of the s t y l e t h a t i s a c t u a l l y p r a c t i s e d i n 

t h e i r o r g a n i z a t i o n s ( p a r t 2 of q u e s t i o n ) . I n a d d i t i o n , to r e l a t e t h e i r 

responses to two p o l a r i s t i c and one mid-way management s t y l e s so t h a t 

i n t e r - s t y l e comparative a n a l y s i s can be made, f i v e items which a r e 

common to both p a r t s of the quest i o n were used. As t h i s i s an e x p l o r a t o r y 

study, these t h r e e management s t y l e s have been s p e c i a l l y c o n c e p t u a l i z e d to 

r e p r e s e n t the extreme and middle p o i n t s of a continuum which ep i t o m i s e s 

the r e l a t i v e depth of corporate involvement i n d i v i s i o n a l a f f a i r s . 

The f i r s t management s t y l e , indexed by item 1 of Q.7, i s simply c a l l e d 

the A d m i n i s t r a t i v e Approach. Under t h i s approach, the i n t e r e s t of the 

corporate o f f i c e i s c o n c e p t u a l i z e d as fo c u s i n g mainly on the end 

achievements of i t s d i v i s i o n . I n t h i s c ontext, the concern of the 

corporate o f f i c e i s p r i m a r i l y i n suppl y i n g the n e c e s s a r y f i n a n c i a l 

r e s o u r c e s i n exchange for some s a t i s f a c t o r y r e t u r n s . Any j o i n t d e c i s i o n 

making i s s t r i c t l y c onfined to f i n a n c i a l planning, for example, r e g a r d i n g 

the s i z e of d i v i s i o n a l p r o f i t c o n t r i b u t i o n s and approval of c a p i t a l and 

major expense p r o j e c t s . 

The second management s t y l e , indexed by items 3 and 5 of Q.7 i s c a l l e d 

the O p e r a t i o n a l Approach. Under t h i s approach, the i n t e r e s t of the 

corporace o f f i c e i s i n both the ends which i t s d i v i s i o n should seek, and 

the means w i t h which to seek such ends. T y p i c a l l y , such an approach i s 

c h a r a c t e r i z e d by a corporate o f f i c e w i t h i n t i m a t e understanding o f 

d i v i s i o n a l o p e r a t i o n s and which emphasizes a c t i v e l e a d e r s h i p i n employing 

those r e s o u r c e s which a r e p l a c e d a t the d i s p o s a l °f i - t s d i v i s i o n . T h i s 
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emphasis i s normally r e a l i z e d through committing the corporate s t a f f 

to s e a r c h out and develop s o l u t i o n s to problems with d i v i s i o n a l p e r s o n n e l . 

The t h i r d management s t y l e , indexed by items 2 and 4 of Q.7 i s c a l l e d 

the S e l e c t i v e Involvement and C o n t r o l or S.I.C. Approach. I l l u s t r a t i v e l y , 

t h i s approach can be depicted as f a l l i n g i n the middle of a continuum 

th a t i s p o l a r i z e d by the two approaches d e s c r i b e d e a r l i e r . I n p r a c t i c e , 

t h i s approach i s t y p i f i e d by a c o r p o r a t e o f f i c e which i s more than j u s t 

a rubber stamp agency f o r proposals submitted by the operating d i v i s i o n s . 

I t tends to take an a c t i v e but l i m i t e d i n t e r e s t i n d i v i s i o n a l o p e r a t i o n s 

and management development. And, the r o l e of corporate s t a f f i s s t r i c t l y 

c onfined to p r o v i d i n g s p e c i a l i z e d s e r v i c e s , such as i n i n d u s t r i a l 

r e l a t i o n s , l e g a l matters, design of i n f o r m a t i o n systems and i n t e r p r e t a t i o n 

of f i n a n c i a l r e p o r t s for subsequent d e c i s i o n making by corporate e x e c u t i v e 

o f f i c e r s . 

1. L i t e r a t u r e Pronouncement v e r s u s A c t u a l 
Management Assumptions and P r a c t i c e s 

With t h i s t r i p a r t i t e model, we w i l l f i r s t see how the trend of contemporary 

l i t e r a t u r e which advocates the t r a n s f e r of power, i n f l u e n c e and d e c i s i o n ­

making to o r g a n i z a t i o n a l members d i r e c t l y charged w i t h managing some 

l o c a l i s e d a c t i v i t i e s or a wider employment of the a d m i n i s t r a t i v e approach, 

can stand up i n p r a c t i c e . Though the u n d e r l y i n g r a t i o n a l e f o r t h i s 

advocacy, which i n c l u d e the s a t i s f a c t i o n of h i g h e r l e v e l needs ^ \ the 
( 2 ) 

importance of s e l f - d i r e c t i o n , i n c r e a s i n g f e l t r e s p o n s i b i l i t y and 
( 3 ) 

co-operation , the p s y c h o l o g i c a l i n t e g r a t i o n of i n d i v i d u a l s i n t o the 

( 4 ) 

system , the advantages of a s u b s t a n t i a l i n t e r a c t i o n - i n f l u e n c e system 

^ \ and the e f f e c t i v e use of human r e s o u r c e s ^ \ i s t h e o r e t i c a l l y 

a t t r a c t i v e , some doubts remain. 
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The f i r s t doubt i s r a i s e d when one a n a l y s e s the views of corporate and 

d i v i s i o n a l managers, i n the form of t h e i r statements of what they regard 

as the most d e s i r a b l e form of approach for managing t h e i r d i v i s i o n s (views 

were obtained by a d m i n i s t e r i n g Q.7 of the NOCAM q u e s t i o n n a i r e ) . I n 

p a r t i c u l a r , t h i s a n a l y s i s provides us with an i n d i c a t i o n of whether they 

would l i k e power and i n f l u e n c e to be s u b s t a n t i a l l y t r a n s f e r r e d to 

d i v i s i o n a l managers, because i f they do, the r e s u l t s would i n d i c a t e a 

s i g n i f i c a n t p r e f e r e n c e for the a d m i n i s t r a t i v e approach. The q u e s t i o n n a i r e 

responses which p e r t a i n to t h e i r p e r c e p t i o n s are a n a l y s e d and presented 

as Table 6-1. From i t , one can see t h a t the approach which i s 

s i g n i f i c a n t l y p r e f e r r e d over others by the respondents of firms ALPHA 

and BETA i s the S.I.C. approach. I n essence, t h i s approach permits 

d i v i s i o n a l management to have a f a i r amount of f e d e r a l i s e d a u t h o r i t y but 

a t the same time, does not compromise away the c o n t r o l l e r s h i p of 

corporate o f f i c e r s over c e r t a i n key a r e a s . I n the case of f i r m SIGMA, 

although the d i f f e r e n c e amongst the approaches i s not s t a t i s t i c a l l y 

s i g n i f i c a n t , the sum of ranks has d i s t i n c t l y showed that the a d m i n i s t r a t i v e 

approach i s the l e a s t d e s i r e d approach of the t h r e e . T h e r e f o r e , i t 

appears that i n s o f a r as these d i v i s i o n a l i s e d o r g a n i z a t i o n s are concerned, 

any attempt to s h i f t a b s o l u t e , or near a b s o l u t e , c o n t r o l or i n f l u e n c e to 

those i n v o l v e d i n l o c a l i s e d a c t i v i t i e s w i l l not be d e s i r a b l e . 

Why then has the S.I.C. approach emerged as the most favourable? 

Indeed, why has i t a l s o appeared t h a t when the other two approaches 

a r e j o i n t l y analysed, as shown i n T a b l e 6-2, no s i g n i f i c a n t trend emerges 

to i n d i c a t e whether the a d m i n i s t r a t i v e or o p e r a t i o n a l approach i s more 

d e s i r a b l e ? 

The reason w i l l become evi d e n t i f we r e c a l l the r a t i o n a l e , as pointed 

out e a r l i e r i n t h i s chapter, i n support of more t r a n s f e r of power and 

i n f l u e n c e to the locus of mainstream a c t i v i t i e s . I n t h i s context, 
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although an a d m i n i s t r a t i v e approach may f u l l y s a t i s f y the i n t r i n s i c 
a s p i r a t i o n s of d i v i s i o n a l managers, by gra n t i n g them g r e a t e r c o n t r o l 
over the f u n c t i o n i n g of t h e i r o r g a n i z a t i o n , the adverse e f f e c t s 
a s s o c i a t e d w i t h the corresponding l o s s of c o n t r o l may as a r e s u l t be 
f e l t by the corporate o f f i c e r s . The r e v e r s e would, of course, be a l s o 
t r u e . Thus, when an o p e r a t i o n a l approach i s enforced, the f u l f i l m e n t 
of the corporate o f f i c e r s ' i n t r i n s i c a s p i r a t i o n s may be countered by a 
corresponding f a i l u r e to f u l f i l l those a s p i r a t i o n s of d i v i s i o n a l 
managers. I n s h o r t , when these two p o l a r i s t i c approaches a re employed, 
one of the two management groups has to be deprived of those b e n e f i t s 
a c c r u a b l e from c o n t r o l l e r s h i p . 

As a consequence, those i n d i v i d u a l s who a r e abl e to e x e r c i s e some 

c o n t r o l over t h e i r own and o t h e r s ' a c t i v i t i e s may experience s a t i s f a c t i o n 

w h i l s t those who are not able to e x e r c i s e c o n t r o l but who a r e , i n s t e a d , 

being c o n t r o l l e d by others, may f i n d d i s s a t i s f a c t i o n and a l i e n a t i o n 

from t h e i r a c t i v i t i e s ^ \ Thus, one would expect that when these 

two management groups are presented w i t h a c h o i c e , they w i l l n a t u r a l l y 

s e l e c t the approach which w i l l grant them the h i g h e s t l e v e l of 

c o n t r o l l e r s h i p . And, when the e f f e c t s of these c o n f l i c t i n g s e l f -

i n t e r e s t s a r e j o i n t l y considered, no c l e a r trend w i l l emerge to 

i n d i c a t e which p a r t i c u l a r approach w i l l be more favoured. I n c o n t r a s t , 

the S.I.C. approach i s one which i s capable of f u l f i l l i n g a t l e a s t some 

of the c o n t r o l a s p i r a t i o n s of both management groups and as such, would 

be d i s t i n c t l y p r e f e r r e d over any o t h e r s . To summarize these a n a l y s e s , 

three p r o p o s i t i o n s w i l l now be drawn: 

P r o p o s i t i o n 1 

The management approach t h a t i s adopted for a d m i n i s t r a t i n g d i v i s i o n s 

must r e c o g n i s e the c o n t r o l a s p i r a t i o n s and c a t e r to the i n t r i n s i c needs 
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of both corporate o f f i c e r s and d i v i s i o n a l managers. An approach which 

i s unable to f u l f i l l such needs i s u n l i k e l y to be accepted by both management 

groups. 

P r o p o s i t i o n 2 

The use of an a d m i n i s t r a t i v e or o p e r a t i o n a l management approach tends to 

f u l f i l l the c o n t r o l a s p i r a t i o n s of e i t h e r the corporate o f f i c e r s or 

d i v i s i o n a l managers. As a consequence, n e i t h e r of these two approaches are 

h e l d to be p a r t i c u l a r l y d e s i r a b l e by the two management groups. 

P r o p o s i t i o n 3 

The use of an S.I.C. management approach tends to f u l f i l l the c o n t r o l 

a s p i r a t i o n s of both the corporate o f f i c e r s and d i v i s i o n a l managers. As a 

consequence, i t i s h e l d to be most d e s i r a b l e by the two management groups. 

The second doubt as to whether the t r a n s f e r of power and i n f l u e n c e can be 

a g e n e r a l l y a p p l i c a b l e philosophy f o r managing d i v i s i o n s i s r a i s e d when 

we examine the management approaches t h a t are a c t u a l l y employed i n the 

firms s t u d i e d . The frequency w i t h which these approaches have occurred 

i n the management of the f o c a l d i v i s i o n s was e s t a b l i s h e d by a d m i n i s t e r i n g 

Q.7 of the NOCAM q u e s t i o n n a i r e . I n the case of f i r m ALPHA, the approach 

which occurs with most s i g n i f i c a n t frequency i s the S.I.C. approach. As 

for f irms BETA and SIGMA, none of the three approaches can be d i s c e r n e d 

to have occurred s i g n i f i c a n t l y more f r e q u e n t l y than o t h e r s , suggesting 

that the three approaches have been a p p l i e d i n t e r c h a n g e a b l y ( s e e Table 

6-3). C l e a r l y , some i n t e r v e n i n g c o n d i t i o n s are a t p l a y which i n f l u e n c e 

the usage of the three approaches. What these c o n d i t i o n s are w i l l be the 

s u b j e c t of l a t e r d i s c u s s i o n . For the present, i t i s s u f f i c i e n t to note 

that the advocacy by v a r i o u s management w r i t e r s mentioned e a r l i e r f o r a 

more s u b s t a n t i a l t r a n s f e r of power and i n f l u e n c e to l o c a l managers does 

not accord w i t h the views expressed by s e n i o r management i n the f i r m s 

s t u d i e d . One can, thus, add another p r o p o s i t i o n ' 
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P r o p o s i t i o n 4 

I n s p i t e of some strong arguments, r e l a t i n g mainly to the enhancement 

of i n d i v i d u a l m o t i v a t i o n s , which advocated a more complete f u l f i l m e n t 

of the c o n t r o l a s p i r a t i o n s of d i v i s i o n a l managers, e m p i r i c a l data show 

th a t such f u l f i l m e n t has not completely taken p l a c e i n the f o c a l f i r m s . 

T h i s suggests the p o s s i b i l i t y t h a t c o n s i d e r a t i o n s other than those 

which r e l a t e to the i n n a t e p e r s o n a l i t y d r i v e s of d i v i s i o n a l managers 

must have been taken i n t o account when d e c i d i n g the extent which t h e i r 

c o n t r o l a s p i r a t i o n s can be f u l f i l l e d . 

2. C o n s i d e r a t i o n s u n d e r l y i n g the Choice of Management Approaches 

I n the l i g h t of the f i n d i n g s j u s t d e s c r i b e d , what i n t e r v e n i n g c o n d i t i o n s 

or c o n s i d e r a t i o n s a r e c r u c i a l f o r i n f l u e n c i n g the choice of management 

approaches? The answer was sought by e x p l o r i n g the r e l a t i o n s h i p , 

between the s t a t e s of the e x t e r n a l environment and v a r i o u s management 

approaches t h a t were employed, or p e r c e i v e d to be a p p r o p r i a t e , f o r 

coping with the demands of those s t a t e s . The data for t h i s t a s k were 

d e r i v e d from Q.7 and Q.29 and the a p p r o p r i a t e c o r r e l a t i o n s were computed 

and recorded i n Tables 6-4 to 6-9. I n a d d i t i o n , three diagrammatical 

r e p r e s e n t a t i o n s of these t a b l e s a r e presented as F i g u r e 6-1 ( f o r Tables 

6-4 and 6-5), F i g u r e 6-2 ( f o r T a b l e s 6-6 and 6-7) and F i g u r e 6-4 ( f o r 

T a b l e s 6-8 and 6-9). 

( i ) O v e r a l l Environmental C o n s i d e r a t i o n s 

F i r s t l y , i n a n a l y s i n g the bold l i n e s i n F i g u r e 6-1, one can 

i s o l a t e three s e t s of primary l i n k s which can he l p to e x p l a i n the 

c o n d i t i o n s t h a t favour the use of an a d m i n i s t r a t i v e or o p e r a t i o n a l 

management approach. These primary l i n k s , a l l s i g n i f i c a n t a t p<.05, 

which r e f l e c t the l i n e a r r e l a t i o n s h i p between the two management 

approaches and v a r i o u s s t a t e s of the environment a t d i v i s i o n Alpha a r e 
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of the f o l l o w i n g nature 

1. A strong p o s i t i v e c o r r e l a t i o n between the l e v e l of competition, 

experienced and expected, and the l e v e l of d e s i r a b i l i t y for an 

a d m i n i s t r a t i v e approach. 

2. A strong p o s i t i v e c o r r e l a t i o n between the p e r c e i v e d importance 

of competition and the l e v e l of d e s i r a b i l i t y for an o p e r a t i o n a l 

approach. 

3. A strong p o s i t i v e c o r r e l a t i o n between the l e v e l of environmental 

p r e s s u r e , experienced and expected, and the l e v e l of d e s i r a b i l i t y 

f o r an o p e r a t i o n a l approach. 

I n a d d i t i o n , the f o l l o w i n g primary l i n k s , a l l s i g n i f i c a n t a t p<.05, 

have a l s o been found i n D i v i s i o n Sigma ( s e e F i g u r e 6-2). 

4. A p o s i t i v e c o r r e l a t i o n between the p e r c e i v e d importance of 

competition and the occurrence of an o p e r a t i o n a l approach. 

5. A p o s i t i v e c o r r e l a t i o n between the l e v e l of environmental p r e s s u r e 

experienced and the occurrence of an o p e r a t i o n a l approach. 

From these c o r r e l a t i o n s , one can immediately d i s t i n g u i s h two s e p a r a t e 

c o l l e c t i o n s of environmental c o n d i t i o n s which are capable of i n f l u e n c i n g 

the choice of e i t h e r an a d m i n i s t r a t i v e or o p e r a t i o n a l approach. 

R e c a l l i n g the previous d i s c u s s i o n s i n Chapter 5 th a t the l e v e l of 

competition merely r e p r e s e n t s the volume of concerted e f f o r t s t h a t a r e 

needed to cope w i t h e x t e r n a l c h a l l e n g e s w h i l s t the importance of 

competition and the l e v e l of environmental p r e s s u r e r e p r e s e n t the 

extent which the s u r v i v a l of a d i v i s i o n w i l l be c u r t a i l e d , i t appears 

from these two c o l l e c t i o n s of environmental c o n d i t i o n s t h a t the key 

c o n s i d e r a t i o n i n choosing a s p e c i f i c approach i s whether the d i v i s i o n a l 

management i s seen by corporate o f f i c e r s as capable of e f f e c t i v e l y 

managing t h e i r d i v i s i o n . Thus, when the management of a d i v i s i o n i s 
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i n e f f e c t i v e and cau s i n g , or l i k e l y to cause, r i s k to i t s s u r v i v a l , 
corporate o f f i c e r s a r e expected to respond by t a k i n g a more d i r e c t 
i n t e r e s t i n the management of the d i v i s i o n concerned. T h i s r a t i o n a l e 
h e l p s to e x p l a i n the second and t h i r d c o r r e l a t i o n between a high l e v e l 
of environmental r i s k and the strong d e s i r e for an o p e r a t i o n a l approach, 
as w e l l as the fourth and f i f t h c o r r e l a t i o n between a high l e v e l of 
environmental r i s k and the occurrence of an o p e r a t i o n a l approach. 

As for the f i r s t c o r r e l a t i o n , a p o s s i b l e e x p l a n a t i o n i s one of wi s h i n g 

to grant the d i v i s i o n a l management a f r e e r hand i n managing t h e i r 

o r g a n i z a t i o n under s i t u a t i o n s of i n t e n s e competition so th a t g r e a t e r 

i n n o v a t i v e n e s s and a d a p t a b i l i t y can be a t t a i n e d . T h i s r a t i o n a l e i n 

support of an a d m i n i s t r a t i v e approach c l e a r l y f a l l s i n l i n e w i t h the 

contingency theory of o r g a n i z a t i o n s t h a t a d e c e n t r a l i s e d s t r u c t u r e of 

a u t h o r i t y i s more a p p r o p r i a t e for r e l a t i v e l y dynamic environments w h i l s t 

a c e n t r a l i s e d s t r u c t u r e of a u t h o r i t y i s more d e s i r a b l e f o r o r g a n i z a t i o n s 

which operate i n r e l a t i v e l y s t a b l e environments ^ \ 

I n terms of the S.I.C. approach, Table 6-1 and F i g u r e s 5-10 and 5-11 

show th a t i t i s s i g n i f i c a n t l y p r e f e r r e d i n a s i t u a t i o n of r e l a t i v e l y 

low l e v e l of competition and r i s k . The strong n e g a t i v e c o r r e l a t i o n 

between the occurrence of an S.I.C. approach and a s i t u a t i o n of high 

competition and environmental p r e s s u r e , as shown i n F i g u r e 6-1 

pro v i d e s f u r t h e r evidence to suggest t h a t an S.I.C. approach i s most 

d e s i r a b l e i n a s i t u a t i o n which i s he l d to be calm and r i s k f r e e . 

The marketing d i r e c t o r of d i v i s i o n Alpha probably g i v e s the c l e a r e s t 

e x p l a n a t i o n of the t h i n k i n g underpinning the d e c i s i o n to s w i t c h from 

one management approach to another. 
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" s u r e l y , when we are charged w i t h running t h i s d i v i s i o n , we 

ar e e n t i r e l y r e s p o n s i b l e f o r upkeeping i t i n as near p e r f e c t order 

as p o s s i b l e . O c c a s i o n a l l y , we may come a c r o s s problems i n han d l i n g 

customers, s u p p l i e r s or government people, but t h i s does not mean 

tha t we immediately dash to those chaps a t H.Q. for help. We l i k e 

to s t r e t c h o u r s e l v e s and run the show i n the way we f e e l s u i t a b l e 

u n t i l perhaps, we got things i n a mess or someone t e l l s us we got 

i t a l l s e r i o u s l y wrong. Then, and only then, do we f e e l t h a t the 

hands of people from the c e n t r e should r e a c h out to t h i s d i v i s i o n " 

From these d i s c u s s i o n s , a d d i t i o n a l p r o p o s i t i o n s a r e now i n order* 

P r o p o s i t i o n 5 

The higher the i n t e n s i t y of competition, the more the corporate and 

d i v i s i o n a l managements w i l l d e s i r e the a d m i n i s t r a t i v e management 

approach. 

P r o p o s i t i o n 6 

The higher the environmental p r e s s u r e and r i s k p e r c e i v e d , the more the 

corporate and d i v i s i o n a l managements w i l l d e s i r e the o p e r a t i o n a l 

management approach. 

P r o p o s i t i o n 7 

The lower the i n t e n s i t y of competition and environmental r i s k , the more 

the corporate and d i v i s i o n a l management}! w i l l d e s i r e the s e l e c t i v e 

involvement and c o n t r o l ( S . I . C . ) management approach. 

( i i ) S p e c i f i c Task-Environment C o n s i d e r a t i o n s 

Up to the p r e s e n t , the w r i t e r has e x t r a c t e d and e l u c i d a t e d the v a r i o u s 

c o n d i t i o n s of the o v e r a l l e x t e r n a l environment which might a f f e c t the 

choice of management approaches. The next t a s k i s to determine whether 

c o n d i t i o n s w i t h i n each of the t a s k environments can i n f l u e n c e the c h o i c e 

of management approaches and i f so, i n which d i r e c t i o n w i l l such 
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i n f l u e n c e be exer t e d . T h i s appeals as a l o g i c a l p r o g r e s s i o n e s p e c i a l l y 

when one c o n s i d e r s t h a t the elements w i t h i n each of the three task 

environments are d i f f e r e n t and t h a t corporate o f f i c e r s or d i v i s i o n a l 

managers may have s p e c i a l v e s t e d i n t e r e s t s i n some of them. Take f o r 

i n s t a n c e , the case of the f i r s t order t a s k environment (FOTE). By 

v i r t u e of the f a c t t h a t i t s elements a r e the customers of the d i v i s i o n , 

one would expect i t s management and n u r t u r e to f a l l n a t u r a l l y on 

d i v i s i o n a l managers. I n f a c t , the very concept of a p r o f i t c e n t r e , and 

each of the f o c a l d i v i s i o n s are such, r e v o l v e s round the i d e a of a 

business u n i t being charged w i t h the r e s p o n s i b i l i t y of a t t r a c t i n g and 

r e t a i n i n g customers for p r o f i t a b l e t r a n s a c t i o n s and g a i n s . Thus, no 

shared r e s p o n s i b i l i t y f o r the management of t h i s task environment i s 

o r g a n i z a t i o n a l l y d e s i r a b l e or p r a c t i c a l without b l u r r i n g the l i m i t s 

w i t h i n which d i v i s i o n a l management can be h e l d wholly accountable f o r 

i t s u l t i m a t e performance. 

As for the second order t a s k environment (SOTE), the l o c a t i o n of those 

elements who supply the d i v i s i o n w i t h i t s f i n a n c i a l and m a t e r i a l i n p u t s , 

some shared r e s p o n s i b i l i t y between the corporate and d i v i s i o n a l 

managements seem i n e v i t a b l e . For i n s t a n c e , there i s a strong tendency 

for corporate management to be i n v o l v e d i n the c o n t r o l and management 

of those elements who supply f i n a n c i a l r e s o u r c e s for the d i v i s i o n . The 

i n t e r e s t by corporate o f f i c e r s i n these elements i s a n a t u r a l a c t to 

accord themselves some minimum c o n t r o l over a f e d e r a l i s e d d i v i s i o n . 

Such v e s t e d but v a r y i n g amount of corporate i n t e r e s t i n these two t a s k 

environments i s c l e a r l y r e f l e c t e d i n the responses of both corporate 

and d i v i s i o n a l members to the quest i o n of what they r e g a r d as the 

*1 

a r e a s which corporate o f f i c e r s should be concerned w i t h when 

e v a l u a t i n g and c o n s i d e r i n g the p o t e n t i a l i t i e s of new i d e a s for t h e i r 

d i v i s i o n ( r e f e r to Q.32). Two supporting outcomes emerged from t h i s 
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l i n e of q u e s t i o n i n g . F i r s t l y , c orporate o f f i c e r s p e r c e i v e d themselves, 

as w e l l as by t h e i r d i v i s i o n a l c o l l e a g u e s , to be more i n t e r e s t e d i n matters 

concerning the commitment and supply of funds ( f i n a n c i a l a r e a ) than i n 

matters r e l a t i n g to the handling of customers (marketing a r e a ) . 

Secondly, the d i f f e r e n c e i n p e r c e i v e d corporate o f f i c e r s ' i n t e r e s t i n 

these two areas a r e ana l y s e d to be s i g n i f i c a n t a t the p<.025 l e v e l f o r 

fir m s ALPHA and BETA, ( s e e Table 6-10). Although the d i f f e r e n c e i n 

f i r m SIGMA i s not s t a t i s t i c a l l y s i g n i f i c a n t , i t does show a s i m i l a r 

t r e n d as corporate i n t e r e s t i s p e r c e i v e d to be higher for the SOTE than 

for the FOTE. 

F i n a l l y , f o r the t h i r d order t a s k environment (TOTE), the i n t e r e s t of 

the corporate o f f i c e r s i n i t s management may, r e l a t i v e to the other two 

tas k environments, be the g r e a t e s t . The elements concerned, such as 

governmental age n c i e s , labour o r g a n i z a t i o n s and the general p u b l i c , 

u s u a l l y expect a reasonable standard of behaviour throughout the whole 

o r g a n i z a t i o n before they a r e w i l l i n g to grant the n e c e s s a r y l e g i t i m a c i e s . 

As such, the p o l i c i e s t h a t a r e r e q u i r e d to cope w i t h these elements a t 

d i f f e r e n t p a r t s of the o r g a n i z a t i o n must have f a i r l y c o n s i s t e n t and 

mut u a l l y supporting theme. P u r e l y from a p r a c t i c a l standpoint, the 

corpo r a t e management appears to be best equipped f o r t h i s t a s k, as i s 

evidenced by the tendency to c e n t r a l i s e e x t e r n a l a f f a i r s , i n d u s t r i a l 

a f f a i r s or l e g a l a f f a i r s department i n conglomerate firms of the p r e s e n t 

day. These departments a re u s u a l l y managed by corporate s t a f f w i t h a 

view to achieve a common behaviour standard t h a t i s a c c e p t a b l e to the 

e x t e r n a l elements concerned ^<"*' ^ \ T h i s i s c l e a r l y the case 

w i t h the f o c a l firms which m a i n t a i n a c e n t r a l c o n t r o l over such elements 

of the TOTE. 

The model presented as F i g u r e 6-3 summarizes, c e t e r i s p a r i b u s , the manner 
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which c o n t r o l r e s p o n s i b i l i t y f o r the d i f f e r e n t task environments a r e 
p o s t u l a t e d to be d i s t r i b u t e d . For ease of d i s c u s s i o n , t h i s s e p a r a t i o n 
of c o n t r o l r e s p o n s i b i l i t y w i l l be c a l l e d and r e f e r r e d to l a t e r as The 
Na t u r a l Order of Task Environment C o n t r o l . 

F u r t h e r a n a l y s i s of the secondary l i n k s between the " n o n - r i s k " e n t a i l i n g 

s i t u a t i o n of the task environments and the three primary management 

approaches shows th a t they tend to lend support to t h i s p o s t u l a t e d order 

of c o n t r o l . Two s e t s of c o r r e l a t i o n s s i g n i f i c a n t a t p<.01, s i x s e t s 

s i g n i f i c a n t a t p<.05 and one s e t s i g n i f i c a n t a t p<.l can be e x t r a c t e d 

from the dotted l i n e s of F i g u r e s 6-1, 6-2 and 6-4 to show t h a t the 

approach adopted f o r the management of p a r t i c u l a r task environment tends 

to f o l l o w c l o s e l y the i m p l i c i t and n a t u r a l d i s t r i b u t i o n of c o n t r o l 

r e s p o n s i b i l i t y ( F i g u r e 6-1 i s a diagrammatical r e p r e s e n t a t i o n of T a b l e s 

6-4 and 6-5, F i g u r e 6-2 i s of Ta b l e s 6-6 and 6-7, and F i g u r e 6-4 i s of 

Tables 6-8 and 6-9). The c o r r e l a t i o n s i n question a r e as f o l l o w s : 

1. I n d i v i s i o n Alpha, the strong p o s i t i v e c o r r e l a t i o n between the 

d e s i r e f o r an a d m i n i s t r a t i v e approach and a high l e v e l of competition 

t h a t i s expected a t the FOTE (whose r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d to the d i v i s i o n a l managers). 

2. I n d i v i s i o n Alpha, the strong p o s i t i v e c o r r e l a t i o n between the 

d e s i r e f o r an o p e r a t i o n a l approach and a high l e v e l of competition 

t h a t i s experienced a t the TOTE (whose r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d to the corporate o f f i c e r s ) . 

3. I n d i v i s i o n Alpha, the strong p o s i t i v e c o r r e l a t i o n between the 

d e s i r e f o r an o p e r a t i o n a l approach and a high l e v e l of competition 

t h a t i s expected a t the TOTE (whose r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d to the corporate o f f i c e r s ) . 

4. I n d i v i s i o n Sigma, the strong p o s i t i v e c o r r e l a t i o n between the 

d e s i r e f o r an o p e r a t i o n a l approach and a high l e v e l of competition 

that i s experienced a t the TOTE (whose r e s p o n s i b i l i t y i s n a t u r a l l y 
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r e f e r e n c e d t o t h e c o r p o r a t e o f f i c e r s ) . 

5. I n d i v i s i o n Sigma, t h e s t r o n g p o s i t i v e c o r r e l a t i o n between t h e 

d e s i r e f o r an o p e r a t i o n a l approach and a h i g h l e v e l o f c o m p e t i t i o n 

t h a t i s ex p e c t e d a t the TOTE (whose r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d t o t h e c o r p o r a t e o f f i c e r s ) . 

6. I n d i v i s i o n Sigma, the s t r o n g p o s i t i v e c o r r e l a t i o n between t h e 

o c c u r r e n c e o f an o p e r a t i o n a l approach and a h i g h l e v e l o f c o m p e t i t i o n 

t h a t is e x p e r i e n c e d a t the TOTE (whose r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d t o t h e c o r p o r a t e o f f i c e r s ) . 

7. I n d i v i s i o n Sigma, t h e s t r o n g n e g a t i v e c o r r e l a t i o n between t h e 

o c c u r r e n c e o f an o p e r a t i o n a l approach and a h i g h l e v e l o f c o m p e t i t i o n 

t h a t i s e x p e c t e d a t t h e FOTE (whose r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d t o t h e d i v i s i o n a l managers). 

8. I n d i v i s i o n Beta, t h e s t r o n g n e g a t i v e c o r r e l a t i o n between t h e 

d e s i r e f o r an a d m i n i s t r a t i v e approach and a h i g h l e v e l o f c o m p e t i t i o n 

t h a t i s ex p e c t e d a t t h e TOTE (whose r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d t o t h e c o r p o r a t e o f f i c e r s ) . 

9. I n d i v i s i o n Beta, t h e s t r o n g n e g a t i v e c o r r e l a t i o n between the 

o c c u r r e n c e o f an a d m i n i s t r a t i v e approach and a h i g h l e v e l o f 

c o m p e t i t i o n t h a t i s e x p e c t e d a t t h e TOTE (whose r e s p o n s i b i l i t y i s 

n a t u r a l l y r e f e r e n c e d t o t h e c o r p o r a t e o f f i c e r s ) . 

I n a d d i t i o n , a n a l y s i s a l s o p o i n t s t o t h e f o l l o w i n g c o r r e l a t i o n w h i c h i s 

s i g n i f i c a n t a t p<,05. T h i s c o r r e l a t i o n f u r t h e r d e m o n s t r a t e s t h e e x i s t e n c e 

o f a n a t u r a l o r d e r o f t a s k e n v i r o n m e n t c o n t r o l ; i n t h i s case, showing t h e 

sh a r e d c o r p o r a t e - d i v i s i o n a l r e s p o n s i b i l i t y f o r t h e SOTE. 

10. I n d i v i s i o n A l p h a , t h e s t r o n g p o s i t i v e c o r r e l a t i o n between t h e 

d e s i r e f o r an S.I.C. approach and a s i t u a t i o n where c o m p e t i t i o n 

a t t h e SOTE i s p e r c e i v e d t o have h i g h i m p o r t a n c e on d i v i s i o n a l 

p r o f i t a b i l i t y . 
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A t t h i s p o i n t , one may query as t o why o t h e r secondary l i n k s a r e 

r u n n i n g c o u n t e r t o t h e n a t u r a l o r d e r . More s p e c i f i c a l l y , t h e anomaly 

w h i c h a r i s e s from t h e f o l l o w i n g c o r r e l a t i o n s w h i c h a r e a l l s i g n i f i c a n t 

a t t h e p<.05 l e v e l , ( s e e F i g u r e s 6-1 and 6-2). 

1. I n d i v i s i o n A l p h a , t h e s t r o n g p o s i t i v e c o r r e l a t i o n between t h e 

d e s i r e f o r an o p e r a t i o n a l approach and h i g h i m p o r t a n c e o f c o m p e t i t i o n 

a t t h e FOTE ( a l t h o u g h r e s p o n s i b i l i t y i s n a t u r a l l y r e f e r e n c e d t o t h e 

d i v i s i o n a l managers). 

2. I n d i v i s i o n A l p h a , t h e s t r o n g p o s i t i v e c o r r e l a t i o n between t h e 

d e s i r e f o r an o p e r a t i o n a l approach and a h i g h l e v e l o f p r e s s u r e 

t h a t i s e x p e c t e d f r o m t h e FOTE ( a l t h o u g h r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d t o t h e d i v i s i o n a l managers). 

3. I n d i v i s i o n A l p h a , t h e s t r o n g p o s i t i v e c o r r e l a t i o n between t h e d e s i r e 

f o r an a d m i n i s t r a t i v e approach and a h i g h l e v e l o f p r e s s u r e t h a t i s 

e x p e r i e n c e d a t t h e TOTE ( a l t h o u g h r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d t o t h e c o r p o r a t e o f f i c e r s ) . 

4. I n d i v i s i o n A l p h a , t h e s t r o n g p o s i t i v e c o r r e l a t i o n between t h e d e s i r e 

f o r an a d m i n i s t r a t i v e approach and a h i g h l e v e l o f p r e s s u r e t h a t i s 

ex p e c t e d f r o m t h e TOTE ( a l t h o u g h r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d t o t h e c o r p o r a t e o f f i c e r s ) . 

5. I n d i v i s i o n Sigma, t h e s t r o n g p o s i t i v e c o r r e l a t i o n between t h e 

o c c u r r e n c e o f an o p e r a t i o n a l approach and a h i g h l e v e l o f p r e s s u r e 

t h a t i s e x p e r i e n c e d f r o m t h e FOTE ( a l t h o u g h r e s p o n s i b i l i t y i s 

n a t u r a l l y r e f e r e n c e d t o t h e d i v i s i o n a l managers). 

6. I n d i v i s i o n Sigma, t h e s t r o n g n e g a t i v e c o r r e l a t i o n between t h e 

o c c u r r e n c e o f an o p e r a t i o n a l approach and a h i g h l e v e l o f p r e s s u r e 

t h a t i s e x p e r i e n c e d f r o m t he TOTE ( a l t h o u g h r e s p o n s i b i l i t y i s 

n a t u r a l l y r e f e r e n c e d t o the c o r p o r a t e o f f i c e r s ) . 
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7. I n d i v i s i o n Sigma, t h e s t r o n g p o s i t i v e c o r r e l a t i o n between t h e 

occurence o f an o p e r a t i o n a l approach and a h i g h l e v e l o f p r e s s u r e 

t h a t i s e x p e c t e d f r o m t h e FOTE ( a l t h o u g h r e s p o n s i b i l i t y i s n a t u r a l l y 

r e f e r e n c e d t o t h e d i v i s i o n a l managers). 

I n s e e k i n g an e x p l a n a t i o n f o r these a p p a r e n t c o n t r a d i c t i o n s , one must 

r e c a l l t he e a r l i e r t h e o r y t h a t t h e " s t r o n g arm" o f t h e c o r p o r a t e o f f i c e 

i s u n l i k e l y t o be extended o v e r d i v i s i o n a l m a t t e r s e x c e p t m s i t u a t i o n s 

where i t p e r c e i v e s t h a t l o c a l managers have mismanaged t h e d i v i s i o n t o 

th e p o i n t o f s u b j e c t i n g i t s s u r v i v a l t o u n a c c e p t a b l e r i s k . As such, i t 

i s r e a s o n a b l e t o e x p l a i n t h e f i r s t , second, f i f t h and s e v e n t h c o r r e l a t i o n s 

on t h e grounds t h a t d i v i s i o n a l management w i l l be c o m p e l l e d t o r e l i n q u i s h 

some o f t h e i r n a t u r a l c o n t r o l l e r s h i p o f t h e FOTE when i t s mismanagement 

has c r e a t e d d i r e consequences f o r t h e t o t a l d i v i s i o n . 

By t h e same r a t i o n a l e , one can a l s o e x p l a i n t h e a p p a r e n t c o n t r a d i c t i o n s 

o f t h e t h i r d , f o u r t h and s i x t h c o r r e l a t i o n s a l o n g t h e l i n e s t h a t 

c o r p o r a t e management may a l s o be c o m p e l l e d t o r e l i n q u i s h t h e i r n a t u r a l 

c o n t r o l l e r s h i p o f t h e TOTE when i t i s b e l i e v e d t h a t t h e y a r e u n a b l e t o 

cope e f f e c t i v e l y w i t h t h e demands o f t h i s p a r t i c u l a r e n v i r o n m e n t . I n 

t h e words o f t h e chairman o f t h e e n g i n e e r i n g group ( t o w h i c h d i v i s i o n 

Beta b e l o n g s ) , 

"Being t h e deputy head o f t h i s whole o r g a n i z a t i o n as w e l l as 

b e i n g t h e chairman o f t h i s g roup, I have t h e b e s t o v e r v i e w o f what 

t h e head o f f i c e ought t o do and what i t s h o u l d l e a v e t o t h e 

d i v i s i o n s . Sure, we r u n a t i g h t s h i p b u t a t t i m e s we need t o 

r e l e n t our h o l d . Take f o r i n s t a n c e , r e c e n t l y , we se n t a team f r o m 

d i v i s i o n ( B e t a ) t o B r a z i l t o c o n c l u d e a m u l t i - m i l l i o n pound 

p r o j e c t . The c o n t r a c t s were so o v e r w h e l m i n g l y t e c h n i c a l t h a t o u r 

l e g a l boys from head o f f i c e were j u s t u n a b l e t o h a n d l e i t . I guess, 

r o u g h l y , some 90% had t o be s o r t e d o u t by t h e e n g i n e e r s and d i r e c t o r s 
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f r o m t h e d i v i s i o n . Had we s t u c k t o c o n v e n t i o n a l p r a c t i c e s and l e t 
t h e head o f f i c e s t a f f i r o n i t o u t , I w o u l d n ' t be s u r p r i s e d i f t h e 
whole d e a l s t i l l h a d n 't been l i f t e d o f f . I guess, we need t o 
f o l l o w t h e same p r o c e d u r e when t h i s d i v i s i o n embarks on i t s n e x t 
m a j o r p r o j e c t i n China" 

Such i n c r e a s e d use o f e i t h e r an a d m i n i s t r a t i v e or o p e r a t i o n a l approach 

i n s i t u a t i o n s where r i s k i s p r o v i n g u n a c c e p t a b l e i s f u r t h e r r e f l e c t e d 

by t h e c o r r e s p o n d i n g d e c l i n e i n use o f t h e S.I.C. approach. The 

f o l l o w i n g c o r r e l a t i o n s , a l l s i g n i f i c a n t a t p<.05. would a t t e s t t o t h i s 

p o i n t 

1. I n d i v i s i o n A l p h a , t h e s t r o n g n e g a t i v e c o r r e l a t i o n between t h e 

o c c u r r e n c e o f t h e S.I.C. approach and h i g h i m p o r t a n c e o f c o m p e t i t i o n 

a t t h e TOTE. 

2. I n d i v i s i o n A l p h a , t h e s t r o n g n e g a t i v e c o r r e l a t i o n between t h e 

o c c u r r e n c e o f t h e S.I.C. approach and a h i g h l e v e l o f p r e s s u r e t h a t 

i s e x p e r i e n c e d a t t h e FOTE. 

3. I n d i v i s i o n A l p h a , t h e s t r o n g n e g a t i v e c o r r e l a t i o n between t h e 

o c c u r r e n c e o f t h e S.I.C. approach and a h i g h l e v e l o f p r e s s u r e t h a t 

i s e x p e c t e d a t the FOTE. 

To summarize t h e above d i s c u s s i o n , v a r i o u s p r o p o s i t i o n s w i l l now be 

drawn up. However, b e f o r e p r o c e e d i n g t o do so, t h e w r i t e r must r e i t e r a t e 

t h a t a l l t h e p r o p o s i t i o n s s t a t e d a r e d e r i v e d f r o m a d e t a i l e d r e s e a r c h o f 

a s m a l l sample o f f i r m s and besides^ b e i n g r a t h e r e x p l o r a t i v e i n n a t u r e , 

no u n i v e r s a l a p p l i c a b i l i t y i s b e i n g c l a i m e d . 

P r o p o s i t i o n 8 

C e t e r i s p a r i b u s , t h e s e p a r a t i o n o f c o n t r o l r e s p o n s i b i l i t y between t h e 

c o r p o r a t e and d i v i s i o n a l managements f o r t h e t h r e e t a s k e n v i r o n m e n t s 

f o l l o w s a d e f i n i t e p a t t e r n t h a t has been d e s c r i b e d as The N a t u r a l 
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O rder o f Task Environment C o n t r o l . More s i g n i f i c a n t l y , t h i s n a t u r a l 

o r d e r p r o v i d e s t h e b a s i s f o r g u i d i n g t h e c h o i c e o f a p p r o p r i a t e 

a p p r o a c h ( e s ) f o r t h e management o f d i v i s i o n s . 

P r o p o s i t i o n 9 

When a t a s k e n v i r o n m e n t poses no r i s k t o a d i v i s i o n , even though i t may 

be h i g h l y c o m p e t i t i v e , t h e n a t u r a l o r d e r o f c o n t r o l w i l l r emain 

u n a l t e r e d and i t s r e f e r e n c e d management group w i l l c o n t i n u e t o be 

l a r g e l y r e s p o n s i b l e , t h a t i s , t e n d i n g t o w a r d t h e n a t u r a l l y r e f e r e n c e d 

management approach. 

P r o p o s i t i o n 10 

When a t a s k e n v i r o n m e n t where d i v i s i o n a l management has a n a t u r a l 

c o n t r o l r e s p o n s i b i l i t y poses h i g h r i s k t o t h e d i v i s i o n , a s t r o n g 

d e s i r e t o a l t e r t h e n a t u r a l o r d e r and i n v o l v e c o r p o r a t e o f f i c e r s i n i t s 

management w i l l a r i s e , t h a t i s , t e n d i n g t o w a r d an o p e r a t i o n a l 

management approach. 

P r o p o s i t i o n 11 

When a t a s k e n v i r o n m e n t where c o r p o r a t e management has a n a t u r a l 

c o n t r o l r e s p o n s i b i l i t y poses h i g h r i s k t o t h e d i v i s i o n , a s t r o n g 

d e s i r e t o a l t e r t h e n a t u r a l o r d e r and i n v o l v e d i v i s i o n a l managers i n i t s 

management w i l l a r i s e , t h a t i s , t e n d i n g t o w a r d an a d m i n i s t r a t i v e 

management approach. 

3. I n t e r i m C o n c l u s i o n 

I n t h e l i g h t o f t h e f i n d i n g s and p r o p o s i t i o n s j u s t d i s c u s s e d , t h e 

w r i t e r w i l l c o n c l u d e t h i s c h a p t e r s e c t i o n by a m p l i f y i n g t h e i r i m p l i c a t i o n s 

f o r t h e f i r s t m a j o r q u e s t i o n w h i c h i s r a i s e d a t t h e b e g i n n i n g o f t h i s 

c h a p t e r . I n t h e ma i n , t h i s query t h e e x t e n t o f c o r p o r a t e i n v o l v e m e n t 

i n d i v i s i o n a l a f f a i r s and t h e c o n s i d e r a t i o n s w h i c h may a f f e c t such 

i n v o l v e m e n t . 
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To b e g i n w i t h , i t i s c l e a r t h a t t h e common b e l i e f o f a c o n g l o m e r a t e 

f i r m a d o p t i n g e i t h e r a c e n t r a l i s e d or d e c e n t r a l i s e d approach f o r t h e 

J . . . ( 1 3 , 14, 15) . . management o f i t s d i v i s i o n i s an o v e r s i m p l i f i c a t i o n o f 

t h e t r u e n a t u r e o f o r g a n i z a t i o n a l r e q u i r e m e n t s and b e h a v i o u r . We have 

r e v e a l e d t h a t d i v i s i o n s need t o cope w i t h a v a r i e t y o f elements f r o m 

t h r e e i d e n t i f i a b l e t a s k e n v i r o n m e n t s . Coupled w i t h t h i s , we have a l s o 

uncovered t h a t a l t h o u g h t h e c o r p o r a t e o f f i c e may w i s h t o l i b e r a l i z e 

i t s c o n t r o l o v e r i t s d i v i s i o n s ^ b o t h t o s a t i s f y t h e i n t r i n s i c a s p i r a t i o n s 

o f l o c a l managers as w e l l as t o m i n i m i z e t h e e x t r a c o s t i n c u r r e d i f 

i t i s i n v o l v e d i n t h e management o f e x t e r n a l t a s k e n v i r o n m e n t s , 

the e x t e n s i v e n a t u r e o f e x t e r n a l i t i e s may p r e v e n t i t from d o i n g so. I n 

o t h e r words, we have a s i t u a t i o n w h i c h r e q u i r e s c o m p l e m e n t a r i t y o f 

o p e r a t i o n s t o a c c o m p l i s h some u n i f i e d a d a p t a t i o n t a s k s . For example, 

i n t h e case o f our sampled f i r m s , t h i s r e q u i r e s t h e performance o f most 

o f t h e TOTE r e l a t e d s u b o p e r a t i o n s by t h e c e n t r a l o f f i c e i n o r d e r t o 

g e n e r a t e a v a l u e t h a t i s g r e a t e r t h a n t h e sum o f t h e i n d i v i d u a l v a l u e s 

i f t h e s u b o p e r a t i o n s a r e pursu e d i n d e p e n d e n t l y . 

Thus, as t h e f o c a l f i r m s a r e c o n f r o n t e d by t h r e e s e p a r a t e t a s k 

e n v i r o n m e n t s w i t h each r e q u i r i n g a d i f f e r e n t l e v e l o f i n t e r d e p e n d e n c e 

between s u b o p e r a t i o n s t h a t a r e n e c e s s a r y f o r t h e i r management, t h e l e v e l 

o f c o r p o r a t e i n v o l v e m e n t cannot be s t a t i c b u t w i l l v a r y w i t h t h e 

p a r t i c u l a r t a s k e n v i r o n m e n t w h i c h one i s i n t e r e s t e d i n . I t i s based on 

such a d m i n i s t r a t i v e r a t i o n a l e t h a t t h e concept o f The N a t u r a l Order o f 

Task Environment C o n t r o l i s b r o u g h t about t o f o r c e i n t o d i s r e p u t e t h e 

b e l i e f t h a t d i v i s i o n s a r e managed on an e i t h e r - o r c e n t r a l i s e d o r 

d e c e n t r a l i s e d b a s i s . 

F u r t h e r m o r e , w h i l s t t h e ' t a s k e n v i r o n m e n t ' c o n t i n g e n c y d e t e r m i n e s t h e 

e x t e n t and areas o f c o r p o r a t e i n v o l v e m e n t i n d i v i s i o n a l a f f a i r s , t h e 

f a c t o r s o f m a n a g e r i a l competence and t h e p r e v a l e n c e o f r i s k a r e m a j o r 



113 

f o r c e s w h i c h i n f l u e n c e t h e s t a t u s quo o f the n a t u r a l c o n t r o l d i s t r i b u t i o n . 
As we have seen, these a d d i t i o n a l c o n t i n g e n c i e s can cause a s h i f t i n t h e 
bala n c e o f c o n t r o l e i t h e r i n f a v o u r o f t h e c o r p o r a t e or d i v i s i o n a l 
management. T h i s c l e a r l y u n d e r l i n e s t h e f a c t t h a t t he i n v o l v e m e n t o f 
c o r p o r a t e o f f i c e r s i n d i v i s i o n a l m a t t e r s i s i n d e e d complex and dependent 
on more c r i t i c a l i n t e r v e n i n g f o r c e s t h a n , say, some o v e r r i d i n g l e a d e r s h i p 
a s p i r a t i o n s o f t h e c h i e f e x e c u t i v e or a group o f s e n i o r c o r p o r a t e 
e x e c u t i v e s . An a b s t r a c t e d snapshot o f such i n t e r v e n i n g f o r c e s t h a t 
have been fou n d f o r d i v i s i o n A l p h a w i l l e a s i l y a t t e s t t o such i n n a t e 
c o m p l e x i t y o f managing d i v i s i o n s ( see T a b l e 6-11). 

B. FUNCTIONAL INTERESTS AND STRATEGIC ORIENTATION ALIGNMENT 

S e v e r a l r e c e n t s t u d i e s have converged on t h e i d e a t h a t s p e c i a l i z a t i o n 

i n o r g a n i z a t i o n s l e a d s t o d i f f e r e n c e s i n g o a l s and p e r c e p t i o n s o f members 

of s p e c i a l i z e d o r g a n i z a t i o n a l u n i t s and t h a t t h e se t e n d t o c r e a t e problems 
. . - .. , *2 (16 t o 21) . i n a c h i e v i n g c o - o r d i n a t i o n amongst t h e u n i t s . A n o t h e r 

g e n e r a l i s a t i o n s uggested by o t h e r s t u d i e s i s t h a t d i f f e r i n g t y p e s o f 

s p e c i a l i z a t i o n - f o r example, by p r o d u c t , f u n c t i o n , t e r r i t o r y o r t i m e -

a l o n g w i t h d i f f e r e n c e s i n t h e degree o f i n t e r d e p e n d e n c e amongst s p e c i a l i z e d 

u n i t s r e q u i r e d i f f e r e n t c o - o r d i n a t i v e d e v i c e s and e n t a i l d i f f e r e n t c o s t s 
(22 23) 

of c o - o r d i n a t i o n ' . Most o f t h e s e r e s e a r c h e r s a l s o i n d i c a t e t h a t 

because o f t h e e x i s t e n c e o f b o t h s p e c i a l i z a t i o n and t h e need f o r c o - o r d i n a t i o n , 

i n t e r - u n i t c o n f l i c t i s i n d i g e n o u s t o a l l complex o r g a n i z a t i o n s ' 

To what e x t e n t a r e such i d e a s g e n e r a l i s a b l e f o r d i v i s i o n a l i s e d 

o r g a n i z a t i o n s 7 When c o n s i d e r i n g the o r g a n i z a t i o n a l s t r u c t u r e placement 

and i n t e r d e p e n d e n c y o f c o r p o r a t e and d i v i s i o n a l p e r s o n n e l , one can see 

t h a t t h e y a r e bound t o occupy d i f f e r i n g h i e r a r c h i c a l p o s i t i o n s and h o l d 
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s p e c i a l i z e d f u n c t i o n a l r o l e s . T h a t b e i n g t h e case, a r e d i v i s i o n a l i s e d 
o r g a n i z a t i o n s n a t u r a l l y prone t o h a v i n g members w i t h w i d e l y d i v e r g e n t 
o r i e n t a t i o n s and p e r c e p t i o n s ? F u r t h e r m o r e , when t r a n s l a t e d i n t o 
m a n a g e r i a l t h o u g h t s about o r g a n i z a t i o n a l f u n c t i o n s and s t r a t e g i e s , i n 
w h i c h areas a r e a l i g n m e n t or m i s a l i g n m e n t l i k e l y t o o c c u r 7 The s e a r c h 
f o r answers t o such q u e s t i o n s w i l l , t h u s , f o r m t h e g e n e r a l purpose o f 
t h i s s e c t i o n . More s p e c i f i c a l l y , answers t o t h e second and t h i r d m a j o r 
q u e s t i o n , posed e a r l i e r i n t h i s c h a p t e r , w i l l a l s o be sought. 
E s s e n t i a l l y , t h e s e query t h e e x t e n t w h i c h t h e a d m i n i s t r a t i v e t e n d e n c i e s 
o f t h e c o r p o r a t e and d i v i s i o n a l p e r s o n n e l a r e l i k e l y t o be moulded by 
t h e i r p e r c e p t i o n o f t h e s t r a t e g i c needs o f t h e i r o r g a n i z a t i o n . 

1. C o r p o r a t e F u n c t i o n a l I n t e r e s t s 

I n s e e k i n g t o a s c e r t a i n t h e f u n c t i o n a l areas w h i c h c o r p o r a t e o f f i c e r s 

s h o u l d h o l d i n t e r e s t , as p e r c e i v e d by themselves and by t h e i r 

d i v i s i o n a l c o l l e a g u e s , i n s o f a r as d i v i s i o n a l a f f a i r s a r e concerned, Q.32 

was d e s i g n e d and a d m i n i s t e r e d . T h i s q u e s t i o n c o n t a i n s 25 i t e m s w h i c h 

measure t h e e x t e n t o f c o r p o r a t e i n t e r e s t i n f i v e f u n c t i o n a l s p heres, 

namely, f i n a n c i a l , m a r k e t i n g , p r o d u c t i o n , t e c h n i c a l - r e s e a r c h and 
*3 

o t h e r s 

R e f e r r i n g t o T a b l e 6-12 and i t s q u a l i t a t i v e r a n k o r d e r i n T a b l e 6-13, 

one can see t h a t f o r f i r m ALPHA, s i g n i f i c a n t d i s p a r i t y between t h e views 

o f c o r p o r a t e and d i v i s i o n a l managements has a r i s e n over t h e e x t e n t w h i c h 

c o r p o r a t e o f f i c e r s s h o u l d be i n t e r e s t e d i n t h e p r o d u c t i o n m a t t e r s o f i t s 

f o c a l d i v i s i o n . As f o r f i r m BETA, such c o r p o r a t e - d i v i s i o n a l d i s p a r i t y 

has i n s t e a d a r i s e n o v e r m a r k e t i n g m a t t e r s and f o r f i r m SIGMA, over 

R. & D. - e n g i n e e r i n g m a t t e r s . Why such d i s p a r i t i e s have a r i s e n i s 

c l e a r l y an enigma. The d a t a w h i c h were used t o c o n s t r u c t t h e s e t a b l e s 

had been d e r i v e d f r o m t h e responses o f managers drawn f r o m a wide 

range o f f u n c t i o n s . As such, t h e r e i s no r e a s o n t o s u s p e c t t h a t t h e 



115 

c o r p o r a t e o r d i v i s i o n a l response i s i n h e r e n t l y b i a s e d a l o n g any 

p a r t i c u l a r f u n c t i o n as t h e case may be i f , f o r example, t h e c o r p o r a t e 

r e s p o n d e n t s are c o m p r i s e d o f d i r e c t o r s o r s t a f f who f a v o u r and a r e 

s t r o n g l y a t t u n e d t o , say, a s t r i n g e n t c o n t r o l o f t h e i r d i v i s i o n s . 

N e i t h e r i s t h e r e any reason t o b e l i e v e t h a t t h e c o r p o r a t e or d i v i s i o n a l 
( 2 6 ) 

managers a r e more s o c i a l l y o r t a s k o r i e n t e d so as t o p r e j u d i c e 

t h e i r responses a l o n g p a r t i c u l a r f u n c t i o n a l l i n e s . 

R e c a l l i n g our f i n d i n g s , as d e s c r i b e d i n t h e l a s t s e c t i o n , t h a t the 

c o r p o r a t e o f f i c e ' s l e v e l o f i n v o l v e m e n t i s l a r g e l y a f u n c t i o n o f t h e 

c o s t e f f e c t i v e n e s s t o be g a i n e d i f p a r t i c u l a r t a s k e n v i r o n m e n t s a r e 

managed c e n t r a l l y or o f t h e n e c e s s i t y t o assume c e n t r a l c o n t r o l when t h e 

competence o f d i v i s i o n a l management i s i n doubt, one wonders whether 

c o r p o r a t e i n t e r e s t i n s p e c i f i c f u n c t i o n s may a l s o have been prompted by 

some r a t i o n a l r e a s o n i n g s . For i n s t a n c e , i f a f u n c t i o n i s b e l i e v e d t o 

be s t r a t e g i c a l l y i m p o r t a n t , t h a t i s i t s e f f i c i e n t management i s c r u c i a l 

t o t h e p r o f i t a b i l i t y o f t h e d i v i s i o n , w o u l d n o t t h e c o r p o r a t e o f f i c e be 

more i n c l i n e d t o t a k e a deeper i n t e r e s t i n i t ? Even i f knowledge o f t h e 

s t r a t e g i c i m p l i c a t i o n s o f p a r t i c u l a r f u n c t i o n ( s ) forms t h e c r u c i a l 

f a c t o r i n f l u e n c i n g c o r p o r a t e i n t e r e s t i n such f u n c t i o n ( s ) , a n o t h e r 

dilemma e x i s t s . T h i s , namely, concerns n o t knowing t h e s t r a t e g i c 

f u n c t i o n s o f w h i c h t i m e p e r i o d w i l l e x e r t t h e g r e a t e s t i n f l u e n c e on 

c o r p o r a t e i n t e r e s t i n them. O r g a n i z a t i o n s commonly o p e r a t e a l o n g t h e 

b a s i s o f p a s t e x p e r i e n c e s and f u t u r e e x p e c t a t i o n s and as such, t h e 

r e l a t i v e i n f l u e n c e o f s t r a t e g i c f u n c t i o n s f r o m t h e s e two t i m e p e r i o d s 

must be d i s c e r n e d and c o n s i d e r e d i f any c o n c l u s i o n s a r e t o be m e a n i n g f u l . 

2. S t r a t e g i c Demands and E f f e c t s on F u n c t i o n a l Choices 

To a c c o m p l i s h t h i s t a s k , Q.31 and Q.13 were d e s i g n e d and p r e s e n t e d t o 

t h e r e s p o n d e n t s . The f o r m e r q u e s t i o n e s t a b l i s h e s t h e r e l a t i v e i m p o r t a n c e 
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o f 10 s t r a t e g i c d e c i s i o n s f o r t h e p a s t and coming f i v e y e a r s . I n t u r n , 

these d e c i s i o n s were c a t e g o r i s e d t o measure t h e s t r a t e g i c s i g n i f i c a n c e 

o f f o u r f u n c t i o n a l zones, namely, f i n a n c i a l , m a r k e t i n g , p r o d u c t i o n -

t e c h n o l o g i c a l and m a n a g e r i a l development. As f o r t h e l a t t e r q u e s t i o n , 

i t h e l p s t o a s c e r t a i n w h e t h e r t h e two management groups a r e more 

i n c l i n e d t o w a r d a conc e r n f o r the s h o r t o r l o n g term performance o f t h e 

f o c a l d i v i s i o n . For t h i s purpose, 12 i t e m s were a p p l i e d w i t h h a l f 

d e s i g n e d t o m o n i t o r f o r s h o r t t e r m i n c l i n a t i o n s , and t h e o t h e r h a l f f o r 

l o n g term ones. 

F i r s t l y , i n s e t t l i n g w h e t h e r knowledge o f t h e p a s t o r f u t u r e s t r a t e g i c 

i m p o r t a n c e o f f u n c t i o n s i s more d e c i s i v e i n i n f l u e n c i n g p e r c e p t i o n s o f 

t h e a p p r o p r i a t e l e v e l o f c o r p o r a t e i n t e r e s t i n d i v i s i o n a l f u n c t i o n s , 

T a b l e s 6-14 and 6-15 were produced f o r a n a l y s i s . From t h e s e , one 

can see t h a t t h e r e i s no s i g n i f i c a n t d i f f e r e n c e i n t h e c o r p o r a t e and 

d i v i s i o n a l managements' t i m e o r i e n t a t i o n f o r f i r m s ALPHA and BETA. 

Both management groups b e l i e v e t h a t t h e i r d i v i s i o n s h o u l d c o n c e n t r a t e 

more on the s h o r t t e r m demands such as co n c e r n about t h e s i z e o f 

mar k e t share f o r t h e c u r r e n t y e a r , t h e a b i l i t y t o c o n t r o l w o r k i n g 

c a p i t a l f o r t h e c u r r e n t y e a r , i m p r o v i n g t h e s a l e s and p r o f i t s over 

t h e p r e v i o u s y e a r and i m p r o v i n g t h e r e t u r n on i n v e s t m e n t f o r t h e 

c u r r e n t y e a r . However, f o r f i r m SIGMA, t h e r e appears t o be a s i g n i f i c a n t 

d i f f e r e n c e i n t h e t i m e o r i e n t a t i o n o f i t s two management groups. The 

d i v i s i o n a l management i s s t r o n g l y concerned about t h e i r s h o r t t e r m 

performance whereas t h e c o r p o r a t e management i s more i n c l i n e d t o w a r d 

l o n g t e r m m a t t e r s such as t h e p r o f i t improvement, r e t u r n on i n v e s t m e n t , 

s a l e s improvement and r a t e o f development o f new p r o d u c t s o v e r a 3 - 5 

year p e r i o d ; t h e l o n g e r r u n t r e n d i n m a r k e t s h a r e , and t h e development 

o f management t a l e n t . 



117 

( 2 7 ) By d r a w i n g on t h e w r i t i n g s o f Barber and Fox who p o i n t e d o u t t h a t 

t h e i n c r e a s e d u n d e r s t a n d i n g o f near t e r m u n c e r t a i n t i e s and e x p e r i e n c e s 

o f t h e r e c e n t p a s t l e a d s t o i n c r e a s e d u n d e r s t a n d i n g o f p o t e n t i a l a c t i o n 

s t e p s w h i c h can cope w i t h t h e near t e r m i s s u e s , one can i n t e r p r e t t h i s 

s t r o n g e r emphasis on s h o r t term t a s k s as s i g n i f y i n g a g r e a t e r r e l i a n c e 

o f these f i r m s on t h e p a s t s t r a t e g i c d e c i s i o n s and outcomes as a measure 

o f what a c t i o n s t e p s a r e n e c e s s a r y f o r t h e p r e s e n t and immediate f u t u r e . 
( 2 8 ) 

Normann had a l s o d e s c r i b e d t h i s phenomenon i n a u s e f u l manner. 

He i n i t i a l l y d i s t i n g u i s h e s between t h e "domain, w h i c h i s t h e p a r t o f t h e 

e n v i r o n m e n t w i t h w h i c h t h e o r g a n i z a t i o n i s i n more o r l e s s c o n s t a n t 

i n t e r a c t i o n , and t h e d i s t a n t e n v i r o n m e n t " . He f u r t h e r added t h a t a 

r e s u l t o f c o n s t a n t i n t e r a c t i o n i s t h e a b i l i t y t o q u i c k l y " p e r c e i v e and 

i n t e r p r e t e v e n t s i n t h e domain" and c a u t i o n e d t h a t f o r t h e d i s t a n t 
e n v i r o n m e n t t h e r e a r e "no a p p r o p r i a t e r u l e s f o r a t t e n t i o n and d e c o d i n g " . 

( 2 9 ) 

G r e n i e r i n h i s d i s c o u r s e on t h e e v o l u t i o n and g r o w t h o f 

o r g a n i z a t i o n s , had a l s o n o t e d t h a t o r g a n i z a t i o n a l b e h a v i o u r i s d e t e r m i n e d 

p r i m a r i l y by p r e v i o u s e v e n t s and e x p e r i e n c e s and n o t by what l i e s ahead. 

T h i s v i e w o f t h e d i s t a n t e n v i r o n m e n t a l s o appears t o be shared by t h e 

managing d i r e c t o r o f d i v i s i o n Sigma, f o r as he s t a t e s . 

" I n our l i n e o f b u s i n e s s , t h e p a s t i s p r o l o g u e . W i t h o u t b e i n g smug, 

we p r o f e s s t o be one o f t h e t e c h n o l o g i c a l l e a d e r s o f t h e w o r l d . We 

a r e p r o u d t o be t h e p i o n e e r i n g European i n such f i e l d s as 

m i c r o p r o c e s s o r s , t e l e c o m m u n i c a t i o n s and m e d i c a l e l e c t r o n i c s . Though 

we make p e r i o d i c s p e c u l a t i o n s about t h e f u t u r e , we b e l i e v e 

u l t i m a t e l y we a r e t h e p e o p l e who w i l l m o uld t h e f o r m i t t a k e s . 

However, b e f o r e l e a p i n g f o r w a r d , we c o u n t on u n d e r s t a n d i n g o u r 

e n v i r o n m e n t as i t now i s . I n c r e a s e d knowledge o f t h e p r e s e n t , w h i c h 

a l s o a l l o w s f o r p r o g n o s t i c a t i o n , a l l o w s us t o see more c l e a r l y how 
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a p r o d u c t or s t r a t e g y does n o t f i t a number o f p r e s e n t s i t u a t i o n s . 

Given t h a t u n c e r t a i n t y p r o g r e s s i v e l y i n c r e a s e s as one zooms f u r t h e r 

i n t o t h e f u t u r e , we r e a l i s t i c a l l y s e t t l e t o know t h e problems o f t h e 

r e c e n t p a s t and p r e s e n t and c o n c e n t r a t e on s o l v i n g what i s r e a l and 

a l r e a d y h e r e . Perhaps, we a r e a b l e t o do so because we a r e t h e 

i n n o v a t o r s and n o t o b l i g e d t o g l i m p s e i n t o t h e c r y s t a l b a l l t o see 

what o t h e r s a r e d o i n g and th e n h a v i n g t o f o l l o w s u i t " 

Thus, one can r e a s o n a b l y conclude t h a t c o n c e r n w i t h t h e s t r a t e g i c 

s i g n i f i c a n c e o f p a s t f u n c t i o n a l a c t i o n s , m a n i f e s t e d t h r o u g h a s h o r t e r 

term o r i e n t a t i o n , may e x e r t s t r o n g e r i n f l u e n c e on such f u n d a m e n t a l i s s u e 

as d e c i d i n g t h e f u n c t i o n a l areas where c o r p o r a t e o f f i c e r s s h o u l d t a k e 

an a c t i v e i n t e r e s t . To a l a r g e e x t e n t , t h i s l i n e o f i n f l u e n c e can h e l p 

t o e x p l a i n t h e s i g n i f i c a n t d i s p a r i t y between c o r p o r a t e and d i v i s i o n a l 

managements' p e r c e p t i o n s o f t h e c o r p o r a t e o f f i c e ' s f u n c t i o n a l i n t e r e s t . 

By comparing T a b l e 6-12 w i t h T a b l e s 6-16 and 6-17, one can see how 

the f o l l o w i n g d i s p a r i t i e s were b r o u g h t about. 

1. For f i r m ALPHA, c o r p o r a t e o f f i c e r s have a t t a c h e d a h i g h e r l e v e l o f 

s t r a t e g i c i m p o r t a n c e t o t h e p r o d u c t i o n - t e c h n o l o g i c a l a c t i v i t i e s o f 

t h e i r d i v i s i o n , and have, a c c o r d i n g l y , h e l d a s i g n i f i c a n t l y h i g h e r 

l e v e l o f i n t e r e s t i n t h e p r o d u c t i o n f u n c t i o n ( a t p <.05). 

2. For f i r m BETA, c o r p o r a t e o f f i c e r s have a t t a c h e d a low e r l e v e l o f 

s t r a t e g i c i m p o r t a n c e t o t h e m a r k e t i n g a c t i v i t i e s o f t h e i r d i v i s i o n 

and have, a c c o r d i n g l y , h e l d a s i g n i f i c a n t l y l o w e r l e v e l o f i n t e r e s t 

i n t h e m a r k e t i n g f u n c t i o n ( a t p<.008). 

3. For f i r m SIGMA, c o r p o r a t e o f f i c e r s have a t t a c h e d a s i g n i f i c a n t l y 

l o w e r l e v e l o f s t r a t e g i c i m p o r t a n c e t o t h e p r o d u c t i o n - t e c h n o l o g i c a l 

a c t i v i t i e s ( a t p<.025) and have, a c c o r d i n g l y , h e l d a s i g n i f i c a n t l y 

l ower l e v e l o f i n t e r e s t i n t h e R. & D. - e n g i n e e r i n g f u n c t i o n ( a t p^.05) 
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One e x c e p t i o n t o t h i s c o n t i n g e n c y r e l a t i o n s h i p between s t r a t e g i c 
t h i n k i n g and t h e f u n c t i o n a l i n t e r e s t o f t h e c o r p o r a t e o f f i c e can be 
t r a c e d t o the f i n a n c i a l a r e a . As can be seen from T a b l e s 6-17 and 6-19 
a l t h o u g h f i n a n c i a l a c t i v i t i e s a r e n o t h e l d t o be o f most s t r a t e g i c 
i m p o r t a n c e by b o t h management groups o f t h e f o c a l f i r m s , t h e y have 
somehow c l a i m e d t h a t t h e c o r p o r a t e o f f i c e i s l i k e l y t o h o l d i t s h i g h e s t 
i n t e r e s t i n t h e f i n a n c i a l f u n c t i o n ( see T a b l e 6-13). A f t e r e x t e n s i v e 
p e r s o n a l i n t e r v i e w s , i t t r a n s p i r e d t h a t t h e reason f o r t h i s t h e o r e t i c a l 
d i s c r e p a n c y i s t h a t t h e f i n a n c i a l f u n c t i o n w h i c h e n t a i l such a c t i v i t i e s 
as t h e s e l e c t i o n o f t h e new i n v e s t m e n t s , p l a n n i n g o f l o n g term i n v e s t m e n t s 
and r a i s i n g o f l o n g t e r m c a p i t a l a r e by themselves n o t s t r a t e g i c a l l y 
i m p o r t a n t f o r t h e p r o f i t a b i l i t y o f t h e f o c a l d i v i s i o n s . The m a j o r i t y 
o f r e s p o n d e n t s f r o m a l l t h r e e f i r m s r e g a r d e d t h i s f u n c t i o n as an 
a d j u n c t t o o t h e r main streams o f p r o f i t - g e n e r a t i n g f u n c t i o n s . Many 
c l a i m e d t h a t t h e conduct o f t h i s f u n c t i o n has l i t t l e d i r e c t e f f e c t upon 
t h e p r o f i t a b i l i t y o f t h e i r d i v i s i o n s and some even vi e w e d i t s e x i s t e n c e 
as l a r g e l y owing t o t h e d e s i r e o f t h e c o r p o r a t e o f f i c e t o e n f o r c e some 
r e s t r a i n t s o v e r t h e i r autonomy. I n t h e words o f t h e c o r p o r a t e f i n a n c i a l 
d i r e c t o r o f f i r m ALPHA who d e s c r i b e s t h i s p o i n t s l i g h t l y d i f f e r e n t l y : 

"We see the p l a n n i n g o f i n v e s t m e n t s and t h e s u p p l y o f funds t o t h e 

d i v i s i o n s as our r e s p o n s i b i l i t y . D i v i s i o n a l management must 

a c q u i e s c e t o t h e f a c t t h a t f i n a n c e i s p r o b a b l y t h e l a s t a r e a where 

we can have some r e a l c o n t r o l i n an o r g a n i z a t i o n a l s e t - u p t h a t i s 

as autonomous as o u r s . They must o n l y c o n c e r n themselves w i t h 

p u t t i n g up a range o f p r o p o s a l s and i f we a r e c o n v i n c e d t h a t t h e y 

a r e v i a b l e and f i t i n w i t h o ur scheme o f o b j e c t i v e s , we w i l l a c q u i r e 

w h a t e v e r f u n d i n g s t h e y need t o see them t h r o u g h . Moreover, as a 

group we can a c q u i r e funds more c h e a p l y t h a n i f t h e d i v i s i o n s a r e 

t o a c q u i r e funds i n d e p e n d e n t l y you may n o t i c e t h a t we r e l y 
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q u i t e a l o t on budgets and an a s s o r t m e n t o f systems f o r c o n t r o l . 
To be f a i r t o some, I agree t h e y c o u l d be cumbersome b u t I must 
r e p e a t t h a t we are m bu s i n e s s t o make money and q u i t e n a t u r a l l y 
we want t o m o n i t o r e v e r y f i n a n c i a l s t a t e t h e d i v i s i o n s a r e i n t o 
make sur e our i n v e s t m e n t s a r e w e l l p r o t e c t e d " 

F o l l o w i n g these a n a l y s e s , we can now make v a r i o u s p r o p o s i t i o n s i n 

answer t o t h e two m a j o r q u e s t i o n s t h a t were s e t a t t h e b e g i n n i n g o f 

t h i s c h a p t e r . 

P r o p o s i t i o n 12 

The f i n a n c i a l f u n c t i o n i s c o n s i d e r e d by t h e c o r p o r a t e and d i v i s i o n a l 

managements as t h e minimum and n e c e s s a r y r e s o u r c e c o n t r o l l i n k between 

a d i v i s i o n and i t s p a r e n t o r g a n i z a t i o n . As such, t h e c o r p o r a t e i n t e r e s t 

i n t h i s f u n c t i o n a l area i s n o t d i s p u t e d and u n c o n d i t i o n a l l y a c c e p t e d as 

an i n t e g r a l p a r t o f the c o r p o r a t e c o n t r o l p r o c e s s o v e i i t s d i v i s i o n s . 

P r o p o s i t i o n 13 

The n o n - f i n a n c i a l f u n c t i o n s - managing m a r k e t i n g , p r o d u c t i o n , R. & D. -

e n g i n e e r i n g and social-human r e l a t i o n s m a t t e r s - a r e n o t c o n s i d e r e d by 

t h e c o r p o r a t e and d i v i s i o n a l managements as a r e s o u r c e c o n t r o l l i n k 

between a d i v i s i o n and i t s p a r e n t o r g a n i z a t i o n . As such, t h e c o r p o r a t e 

i n t e r e s t i n t h e s e f u n c t i o n a l a r e a s may be d i s p u t e d and o n l y c o n d i t i o n a l l y 

a c c e p t e d as an i n t e g r a l p a r t o f t h e c o r p o r a t e c o n t r o l p r o c e s s over i t s 

d i v i s i o n s . 

P r o p o s i t i o n 14 

The e x t e n t o f c o r p o r a t e i n t e r e s t as c o n s i d e r e d a p p r o p r i a t e by t h e 

c o r p o r a t e and d i v i s i o n a l managements i s c o n d i t i o n a l upon t h e s t r a t e g i c 

i m p o r t a n c e w h i c h t h e y a t t a c h t o t h e a c t i v i t i e s a s s o c i a t e d w i t h each 

n o n - f i n a n c i a l f u n c t i o n . I n g e n e r a l , t h e h i g h e r t h e y p e r c e i v e t h e 

i m p o r t a n c e o f a p a r t i c u l a r s e t o f a c t i v i t i e s , t h e h i g h e r w i l l be t h e l e v e l 

o f c o r p o r a t e i n t e r e s t w h i c h t h e y w i l l a s c r i b e t o t h e a s s o c i a t e d f u n c t i o n . 
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P r o p o s i t i o n 15 

The s t r a t e g i c i m p o r t a n c e o f t h e immediate p a s t a c t i v i t i e s and e n s u i n g 

s h o r t t e r m t a s k r e q u i r e m e n t s i s c o n s i d e r e d by the c o r p o r a t e and 

d i v i s i o n a l managements as a r e a l i s t i c r e f e r e n c e o f t h e f u n c t i o n a l areas 

w h i c h t h e c o r p o r a t e o f f i c e s h o u l d h o l d i n t e r e s t . I n g e n e r a l , f u t u r e 

a c t i v i t i e s and l o n g term t a s k r e q u i r e m e n t s a r e n o t r e g a r d e d as r e f e r e n c e 

o f c o r p o r a t e f u n c t i o n a l i n t e r e s t because o f t h e h i g h e r l e v e l o f 

u n c e r t a i n t y i n v o l v e d i n a s s e s s i n g t h e i r s t r a t e g i c i m p l i c a t i o n s . 

3. I n t e r i m C o n c l u s i o n 

From t h e s e p r o p o s i t i o n s , one can c o n c l u d e t h a t t h e r e i s a p o s i t i v e 

c o n n e c t i o n between t h e a d m i n i s t r a t i v e t e n d e n c i e s o f t h e c o r p o r a t e 

o f f i c e , i n terms o f i t s i n t e r e s t i n d i v i s i o n a l f u n c t i o n s , and t h e 

n a t u r e o f i t s s t r a t e g i c o r i e n t a t i o n s . However, c o n c l u s i o n s about 

whether t h e incumbents o f s p e c i a l i z e d p o s i t i o n s who by v i r t u e o f t h e i r 

l o c a l i s e d i n t e r e s t s and needs a r e more prone t o pronounce t h e i n t e r e s t s 

and needs o f o t h e r s m an u n r e a l i s t i c and perhaps, c o n f l i c t f u l manner 

i s l e s s easy t o draw a t t h i s s t a g e . The w r i t e r had i s o l a t e d and 

a n a l y s e d t h e s t r a t e g i c o r i e n t a t i o n ( T a b l e s 6-16 t o 6-19), t i m e - r e s u l t 

o r i e n t a t i o n ( T a b l e s 6-14 and 6-15) and c o r p o r a t e f u n c t i o n a l - i n t e r e s t 

p e r c e p t i o n ( T a b l e s 6-12 and 6-13) o f b o t h t h e c o r p o r a t e and d i v i s i o n a l 

managements b u t no d i f f e r e n c e o f any s t r i k i n g m a g n i t u d e o r r i g i d p a t t e r n 

can be d i s c e r n e d . Even when t h e views o f these two management groups 

about t h e r e l a t i v e i m p o r t a n c e o f 21 g o a l i t e m s f o r t h e i r d i v i s i o n 

( c a p t u r e d t h r o u g h Q.8) were examined, t h e e x t e n t o f c o n c u r r e n c e i s 

r e m a r k a b l e . As can be seen f r o m T a b l e s 6-20 and 6-21 w h i c h r e p o r t 

t h e 21 i t e m s as f o u r b r o a d e r c a t e g o r i e s , i t i s o n l y t h e p e r c e p t i o n o f 

t h e i m p o r t a n c e o f t h e o v e r a l l p r o d u c t - m a r k e t g o a l s o f d i v i s i o n A l p h a i s 

t h e r e any d i f f e r e n c e w h i c h i s s t a t i s t i c a l l y s i g n i f i c a n t . 
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A t t h i s p o i n t , such h i g h c o n c u r r e n c e o f c o r p o r a t e - d i v i s i o n a l p e r c e p t i o n 
and o r i e n t a t i o n can o n l y a l l o w us t o c o n c l u d e t h a t t h e o c c u p a t i o n o f 
d i f f e r e n t h i e r a r c h i c a l p o s i t i o n s o r h o l d i n g o f s p e c i a l i z e d r o l e s a l o n e 
i s i n s u f f i c i e n t t o cause any s e r i o u s m i s u n d e r s t a n d i n g o f t h e needs and 
i n t e r e s t s o f o t h e r u n i t s . I n s t e a d , the w r i t e r b e l i e v e s t h a t t h e n a t u r e 
and conduct o f v i t a l d e c i s i o n - m a k i n g processes and r e g u l a t i v e 
a r r a n g e m e n t s , augmented by t h e manner o f i n t e r p e r s o n a l i n t e r a c t i o n , may 
c o n t r i b u t e more d e c i s i v e l y t o t h e a l i g n m e n t o r m i s a l i g n m e n t o f 
c o r p o r a t e - d i v i s i o n a l p e r c e p t i o n and o r i e n t a t i o n . The s e a r c h f o r 
e v i d e n c e t o s u p p o r t such b e l i e f as w e l l as t h e areas where m i s a l i g n m e n t 
has a c t u a l l y o c c u r r e d w i l l , h e n c e f o r t h , form t h e new c h a l l e n g e f o r t h i s 
r e s e a r c h . The n e x t p a r t o f t h i s t h e s i s w i l l e l a b o r a t e on how t h i s 
c h a l l e n g e w i l l be u n d e r t a k e n and r e p o r t on i t s outcomes. 

C SUMMARY AND CONCLUSION 

I n t h i s c h a p t e r , t h e w r i t e r has u n r a v e l l e d t h e complex c o n t i n g e n c y 

l i n k a g e s between t h e m u l t i - s t a t e s o f t h e e x t e r n a l e n v i r o n m e n t and t h e 

a d m i n i s t r a t i v e assumptions and c h o i c e s t h a t a r e a d o p t e d f o r t h e 

management o f d i v i s i o n s . More s p e c i f i c a l l y , t h e d i s t r i b u t i o n o f 

r e s p o n s i b i l i t y between t h e c o r p o r a t e and d i v i s i o n a l managements f o r 

t h e c o n t r o l o f t h e v a r i o u s s e c t o r s o f t h e e n v i r o n m e n t has been 

d e m o n s t r a t e d t o d e t e r m i n e whether an a d m i n i s t r a t i v e , a s e l e c t i v e 

i n v o l v e m e n t and c o n t r o l ( S . I . C . ) , o r an o p e r a t i o n a l management 

p h i l o s o p h y u l t i m a t e l y p r e v a i l s i n t h e f o c a l f i r m s . E q u a l l y s i g n i f i c a n t , 

t h e c o n d i t i o n s under w h i c h t h e c o r p o r a t e and d i v i s i o n a l managements a r e 

c o m p e l l e d t o r e l i n q u i s h t h e i r r e s p o n s i b i l i t y over t h e c o n t r o l o f 

s p e c i f i c t a s k e n v i r o n m e n t s have a l s o been uncovered. From t h i s 

i n f o r m a t i o n , one can now b e t t e r u n d e r s t a n d t h e e f f e c t i v e a d a p t a t i o n o f 

d i v i s i o n a l i s e d o r g a n i z a t i o n s t o t h e c h a n g i n g demands o f t h e i r 
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e x t e r n a l i t i e s as dependent on a continuous process of "mutual check 
and balance" whereby the corporate o f f i c e r s and d i v i s i o n a l managers 
make subtle demands on each other to perform w e l l i n those areas where 
they have acknowledged r e s p o n s i b i l i t y . 

B u i l d i n g on such knowledge, the next step made was to i n v e s t i g a t e the 

exact nature of corporate involvement i n d i v i s i o n a l a f f a i r s . The 

outcome of such a move i s a c l e a r e r p i c t u r e of the s p e c i f i c f u n c t i o n a l 

areas which are of d i r e c t i n t e r e s t t o the corporate o f f i c e . I n a d d i t i o n , 

the r e v e l a t i o n has also been made t h a t such corporate i n t e r e s t i s based 

on the perceived s t r a t e g i c i m p l i c a t i o n s of those functions f o r the 

d i v i s i o n concerned. C l e a r l y , t h i s means t h a t the corporate and 

d i v i s i o n a l managements' perception of the s t r a t e g i c importance of 

d i f f e r e n t f u n c t i o n s , as w e l l as r e l a t e d f a c t o r s such as goals and time-

r e s u l t o r i e n t a t i o n s , must be c l o s e l y a l i g n e d i f they are to agree on 

the appropriate l e v e l of corporate p a r t i c i p a t i o n . F o r t u n a t e l y , and 

contrary to the p o s t u l a t i o n s of the various management w r i t e r s c i t e d 

e a r l i e r , there appear to be no s i g n i f i c a n t misalignment i n the 

perceptions of these two management groups i n these areas. Thus, one 

can conclude t h a t the extent of corporate p a r t i c i p a t i o n i n the 

f u n c t i o n a l a f f a i r s of i t s d i v i s i o n s i s based on the r a t i o n a l e , 

commonly upheld by both management groups, t h a t i t should be contingent 

on the nature of environmental c o n d i t i o n s , perceived managerial 

competence and s t r a t e g i c importance of those f u n c t i o n s i n v o l v e d . 
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CHAPTER 6 FOOTNOTES 

*1 The 25 items which are presented i n t h i s question are 

subsequently indexed i n t o 5 major areas, namely, f i n a n c i a l , 

marketing, t e c h n i c a l - e n g i n e e r i n g , production and others. 

U n f o r t u n a t e l y , none of these areas can be r e l a t e d d i r e c t l y 

t o elements of the TOTE. As such, corporate o f f i c e r s ' vested 

i n t e r e s t i n t h i s task environment was est a b l i s h e d by observations 

of the f u n c t i o n a l arrangements of the sampled firms and by the 
(10, 11, 12) 

w r i t i n g s of various management w r i t e r s . 

*2 For instance i n t h e i r book, e n t i t l e d "Organisations", March 

and Simon had noted* 

"When tasks have been a l l o c a t e d to an o r g a n i s a t i o n a l u n i t i n 

terms of subgoal, other subgoals and other aspects of the 

goals of the l a r g e r o r g a n i s a t i o n tend t o be ignored i n the 

decisions of the subunit. I n p a r t , t h i s bias i n de c i s i o n ­

making can be a t t r i b u t e d to s h i f t s i n the focus of a t t e n t i o n . 

The d e f i n i t i o n of the s i t u a t i o n t h a t the subunit employs i s 

s i m p l i f i e d by o m i t t i n g some c r i t e r i a and paying p a r t i c u l a r 

a t t e n t i o n to some others". 

Other researchers who have measured c o g n i t i v e , d i f f e r e n c e s which 

are r e l a t e d e i t h e r to d i f f e r i n g p r o f e s s i o n a l or d i f f e r i n g 

o r g a n i s a t i o n a l i d e n t i f i c a t i o n s i n c l u d e Dearborn and Simon 

" S e l e c t i v e Perception A Note on the Departmental I d e n t i f i c a t i o n s 
(18) 

of Executives", T r i a n d i s , " D i f f e r e n t i a l Perception of 

Certain Jobs and People by Managers, Clerks and Workers i n 



I n d u s t r y " ; and Zajonc and Wolfe , "Cognitive Consequences 

of a Person's P o s i t i o n i n a Formal Organisation". Other 

research on the broader aspects of the behavioural consequences 

of d i v i s i o n of labour i n c l u d e Rice's "Enterprise and Environment" 
( 21) 

and M i l l e r ' s "Technology, T e r r i t o r y and Time" 

Others encompass such s o c i a l , behavioural and i n t e r - d i v i s i o n a l 

r e l a t i o n s h i p issues t h a t may be connected w i t h the proposed 

idea. For example the e f f e c t s upon the sales of s i s t e r 

d i v i s i o n s , the a b i l i t y t o secure the approval and support of 

senior members, the c o n s i d e r a t i o n of e c o l o g i c a l and environmental 

consequences, the problems of new manning arrangements and the 

communication linkages needed t o inform senior members of 

development progress. 
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I n the l a s t two chapters, e f f o r t s have been concentrated on e x p l o r i n g 

the complex nature of the e x t e r n a l environment of the three d i v i s i o n s 

s t u d i e d , u n r a v e l l i n g the i n f l u e n c e of the environmental s t a t e s on 

the choice of approach f o r managing the f o c a l d i v i s i o n s and 

e s t a b l i s h i n g the f u n c t i o n a l areas which are s t r a t e g i c a l l y important 

and of s p e c i a l i n t e r e s t to the corporate o f f i c e r s concerned. I n 

other words, we have defined the exigencies which confront the f o c a l 

d i v i s i o n s and the a d m i n i s t r a t i v e and s t r a t e g i c t h i n k i n g s of both 

corporate and d i v i s i o n a l managements about the manner they perceive 

as appropriate f o r coping w i t h them. 

The next major task i s to continue to i n v e s t i g a t e t h i s coping process 

by analysing the i n e r t mechanisms as w e l l as the corporate - d i v i s i o n a l 

i n t e g r a t i v e e f f o r t s t h a t are i n v o l v e d . More s p e c i f i c a l l y , t h i s w i l l 

e n t a i l examining, 

1. The i n t e r a c t i o n l i n k s spanning, and energy flowing, between the 

corporate o f f i c e r s and d i v i s i o n a l managers. 

2. The s t r u c t u r a l c o n f i g u r a t i o n s , systemic arrangements and d e c i s i o n 

making processes which evolve w i t h , are i n support o f , and / or 

hinder corporate - d i v i s i o n a l i n t e r a c t i o n . 

The d i s t i n c t i o n and separation of these two facets of o r g a n i z a t i o n a l 

adaptation i s a d e l i b e r a t e a n a l y t i c a l posture adopted to produce a more 

d e t a i l e d e x p o s i t i o n about the work behaviour of i n t e r a c t i n g members of 

d i v i s i o n a l i s e d organizations and i t s contingency r e l a t i o n s h i p w i t h the 

r e g u l a t i v e devices and processes t h a t e x i s t i n t h e i r d i v i s i o n s . I n 

a c d i t i o n , such e x p o s i t i o n w i l l a l l o w a more o b j e c t i v e understanding 
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of the nature and evolvement of o r g a n i z a t i o n a l states and arrangements 
since i t i s derived from studying the actions and reasonings of i n t e r n a l 
members. This d i s t i n c t i o n between the two facets of o r g a n i z a t i o n a l 
adaptation i s t o some extent a r b i t r a r y since each facet c o n d i t i o n s and 
a f f e c t s the other. For a n a l y t i c a l purposes, however, such d i s t i n c t i o n 
i s u s e f u l as i t w i l l h i g h l i g h t important instances and features of such 
i n t e r a c t i o n . 

Of the two facets mentioned above, the f i r s t i s c l e a r l y the more d i f f i c u l t 

to research. W h i l s t s t r u c t u r e , systems and decision-making processes 

have been w i d e l y researched and command a r i c h pool of conceptual 

knowledge, i n t e r p e r s o n a l or i n t e r group i n t e r a c t i o n , p a r t i c u l a r l y i n the 

f i e l d of corporate - d i v i s i o n a l r e l a t i o n s h i p , has been marked by a 

paucity of models, concepts and a n a l y t i c a l frames of reference. A search 

of contemporary l i t e r a t u r e s merely rev e a l t h a t the clos e s t management 

w r i t e r s have got to i s i n studying the actions and r a r e l y the i n t e r a c t i o n s 
( 1 2 3 5) 

of o r g a n i z a t i o n a l members ' ' ' ' . Such "fundamental" p o r t r a y a l 

of the work of a manager has, however, meant t h a t i t i s devoid of r i c h 

d e t a i l s such as the r e l a t i v e s i g n i f i c a n c e of the v a r i e t y of work 

components, the locus of r e c i p i e n t s of b e n e f i t s accruing from work e f f o r t s , 

the energy t h a t i s r e q u i r e d to be devoted t o each work component and f o r 

what reason(s), the degree of e f f i c i e n c y a t t a i n e d i n discharging work -

component commitments, and the consequences of e f f i c i e n t or i n e f f i c i e n t 

work performance upon the we l l - b e i n g of the t o t a l o r g a n i z a t i o n . 

Quite c l e a r l y , the importance of developing a methodology t h a t i s capable 

of " f r e e z i n g " human i n t e r a c t i o n s f o r a n a l y s i s and a systematic body of 

t h e o r e t i c a l concepts about human i n t e r a c t i o n which are r e l a t a b l e t o 

broader issues of o r g a n i z a t i o n a l c o n f i g u r a t i o n s and arrangements 
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cannot be overstated. Without f u r t h e r advances i n t h i s p a r t i c u l a r 
f i e l d , the study of o r g a n i z a t i o n a l c o n f i g u r a t i o n s and arrangements 
w i l l conveniently assume a r e f l e x i v e theme, t h a t i s , based on the 
non-problematic aspects of observation and then presented w i t h the 

(6) 

same s o r t of explanations t h a t are commonly accepted or as G a r f i n k e l 

puts i t , "what everybody knows". 

A. THE BASIS OF INTERACTION - A CONCEPTUAL MODEL 

Although many t r e a t i s e s have been w r i t t e n about human actions and 
K u • - A e (7, 8, 9, 10, 11) . 
behaviour m diverse forms , there i s a general 
agreement t h a t the r o o t of an i n d i v i d u a l s ' behaviour i s h i s pe r c e p t i o n 

*1 (12) 

of e x t e r n a l i n f o r m a t i o n or s t i m u l i and the formation of such 

perception i s dependent on three i n t e r n a l mechanisms. The f i r s t i s 

" s e l e c t i v i t y " , i n which c e r t a i n pieces of i n f o r m a t i o n are separated 

f o r f u r t h e r c o n s i d e r a t i o n by thresholds, t h a t i s , according t o the 

r e l a t i v e ease and speed which i n f o r m a t i o n i s a s s i m i l a t e d i n t o a 

conscious s t a t e . The second i s "c l o s u r e " , where the b i t s of i n f o r m a t i o n 

are compiled i n t o a meaningful whole. The t h i r d i s " i n t e r p r e t a t i o n " , 

where previous experiences a i d i n jud g i n g the i n f o r m a t i o n c o l l e c t e d . 

I n a d d i t i o n , there i s also a consensus t h a t i n f o r m a t i o n admitted by 

s e l e c t i v i t y i s given meaning by e i t h e r closure or i n t e r p r e t a t i o n , or 

both, and both feed back t o determine what i n f o r m a t i o n w i l l be selected 

(see Figure 7-1) 

By e x t r a p o l a t i n g from t h i s basic model of human perception and 

behaviour, a simple model can be constructed to i l l u m i n a t e those key 

processes t h a t are l i k e l y t o be i n v o l v e d i n the formation of an 

individual's behaviour w i t h i n an i n t e r a c t i v e context. To achieve 

c l a r i t y of discussion, t h i s model i s presented and explained i n a 

three - dimensional format (see F i gure 7-2) 



129 

At the f i r s t dimension, four primary events are conceptualized to 

occur m an i n t e r a c t i v e s i t u a t i o n between say, i n d i v i d u a l A and 

i n d i v i d u a l B, and these are-

1. A v a i l i n g of S i t u a t i o n a l I n f o r m a t i o n about the F i r s t I n d i v i d u a l . 

2. Operative Constructual Reasoning by the Second I n d i v i d u a l . 

3. Decisive Expectation Formation by the Second I n d i v i d u a l . 

4. A d j u s t i n g of Work Behaviour by the Second I n d i v i d u a l . 

At the second dimension, the parameters w i t h i n which these events 

f u n c t i o n are conceptualized. The complexity of these events and 

t h e i r s e n s i t i v i t y t o overtures made by i n t e r a c t i n g partners are 

reasoned t o be of the f o l l o w i n g nature ( e x p l a n a t i o n s , henceforth, 

are presented i n accordance w i t h the c i r c l e d discussion reference 

p o i n t s i n Figure 7-2): 

(T) The s i t u a t i o n a l i n f o r m a t i o n about A, the f i r s t i n d i v i d u a l , r e f e r s 

t o those work demands and challenges which are or w i l l be the 

r e s p o n s i b i l i t y of A. More s p e c i f i c a l l y , they r e l a t e t o those 

goals, tasks and commitments which the o r g a n i z a t i o n has f o r m a l l y 

p r e s c r i b e d or t a c i t l y acknowledged by other o r g a n i z a t i o n a l members 

as r i g h t f u l l y belonging to A. 

d) S e l e c t i v i t y r e f l e c t s the extent which B, the second I n d i v i d u a l , i s 

conscious about the s i t u a t i o n a l demands and commitments of A. Such 

r e l a t i v e " t h r e s h o l d " of various s i t u a t i o n a l i n f o r m a t i o n i s 

dependent on the f o l l o w i n g f a c t o r s (a)• 

The f u n c t i o n a l p o s i t i o n i n g of the i n t e r a c t i n g i n d i v i d u a l s . For 

example the group marketing d i r e c t o r ' s consciousness of the 

work demands on the marketing manager of one of the d i v i s i o n s 

i n h i s group w i l l be r e s t r i c t e d and w i l l l a r g e l y centre on 

matters r e l a t i n g t o broader p o l i c y decisions. I n c o n t r a s t 
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the d i v i s i o n a l general manager's consciousness w i l l n a t u r a l l y 

be wider and extend t o cover more s p e c i f i c demands made on h i s 

marketing manager. 

The communication network placement of the i n t e r a c t i n g 

i n d i v i d u a l s . Thus i f B occupies a c e n t r a l p o s i t i o n ard has d i r e c t 

l i n k s w i t h A, h i s s e l e c t i v i t y t h r e s h o l d w i l l be lower than i f he 

i s separated, from and has t o communicate through int e r m e d i a r y ( i e s ) 

w i t h B ( 1 3 ) . 

The q u a l i t y of i n f o r m a t i o n systems. Generally, the more 

accurate and t i m e l y the i n f o r m a t i o n t h a t i s provided, the greater 
(14) 

w i l l be i t s a s s i m i l a t i o n . Besides such completeness of 

i n f o r m a t i o n , the cohesiveness of i n f o r m a t i o n i s also important 

i n improving s e l e c t i v i t y thresholds. The need t o d i f f e r e n t i a t e 

and segregate the "nice t o know" types of i n f o r m a t i o n from the 

"need t o know" types of i n f o r m a t i o n i s becoming more important 

as managers are i n c r e a s i n g l y being overloaded w i t h voluminous 

but d i f f i c u l t t o a s s i m i l a t e data 

Closure draws together various b i t s of a s s i m i l a t e d i n f o r m a t i o n t o 

form a meaningful p i c t u r e of the c o n s t r a i n t s and o p p o r t u n i t i e s 

which surround A. I t gives B a v i s i o n of the areas where A has 

d i s t i n c t strengths or weaknesses. Previous experience m 

dealing w i t h A provides B w i t h a stock of knowledge as to which 

b i t s of i n f o r m a t i o n are s u f f i c i e n t t o form a coherent p i c t u r e 

about A (jj) . 

I n t e r p r e t a t i o n enables B t o a s c e r t a i n what A's strengths and 

weaknesses w i l l mean i n terms of the interdependency t h a t i s 

necessary and p l a u s i b l e between them. Indeed, considering t h a t 
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A and B are e s s e n t i a l l y p a r t s which support the s t a b i l i t y of 
the o r g a n i z a t i o n , the need f o r constant energy t r a n s f e r s between 

interdependent parts i s c r u c i a l l y important to sustain the 

c o n t i n u a l existence of the o r g a n i z a t i o n . Thus, t h i s event 

permits B to judge whether he i s best placed to provide energy 

to A, or t o receive energy from A, or both, to provide and receive 

energy from A. Again, B's stock of knowledge accumulated from 

previous i n t e r a c t i o n s w i t h A i s u s e f u l t o help him decide which 

i n t e r a c t i v e r o l e he i s best equipped f o r (c) . 

Though s e l e c t i v i t y , closure, and i n t e r p r e t a t i o n , f u n c t i o n i n a 

s i m i l a r manner as the perception of an i n d i v i d u a l i n a u n i t a r y 

s i t u a t i o n (see Figure 7-1), the w r i t e r has decided t h a t the term 

Constructual Reasoning may be more appropriate as the i n p u t s and 

scope of these events are more complex i n an i n t e r a c t i v e s i t u a t i o n . 

When the term perception i s used, i t tends to connote a s t r i c t l y 

mental, i n d i v i d u a l i s t i c and more close-ended a c t i v i t y . Constructual 

Reasoning, however, w h i l s t a l l o w i n g f o r the mental primacy of the 

i n t e r a c t o r s , also accomodates the i n t e r v e n t i o n of a u x i l i a r y means 

and t h i r d p a r t i e s m support of the making of decisions by such 

i n t e r a c t o r s . Furthermore, c o n s t r u c t u a l reasoning d i s t i n g u i s h e s 

i t s e l f by being a more open-ended event, whereby the process of 

"reasoning - t o - behaviour" recurs f o r as long as the i n t e r a c t i v e 

r e l a t i o n s h i p i s necessary or v i a b l e . 

Expectation Formation represents the stage when B f i n a l l y decides 

the basis which he w i l l i n t e r a c t w i t h A and v i c e versa. More 

s p e c i f i c a l l y , i n the l i g h t of h i s awareness of the interdependency 

between hims e l f and A, B w i l l need to e s t a b l i s h the commitments 
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which w i l l form the basis of h i s i n t e r a c t i v e r e l a t i o n s h i p w i t h A. 
These commitments are l i k e l y to be conceived i n two forms: 

Those commitments which he expects A to f u l f i l l , termed h i s 

Ac t u a l Expectations. 

Those commitments which he perceives A w i l l expect him t o 

f u l f i l l , termed h i s Perceived Expectations. 

I n a d d i t i o n , to ensure o r d e r l y and accurate accomplishments of 

commitments, such basic d e t a i l s may have to be s p e c i f i e d : 

- Who are the intended b e n e f i c i a r i e s when such commitments are 

accomplished' I s i t to be A, B, or some other t h i r d party? 

T h e o r e t i c a l l y , there are four d i r e c t i o n s where b e n e f i t s may 

flo w (see Figure 7-3) 

How extensive w i l l the commitments be, i . e . What are the key 

areas where expectations are held? 

- What i s the p r i o r i t y order f o r discharging the commitments, 

i . e . What i s the r e l a t i v e importance of the d i f f e r e n t expectations? 

- How must e f f o r t s be d i s t r i b u t e d amongst the d i f f e r e n t commitments, 

i . e . What i s the r e l a t i v e p r o p o r t i o n of expectations t h a t i s h e l d 

w i t h i n each key area? 

© F i n a l l y , the Work Behaviour of B i s adjusted i n accordance w i t h 

those commitments which he perceives as appropriate f o r the 

d i f f e r e n t key areas and which he should discharge. 

At the t h i r d dimension, the concluding stages of the i n t e r a c t i o n loop 

i s conceptualized. This brings to a f u l l c i r c l e the f i r s t sequence of 

i n t e r a c t i o n and sets the ground c o n d i t i o n s f o r f u t u r e ones. Thus, the 

loop i s closed when B has formed h i s expectations and discharged h i s 

commitments t o A. More s p e c i f i c a l l y , t h i s involves* 
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( l ) B, f i r s t l y , r e t a i n i n g a b l u e p r i n t of the basis which he w i l l 

i n t e r a c t w i t h A i n h i s stock of knowledge. This w i l l be u s e f u l 

f o r reference i n f u t u r e sequence of i n t e r a c t i o n . 

( 1 ^ B r e l a y i n g the basis on which he w i l l i n t e r a c t t o A v i a . 

_ D i r e c t f u n c t i o n a l dialogues as i n the case of the group 

managing d i r e c t o r ' s annual p o l i c y meeting w i t h h i s d i v i s i o n a l 

general managers. 

_ Communication channels i n v o l v i n g one or more i n t e r m e d i a r i e s as 

i n the case of the corporate chairman's expectations of h i s 

d i v i s i o n a l f u n c t i o n a l managers being p r o g r e s s i v e l y disseminated 

through the appropriate group o f f i c e r s and d i v i s i o n a l general 

manager. 

- I n f o r m a t i o n systems which u s u a l l y disseminate more r o u t i n e and 

programmable expectations such as goals, budget t a r g e t s or 

task s p e c i f i c a t i o n s . 

This p r e - c l o s i n g step i s necessary to provide A w i t h a means as w e l l as 

an o p p o r t u n i t y t o judge whether such a basis f o r i n t e r a c t i o n i s 

appropriate and adequate. I n a d d i t i o n , i t also serves as a y a r d s t i c k 

f o r A t o measure whether the outcomes of t h e i r i n t e r a c t i o n i s as 

planned ( i i ^ • 

(iv) B r e t a i n i n g the outcome of h i s perceived expectations i n h i s 

stock of knowledge. This knowledge of how s a t i s f a c t o r i l y he has 

discharged h i s commitments to A w i l l be used as a guide t o form 

the basis on which he w i l l i n t e r a c t w i t h A i n the f u t u r e . 

© B r e l a y i n g the outcome of h i s a c t u a l expectations t o A. This 

knowledge of how s a t i s f a c t o r i l y A has discharged h i s commitments 

to B w i l l a s s i s t A i n deciding the basis on which he w i l l i n t e r a c t 

w- t h B i n the f u t u r e . 
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B. INTRODUCTION TO AN INTERACTION FRAME OF ANALYSIS 

E a r l i e r i n t h i s chapter, the w r i t e r has urged f o r a more d i a l e c t i c 

approach to o r g a n i z a t i o n a l a n a l y s i s i n order to achieve a c l e a r e r 

understanding of the i n t e r a c t i o n s between corporate and d i v i s i o n a l 

managements. This helps t o i d e n t i f y i n p a r t i c u l a r how they seek to cope 

w i t h t h e i r e x t e r n a l d i v e r s i t y and the i m p l i c a t i o n s of t h e i r r e l a t i o n s h i p s 

f o r the emergence of s p e c i f i c o r g a n i z a t i o n a l c o n f i g u r a t i o n s and r e g u l a t o r y 

arrangements which they e v e n t u a l l y have to operate under, or work w i t h . 

I n the past, such an a n a l y t i c a l approach proved extremely d i f f i c u l t 
*3 

because the processual linkage between and i n d i v i d u a l ' s e x p e r e n t i a l 

thoughts, and expectations, and h i s a c t u a l work behaviour has not been 

s e r i o u s l y explored nor e x p l o i t e d . I n p a r t , t h i s neglect may have been 

due t o the absence of methodology which could freeze i n t e r a c t i o n s and 

e x t r i c a t e v i t a l elements of expectations t h a t are h e l d by the i n t e r a c t o r s 

concerned. Indeed, such i s the seriousness of t h i s methodological 

handicap t h a t Laing has described i t as "the c e n t r a l problem i n the study 
* • i u i i i ( 1 6 > 

of s o c i a l phenomenology" 

To overcome such d i f f i c u l t y , the w r i t e r traced the main events which 

precede a c t u a l work behaviour and a c t i o n s . As explained i n the previous 

chapter s e c t i o n , the two events t h a t are believed to be of s i g n i f i c a n c e 

have been narrowed down and termed as t h a t of " c o n s t r u c t u a l reasoning" 

and "expectation formation". The r a t i o n a l e f o r i s o l a t i n g these two 

events i s p r i m a r i l y t h a t they are both connected d i r e c t l y t o an i n t e r a c t o r ' 

experience of s i t u a t i o n a l demands and o p p o r t u n i t i e s and are r e p r e s e n t a t i v e 

of the f i n a l processes of decision-making, - choice and - refinement which 

impel the i n t e r a c t o r t o act and behave i n a p a r t i c u l a r fashion. I n 

a d d i t i o n , these two events are important, at l e a s t from a research 

methodological standpoint, because t h e i r contents have the p o t e n t i a l 

of being l i n g u i s t i c a l l y e x t r a c t e d . 
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Over the next few chapters, the w r i t e r w i l l show why the e x t r a c t e d 

expectations or l i n g u i s t i c expressions of the e x p e r i e n t i a l reasonings 

of i n t e r a c t o r s are u s e f u l f o r analysing o r g a n i z a t i o n s , i n general, and 

d i v i s i o n a l i s e d f i r m s , m p a r t i c u l a r . For the remaining of t h i s chapter, 

the w r i t e r w i l l i n troduce a framework , c a l l e d the Expectations 

Framework, which i d e n t i f i e s and prescribes a reasoned order to the vast 

areas where o r g a n i z a t i o n a l members may experience or r e q u i r e i n t e r a c t i o n s 

w i t h each other. When viewed against Bouldmg's " l e v e l s " of t h e o r e t i c a l 

discourse t h i s framework or s t a t i c s t r u c t u r e of the p o t e n t i a l 

areas of i n t e r p e r s o n a l or i n t e r - g r o u p r e l a t i o n s h i p i s a necessary f i r s t 

step f o r f o r m u l a t i n g r i c h e r f u n c t i o n a l or dynamic t h e o r i e s a t a l a t e r 

stage. 

I n c o n s t r u c t i n g t h i s framework, the w r i t e r has devoted s p e c i a l a t t e n t i o n 

to three guiding premises 

- F i r s t l y , the elements or key areas t h a t are i d e n t i f i e d and incorporated 

i n t o the framework must be recognisable and seen as r e l e v a n t by members 

from the f o c a l o r g a n i z a t i o n s . Otherwise, i n a framework whose component 

elements lack general a p p l i c a b i l i t y , one would r i s k not being able t o 

r e l a t e the experience which members have of various d i s c r e t e phenomena 

i n one o r g a n i z a t i o n to the experience of members i n another o r g a n i z a t i o n . 

Thus, i n t h i s proposed framework a l l elements conceived have been designed 

to be a p p l i c a b l e to a l l o r g a n i z a t i o n s , so t h a t meaningful comparison and 

i n t e g r a t i o n of knowledge about i n t e r a c t i o n s w i l l be possible. 

-Secondly, the elements were developed to be capable of being used sing 

or i n combination to analyse p a r t i c u l a r i n d i v i d u a l s or sectors of a 

f o c a l o r g a n i z a t i o n . This i s to ensure maximum framework f l e x i b i l i t y 

and as such, do not make any a p r i o r i assumption of the i n t e r r e l a t e d n e s s 

of the elements themselves, i . e . there i s no p r e d i s p o s i t i o n to assume 

t h a t the nature of one element w i l l n e c e s s a r i l y i n f l u e n c e the nature of 

a l l , or any, others. 
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- T h i r d l y , the elements must form a conceptual bridge t o r e l a t e an i n d i v i d u a l ' 

i n t e r n a l perception of h i s a c t u a l behaviour to the e x t e r n a l o r g a n i z a t i o n a l 

system of formal plans, c u l t u r e , and other i n d i v i d u a l s ' expectations. 

Despite the f a c t t h a t a p o i n t - m - t i m e a n a l y s i s has been employed, the 

w r i t e r f e e l s i t i s u s e f u l t o view the f i n d i n g s of t h i s framework not 

simply as a set of one-time c o r r e l a t i o n s but as a "snapshot" of 

dynamic, emerging behaviour pa t t e r n s i n the f i r m . Indeed, i t i s an 

o b j e c t i v e of t h i s framework to present what may be best described as 

a cybernetic view of o r g a n i z a t i o n by showing the sets of sta t e s and 

processes which emerge from the dynamic i n t e r r e l a t i o n s h i p s between 

members from d i f f e r e n t l e v e l s and sectors of an o r g a n i z a t i o n . 

c« PROPERTIES OF THE EXPECTATIONS FRAMEWORK 

Functional Elements 

To define a framework as a set of interconnected elements i s accurate 

but incomplete. For our purpose, we w i l l consider a framework t o be 

an i n t e r c o n n e c t i o n of those elements capable of performing a f u n c t i o n 

or a s s i s t i n g other elements t o perform t h e i r s . By widening the 

d e f i n i t i o n of framework t o in c l u d e the f u n c t i o n i n g of i t s elements, 

one would be able to mark more c l e a r l y the boundary between one 

element and another. I n a d d i t i o n , by t r e a t i n g the component elements 

as pu r p o s e f u l , t h a t i s , capable of producing an e f f e c t or r e s u l t , would 

also open up a new dimension of o r g a n i z a t i o n a l a n a l y s i s through 

d e l i m i t i n g i n precise f u n c t i o n a l terms the strengths and weaknesses of 

a f o c a l o r g a n i z a t i o n . 

Rather than merely p r o v i d i n g a framework t h a t " w i l l permit the 

arrangement of u s e f u l g e n e r a l i s a t i o n s under main t o p i c s w i t h a minimum 
(18 ) 

of o v erlapping" , t h i s proposed framework w i l l permit a more 

s p e c i f i c i d e n t i f i c a t i o n and anal y s i s of a widest p o s s i b l e range of key 
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o r g a n i z a t i o n a l a c t i v i t i e s . Through r e l a t i n g the e x p e c t a t i o n s of 

o r g a n i z a t i o n a l members to p a r t i c u l a r elements and sub-elenients of the 

framework, one can c a s t l i g h t both on the f u n c t i o n a l i n t e n t i o n s of 

each i n d i v i d u a l as w e l l as the ex t e n t to which the i n d i v i d u a l ' s modus 

operandi i s dependent on o t h e r s . 

P r o g r e s s i v e E v o l u t i o n 

The property of p r o g r e s s i v e e v o l u t i o n i s of p a r t i c u l a r s i g n i f i c a n c e 

i n t h i s proposed framework. With i n the l a r g e framework a re nes t e d 

a s e r i e s of e v o l v i n g , t e l e s c o p i c frames and subframes, each g i v i n g 

a d i f f e r e n t dimension to the a n a l y s i s of an o r g a n i z a t i o n . T h i s e v o l v i n g 

property together with the property of j u x t a p o s i n g other frames or 

subframes to the t e l e s c o p i c ones permits us to avoid some of the 

d i s t o r t i o n s a r i s i n g from o v e r s i m p l i f i c a t i o n . T h i s i s not a framework 

h i e r a r c h y based on a u t h o r i t y d i f f e r e n c e . One could not d i f f e r e n t i a t e 

the v a r i o u s i n t e r n a l l y conceived e x p e c t a t i o n s by sa y i n g that one has 

more or l e s s a u t h o r i t y than another. For, although there a r e 

a u t h o r i t y d i f f e r e n c e s connected w i t h the placement of e x p e c t a t i o n 

h o l d e r s , the s i g n i f i c a n t d i s t i n c t i o n amongst e x p e c t a t i o n s l i e s i n 

t h e i r d i f f e r e n t f u n c t i o n s . P l e a s e r e f e r to F i g u r e 7-4 for a 

diagrammatic r e p r e s e n t a t i o n of t h i s property. 

R e c o n s t i t u t i o n of Ends 

R a r e l y does an o r g a n i z a t i o n have but one purpose or c o n t r i b u t i o n to 

make to i t s environment. H o s p i t a l s a r e ded i c a t e d to improving the 

h e a l t h of p a t i e n t s but many a l s o t r a i n doctors and nu r s e s . U n i v e r s i t i e s 

educate the youth but they a r e a l s o expected to conduct research, and 

i n c r e a s i n g l y , to f i l l some " s e r v i c e " f u n c t i o n f o r t h e i r communities. 

S i m i l a r l y , economic o r g a n i z a t i o n s , as e l u c i d a t e d by the Three Order 

Task Environment Concept (TOTEC) which was d i s c u s s e d i n Chapter 5, have 

a l s o to f u l f i l l a v a r i e t y of ends. Not a l l these a r e e q u a l l y important. 
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However, there i s always a t l e a s t one end that must be accomplished i f the 

o r g a n i z a t i o n i s to s u r v i v e . Should a h o s p i t a l f a i l to teach w e l l , i t 

might be h e l d i n l e s s esteem, but i t i s s t i l l c o n s i d e r e d a h o s p i t a l , should 

(19) 

i t f a i l to improve p a t i e n t h e a l t h , i t would soon cease to e x i s t 

S i m i l a r l y , should a u n i v e r s i t y f a i l to provide extra-mural reading courses 

f o r i l l i t e r a t e a d u l t s , there may only be a m i l d murmur of d i s c o n t e n t by 

the l o c a l community. However, should i t p e r s i s t e n t l y produce graduates 

w i t h sub-standard q u a l i f i c a t i o n s , wide spread p u b l i c condemnation may c a s t 

doubts on i t s a b i l i t y to r e c e i v e minimum funds or student a p p l i c a t i o n s to 

prolong i t s e x i s t e n c e . 

C l e a r l y , the t a s k s i n v o l v e d i n d e c i d i n g what ends should be a p p r o p r i a t e 

for the o r g a n i z a t i o n and how they could be r e c o n s t i t u t e d i n t o more manageable 

sub-tasks are of c e n t r a l importance m the a n a l y s i s of any o r g a n i z a t i o n . As 

such, the t h i r d property of the framework l i e s w i t h i t s c a p a b i l i t y to t r a c k 

those a c t i v i t i e s a s s o c i a t e d w i t h the s e l e c t i o n of a p p r o p r i a t e ends and the 

subsequent t r a n s l a t i o n of such ends i n t o a p p r o p r i a t e s e c t i o n a l task and 

i n d i v i d u a l c h a l l e n g e s . 

Open Systems E x t e n s i o n 

I n r e c e n t y e a r s , much of the l i t e r a t u r e has e x t o l l e d the u s e f u l n e s s of 

t r e a t i n g and a n a l y s i n g o r g a n i z a t i o n s as open systems. I n essence, the 

supporting argument for open systems i s t hat o r g a n i z a t i o n s a r e open to 

the environment i n many ways, and that the c o n s t i t u e n t elements of an 

o r g a n i z a t i o n c o n s t a n t l y change. The primary e f f e c t of t h i s openness i s 

to import i n t o the o r g a n i z a t i o n a p p r o p r i a t e energy to combat entropy, 

or tendency to d i s s i p a t e energy d i f f e r e n t i a l s , which otherwise could 

b r i n g an o r g a n i z a t i o n to a g r i n d i n g h a l t . A l l t h i s i s q u i t e s t r a i g h t ­

forward to c o n c e p t u a l i z e and i s o f t e n portrayed by an input -

t r a n s f o r m a t i o n - output model of o r g a n i z a t i o n . However, what i s 

more d i f f i c u l t to i s o l a t e and a n a l y s e i s whether t h i s input -

t r a n s f o r m a t i o n - output model can be extended to o r g a n i z a t i o n a l 
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i n d i v i d u a l s . Even i f i t i s c o n c e i v a b l e that each o r g a n i z a t i o n a l 

member r e q u i r e s some form of i n p u t s to a s s i s t him to produce c e r t a i n 

outputs, the p r e c i s e nature of these i n p u t s and outputs i s not 

a l t o g e t h e r c l e a r . N e i t h e r i s i t always c l e a r where h i s in p u t s should 

o r i g i n a t e from, and where h i s outputs should be c h a n n e l l e d to. Thus, 

i t would seem that without f u r t h e r e x t e n s i o n , the s y s t e m i c view of 

o r g a n i z a t i o n i s only p a r t i a l l y a p p l i e d and i t s s i g n i f i c a n c e i n a d e q u a t e l y 

understood. T h i s framework i s designed w i t h a f o u r t h property of 

systemic consciousness s u i t a b l e f o r i n v e s t i g a t i n g the openness or 

c l o s e n e s s of o r g a n i z a t i o n a l member-systerns. 

W h o l i s t i c P e r s p e c t i v e 

I m p l i c i t i n the statement t h a t o r g a n i z a t i o n s a r e a b l e to do t h i n g s t h a t 

otherwise might not be accomplished, or to a t l e a s t do things b e t t e r 

than they could be done i n a non-organised f a s h i o n , i s the i d e a that 

the output i s g r e a t e r than the aggregation of i n p u t s . T h i s i s 

f r e q u e n t l y expressed as "the whole i s g r e a t e r than the sum of the p a r t a " 

On the whole, t h i s phenomenon, commonly c a l l e d the s y n e r g i s t i c e f f e c t , 

i s observed and w e l l documented fo r a wide v a r i e t y of techno-economic 

s i t u a t i o n s , ranging from the e a r l i e s t and s i m p l e s t example of Adam 

(21) 

Smith's p i n production i n c i d e n t to contemporary and complex ones 

l i k e the n a t i o n a l budget c r e a t i n g f a r r e a c h i n g emergent r e p e r c u s s i o n s 

f o r the economy. However, t h i s w h o l i s t i c phenomenon has not been 

examined i n any g r e a t depth i n management s i t u a t i o n s . For i n s t a n c e , 

when e x t e r n a l i n t e r d e p e n d e n c e s pose c h a l l e n g e s to an o r g a n i z a t i o n , i t 

i s not c l e a r which managerial s e c t o r s are i n v o l v e d i n c o n t r i b u t i n g 

toward the t o t a l e f f o r t i n t r a n s l a t i n g these c h a l l e n g e s i n t o o r g a n i z a t i o n -

wide ones. Of even l e s s c l a r i t y i s the i s s u e of the amount of e f f o r t 

t h a t they should each c o n t r i b u t e to the d i f f e r e n t stages of t r a n s l a t i o n 

so as to achieve the a p p r o p r i a t e s y n e r g i s t i c outcomes. I t i s w i t h the 
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i n t e n t i o n of seeking a c l e a r e r understanding of such i s s u e s t h a t the 
f i f t h property of t h i s framework i s conceived and i n c o r p o r a t e d , namely, 
a p o t e n t i a l for a c h i e v i n g a w h o l i s t i c p e r s p e c t i v e of managerial 
behaviours and a c t i o n s . 

Dynamic Adjustment 

How often one has w i t n e s s e d the tendency of firms to e x h i b i t s t a b i l i t y . 

They w i l l almost always show a p r o f i t and i f they do not, they w i l l embark 

on a vigorous e f f o r t intended to b r i n g , and probably s u c c e s s f u l a t b r i n g i n g , 

a p r o f i t i n the next r e p o r t i n g p e r i o d . Some boast t h a t they have j u s t p a i d 

t h e i r 162nd or 233rd q u a r t e r l y dividend, being a market l e a d e r , or having 

the most harmonious employee r e l a t i o n s . However, such s t a b i l i t y does not 

connote a s t a t i c s i t u a t i o n . For i n s t a n c e , to be able to pay t h e i r 

dividends r e g u l a r l y , firms may make many a l t e r a t i o n s i n t h e i r s i z e , market 
(22) 

mix, area of b u s i n e s s and so on . Even more important to bear i n mind 

i s that such a l t e r a t i o n s n e c e s s i t a t e the adjustments i n many key management 

a c t i v i t i e s . These a r e a d j u s t e d to b r i n g about a p a r t i c u l a r d e s i r e d 

s t a b i l i t y . The more s u c c e s s f u l l y a f i r m could f i n e - t u n e i t s range of key 

a c t i v i t i e s i n alignment with s i t u a t i o n a l requirements, the higher i s the 

p r o b a b i l i t y of a t t a i n i n g a d e s i r e d s t a b i l i t y . By the same token, the 

stronger the quest to a c h i e v e s t a b i l i t y , the more dynamic the firm would 

have to be i n b r i n g i n g about a p p r o p r i a t e and t i m e l y adjustments to i t s 

managerial a c t i v i t i e s , both i n terms of the types of a c t i v i t y and the 

extent to which they need adjustment. The s i x t h property of t h i s frame­

work i s a c a p a b i l i t y to accomodate such dynamic adjustments i n the course 

of i t s a n a l y s i s of o r g a n i z a t i o n s . 
H e u r i s t i c C o n c e p t u a l i s a t i o n 

The i n t e n t of t h i s framework i s h e u r i s t i c . I t merely provides "conceptual 

g u i d e l i n e s t h a t w i l l help i t s u s e r to understand more c l e a r l y what 
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happens i n o r g a n i z a t i o n s " , I t does not make any normative 

assumptions or claims about the behaviour of any o r g a n i z a t i o n a l 

i n d i v i d u a l s or groups of i n d i v i d u a l s , nor a s c r i b e the r e s p o n s i b i l i t y 

f o r any p a r t i c u l a r managerial a c t i v i t i e s to anyone or l e v e l i n the 

o r g a n i z a t i o n . The framework r e c o g n i s e s t h a t w i t h i n each o r g a n i z a t i o n 

s i t u a t i o n a l demands and o p p o r t u n i t i e s may r e q u i r e constant s h i f t i n 

what i t s managers have to do. As such, i t i s unwise to a f f i x 

d e t e r m i n i s t i c r e l a t i o n s h i p s , for i n s t a n c e , i n r e l a t i n g o r g a n i z a t i o n a l 

i n d i v i d u a l s to s p e c i f i c a c t i v i t i e s without due c o n s i d e r a t i o n of 

a p p r o p r i a t e l y a b s t r a c t e d i n f l u e n c i n g f a c t o r s . With t h i s r e c o g n i t i o n , 

t h i s framework has as i t s seventh property a h e u r i s t i c s e n s i t i v i t y to 

p a t t e r n s of managerial behaviour t h a t i s both s i t u a t i o n a l and unique 

to the o r g a n i z a t i o n under study. 

D e c i s i o n - c h o i c e R e f l e c t i o n 

The a n a l y s i s of d e c i s i o n making by i n d i v i d u a l s or groups of i n d i v i d u a l s 

provides a u s e f u l way of studying o r g a n i z a t i o n s . On most o c c a s i o n s 

i t r e f l e c t s the manner which i n d i v i d u a l s c o n s c i o u s l y t h i n k through the 

pros and cons of a l l the options a v a i l a b l e to them and then r a t i o n a l l y 

s e l e c t the one they p e r c e i v e as most a p p r o p r i a t e . On fewer o c c a s i o n s , 

of course, t h e i r approach to making d e c i s i o n s borders c l o s e to the 

unconscious and does not have the d e l i b e r a t e weighting of pros and cons 

of v a r i o u s courses of a c t i o n . Even though an i n d i v i d u a l may l a t e r 

e x c l a i m " I never thought t h a t I would a c t l i k e t h a t under those 

c i r c u m s t a n c e s , " h i s choice of a c t i o n , n e v e r t h e l e s s , r e p r e s e n t s a 

d e c i s i o n t h a t came c l o s e to being one t h a t i s most a p p r o p r i a t e during 

the time i t was made even though the s e l e c t i o n process may have been 

guided by a r a t i o n a l sub-conscious thoughts. However, the d i s t i n c t i o n 
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between conscious and unconscious thoughts are by no means easy to 

determine or d i f f e r e n t i a t e . Indeed, c o n s i d e r i n g the development of 

t h i s f i e l d a t the moment ' , i t seems reasonable to conduct 

our a n a l y s i s at the l e v e l a t which i n d i v i d u a l s make d e c i s i o n s without 

n e c e s s a r i l y having to take i n t o account whether the c h o i c e s and 

d e c i s i o n p r o c e s s e s are conscious or not. T h i s b r ings us to the e i g h t h 

property of our framework, namely, that i t can i d e n t i f y those 

d e c i s i o n - c h o i c e s t h a t a re considered by i t s maker as appropriate 

without n e c e s s a r i l y imputing any measure of r a t i o n a l i t y or i r r a t i o n a l i t y 

i n those c h o i c e s . 

Focus on I n d i v i d u a l s 

Very often, frameworks f o r o r g a n i z a t i o n a l a n a l y s i s tend to concentrate 

on seeking ways to formulate g e n e r a l i s a t i o n s about e x t e r n a l systems, f o r 

i n s t a n c e , Anthony's framework f o r a n a l y s i n g planning and c o n t r o l -
(26) 

systems . Even i f a framework ever comes c l o s e to making 
g e n e r a l i s a t i o n s about i n d i v i d u a l s , i t i s l i k e l y to be imbued w i t h 

(27 28 29) (30 31 32) homeostatic ' ' or c o g n i t i v e r e f e r e n c e s ' ' 

The root p r i n c i p l e of the homeostatic framework i s the notion which 

maintains t h a t Man has c e r t a i n needs or d e s i r e s which, when u n s a t i s f i e d , 

cause a t e n s i o n or d r i v e p r o p e l l i n g him to a c t i n a way that w i l l 

a c q u i r e c e r t a i n things or produce a s t a t e of a f f a i r s which s a t i s f i e s h i s 

need. As f o r the c o g n i t i v e framework, i t i s concerned with the 

i n t r i n s i c motives of i n d i v i d u a l s and the nature of behaviour t h a t 

such motives w i l l b r i n g about. I n both framework, the main o b j e c t i v e 

i s the formulation of some frame of r e f e r e n c e t h a t w i l l provide a 

c l e a r e r understanding of the p s y c h o l o g i c a l nature of Man. Though 

these frameworks have provided important i n s i g h t s i n t h e i r r e s p e c t i v e 

f i e l d s , few have been developed to explore the more pragmatic f i e l d 
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of o r g a n i z a t i o n a l a c t i v i t i e s and a c t i v i t y - r e l a t e d i n t e r a c t i o n s 

amongst i n d i v i d u a l s . Three s p e c i f i c requirements can immediately be 

i d e n t i f i e d . F i r s t l y , the need for a framework that could a n a l y s e 

i n d i v i d u a l s and t h e i r o r g a n i z a t i o n a l a c t i v i t i e s as opposed to the 

a n a l y s i s of inanimate s y s t e m - a r t e f a c t s or i n t a n g i b l e p s y c h o l o g i c a l 

p r o c e s s e s . From the point of o r g a n i z a t i o n a l e f f e c t i v e n e s s , t h i s 

a n a l y s i s of what o r g a n i z a t i o n a l members do, and what they a r e a c t u a l l y 

r e q u i r e d to do, would be of prime concern. Secondly, the need f o r a 

framework t h a t could i l l u m i n a t e the s p e c i f i c and app r o p r i a t e a r e a s 

where dyads of i n d i v i d u a l s must i n t e r a c t between one another. T h i s 

understanding i s c r u c i a l f o r the i s o l a t i o n and e l i m i n a t i o n of 

d y s f u n c t i o n a l i n t e r p e r s o n a l c o n f l i c t such as that which i s generated 

when o r g a n i z a t i o n a l r e s o u r c e s a r e employed i n e f f i c i e n t l y , or a r e used 

for a purpose d i f f e r e n t from t h a t d e s i r e d by h i s i n t e r a c t i n g p a r t n e r . 

T h i r d l y , the need f o r a framework that could i n d i c a t e the l e v e l of 

su c c e s s of each s e t of i n t e r a c t i v e r e l a t i o n s h i p that e x i s t e d w i t h i n an 

o r g a n i z a t i o n . T h i s i s n e c e s s a r y to gauge the e f f i c i e n c y of more concrete 

e x t e r n a l systems and wherever they a r e found to be l e s s than e f f i c i e n t , 

to p r e s c r i b e s e l e c t i v e treatment so as not to cause widespread d i s r u p t i o n s 

i n the o r g a n i z a t i o n . These requirements mean th a t the w r i t e r ' s framework 

must be v e r s a t i l e i n yet another d i r e c t i o n , namely, the c a p a b i l i t y of 

us i n g i n d i v i d u a l s as r e f e r e n c e p o i n t s to mould our c o n c l u s i o n s of each 

o r g a n i z a t i o n s t u d i e d . Thus, the n i n t h property of our framework i s i t s 

emphasis upon i n d i v i d u a l s and t h e i r a c t i v i t i e s as the f o c a l p l a t f o r m 

from which to launch the a n a l y s i s of o r g a n i z a t i o n s . 
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C l a s s i f i c a t o r i a l and T y p o l o g i c a l Concerns 

I t has been argued t h a t the d i v i d i n g l i n e between many techno-economic 

o r g a n i z a t i o n s , or f o r that matter, between such o r g a n i z a t i o n s and other 

s o c i a l i n s t i t u t i o n s , i s l e s s than c l e a r . I f there i s not to be a 

s i m p l i f i e d dichotonomy, f o r i n s t a n c e , of e i t h e r being a formal or 

s o c i a l o r g a n i z a t i o n , i t i s n e c e s s a r y to f i r s t d i s t i n g u i s h v a r i o u s types 

of o r g a n i z a t i o n s . G e n e r a l l y , most s i g n i f i c a n t statements about 

o r g a n i z a t i o n a l d i f f e r e n c e s a r e based on some form of comparative study. 

What happens a t a d i v i s i o n of B r i t i s h A i r c r a f t C orporation may be put 

i n t o p e r s p e c t i v e i f we compare i t with another i n d u s t r i a l f i r m , say, 

Lockheed I n d u s t r i e s . Indeed, e n t i r e l y new v i s t a s may emerge i f we 

compare these two w i t h some s o c i a l o r g a n i z a t i o n s such as a h o s p i t a l or 

p r i s o n . However, to make t h i s p o s s i b l e , i t i s n e c e s s a r y to d e v i s e an 

a n a l y t i c a l framework by means of which the study of one o r g a n i z a t i o n 

may be r e l a t e d to another. One type of framework may be what Burns 

c a l l s "a comprehensive c l a s s i f i c a t o r y scheme" which i n v o l v e s the 

development of a system of c a t e g o r i e s i n t o which r e s e a r c h data from 

d i f f e r e n t o r g a n i z a t i o n s may be f i t t e d . The main u s e f u l n e s s of such 

schemes i s to give a d e s c r i p t i v e comparison of o r g a n i z a t i o n s along 

s p e c i f i c v a r i a b l e s . The other type of framework, commonly r e f e r r e d to 
(34) 

as " t y p o l o g i e s of o r g a n i z a t i o n s " , i s more concerned w i t h 

e x p l a n a t i o n and p r e d i c t i o n . Often based on a v a r i a b l e which, to the 

w r i t e r concerned, seems to c h a r a c t e r i s e o r g a n i z a t i o n s ; f o r example* 

technology, s t r u c t u r e , or a p a r t i c u l a r f u n c t i o n , a typology i s 

developed which d i s t i n g u i s h e s d i f f e r e n t o r g a n i z a t i o n s i n terms of t h e i r 

r e l a t i o n to t h i s v a r i a b l e . I m p l i c i t i n t h i s may be the p r o p o s i t i o n 

t h a t o r g a n i z a t i o n s w i t h , f o r i n s t a n c e , technology A, s t r u c t u r e B or 

f u n c t i o n C w i l l d i f f e r from o t h e r s with technology X, s t r u c t u r e Y or 



145 

f u n c t i o n Z i n some p r e d i c t a b l e ways. Obviously, both types of framework 

are u s e f u l i n t h e i r own r i g h t . As for our proposed framework, i t 

b a s i c a l l y provides a d e s c r i p t i v e account of the unique c h a r a c t e r i s t i c s 

of o r g a n i z a t i o n s along the d i f f e r e n t v a r i a b l e r e f e r e n c e s yet to be 

d e s c r i b e d . I n a d d i t i o n , these unique c h a r a c t e r i s t i c s could be used as 

i n t e r v e n i n g v a r i a b l e s f o r e v a l u a t i o n a g a i n s t other f a c t o r s , to be 

t r e a t e d e i t h e r as independent or dependent v a r i a b l e s , i n order to 

produce a t y p o l o g i c a l scheme. Thus, the f i n a l property of our framework 

i s i t s f l e x i b i l i t y i n s w i t c h i n g from a d e s c r i p t i v e r o l e to a more 

p r e d i c t i v e one, that i s , i t can produce both c l a s s i f i c a t o r i a l and 

t y p o l o g i c a l schemes for o r g a n i z a t i o n a l a n a l y s i s . 

D. LEVELS OF ANALYTICAL DISCOURSE WITH THE EXPECTATIONS FRAMEWORK 

The requirements of managers i n p r e s e n t day o r g a n i z a t i o n s are many and 

v a r i e d . When approached about such requirements, managers would more 

o f t e n than not f e e l uncomfortable and u n c e r t a i n i n e x p r e s s i n g them. At 

best, some managers may r e t r i e v e from some pe r s o n a l f o l d e r s a s e r i e s 

of o f f i c i a l documents which d e s c r i b e what t h e i r jobs a r e . Not only 

would these d e s c r i p t i o n s be couched i n very broad terms, as i f to 

ensure maximum f l e x i b i l i t y and coverage of a w i d e s t p o s s i b l e range of 

p r e s e n t and f u t u r e job requirements, they would a l s o tend to be t a s k 

and not a c t i o n o r i e n t e d . Thus, w h i l e i t i s p o s s i b l e to deduce from 

a personnel manager's job d e s c r i p t i o n document that the major 

requirements h e l d of him a r e the maintenance of sound i n d u s t r i a l 

r e l a t i o n s , e s t ablishment of e f f i c i e n t t r a i n i n g schemes or s e t t i n g - u p 

of communications systems to promote dialogue between members of a l l 

l e v e l s , one i s not c l e a r what a c t i o n s would be i n v o l v e d i n accomplishing 

such t a s k s . Moreover, the complete understanding of the requirements 

of a manager must e n t a i l a knowledge of both h i s a c t i o n s as w e l l as h i s 
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a c t i o n - r e l a t e d r e l a t i o n s h i p s w i t h others i n h i s o r g a n i z a t i o n . 

N a t u r a l l y , being a s t a t i c o u t l i n e of the task requirements of managers, 

job d e s c r i p t i o n documents a re wholly i n c a p a b l e of a c h i e v i n g such end. 

U n t i l something b e t t e r turns up, the w r i t e r contends that a c h i e v i n g 

a f u l l e r understanding of the e f f o r t s and a c t i o n s of i n d i v i d u a l 

managers along s p e c i f i c key areas may prove more f r u i t f u l . As the 

study of i n d i v i d u a l s and t h e i r r e l a t i o n s h i p s w i t h each other 

n e c e s s i t a t e some degree of comparative a n a l y s i s , the c o n c e p t u a l i z a t i o n 

of " s p e c i f i c key a c t i o n a r e a s " would be u s e f u l to base and f u r t h e r our 

a n a l y s i s . Otherwise, and as would be the case i f managers' t a s k s alone 

are analysed, comparative l o g i c may not be a c h i e v a b l e and one would 

e a s i l y be accused of not comparing " l i k e w i t h l i k e " . I n sum, i t would 

seem that o r g a n i z a t i o n a l a n a l y s i s has s u f f e r e d from a l a c k of a 

language t h a t i s s u f f i c i e n t l y v e r s a t i l e to express members' a c t i o n s 

and a c t i o n - r e l a t e d i n t e r p e r s o n a l r e l a t i o n s h i p s . The w r i t e r has 

developed a language w i t h twenty-nine key c h a r a c t e r s to help overcome 

t h i s inadequacy. These c h a r a c t e r s which correspond to the twenty-nine 

key a c t i o n a r e a s may not be e x a c t l y d e f i n i t i v e of a l l the areas where 

i n t e r a c t i o n s between o r g a n i z a t i o n a l members u s u a l l y occur. However, 

to the extent t h a t the respondents of t h i s r e s e a r c h e x e r c i s e p e r c e i v e d 

and claimed t h a t these key a c t i o n areas a r e r e p r e s e n t a t i v e of, and 

adequately cover, the t o t a l i t y of t h e i r j o b s , i t i s argued that they 

w i l l be d e f i n i t i v e enough to at l e a s t a n a l y s e s a t i s f a c t o r i l y the 

a c t i o n s and i n t e r a c t i o n s of members from the sample f i r m s . 

Broadly, t h i s framework o f f e r s three " L e v e l s " of a n a l y t i c a l d i s c o u r s e . 

At the f i r s t l e v e l i s the d i s c o u r s e on seven primary a s p e c t s or 

c u l t u r a l f a c e t s of o r g a n i z a t i o n a l l i f e . These seven a s p e c t s a r e 

co n c e p t u a l i z e d a t the h i g h e s t l e v e l of a b s t r a c t i o n , w i t h each being 

depicted i l l u s t r a t i v e l y i n F i g u r e 7-4 and r e f e r r e d i n l a t e r d i s c u s s i o n as 

Frame. As f o r the r a i s o n d'etre of such a s p e c t s of o r g a n i z a t i o n a l 
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l i f e , four major purposes can be d i s t i n g u i s h e d . As shown i n F i g u r e 7.5 

these purposes are-

(1) To t r a n s l a t e e x t e r n a l demands and o p p o r t u n i t i e s i n t o a p p r o p r i a t e 

i n t e r n a l c h a l l e n g e s . 

(2 ) To f a c i l i t a t e the f u l f i l m e n t of such i n t e r n a l c h a l l e n g e s . 

( 3 ) To c o n t r o l the f u l f i l m e n t of such i n t e r n a l c h a l l e n g e s . 

(4) To i n t e g r a t e the sub-sets of such i n t e r n a l c h a l l e n g e s i n t o a 

coherent whole. 

At the second l e v e l i s the d i s c o u r s e on twenty-two c e n t r a l i s s u e s 

which an o r g a n i z a t i o n has c o n s t a n t l y to grapple w i t h . These i s s u e s 

are a l s o c o n c e p t u a l i z e d a t a r e l a t i v e high l e v e l of a b s t r a c t i o n and 

are each d e p i c t e d i l l u s t r a t i v e l y as a Sub-Frame i n F i g u r e 7-4 

I n step w i t h the b e l i e f that a tendency of o r g a n i z a t i o n s i s to s t r i v e 

toward e q u i l i b r i u m and order these i s s u e s a r e e n v i s i o n e d 

to be d i s t r i b u t e d and managed i n an o r d e r l y f a s h i o n w i t h i n the ambit 

of concern of the r e s p e c t i v e a s p e c t s of o r g a n i z a t i o n a l l i f e . 

At the t h i r d l e v e l i s the d i s c o u r s e on twenty-nine key a c t i o n a r e a s , 

As these key areas a r e r e l a t e d d i r e c t l y to s p e c i f i c a c t i o n s and 

behaviours of o r g a n i z a t i o n a l members, they are c o n c e p t u a l i z e d a t a 

more concrete l e v e l . Each of these key a c t i o n areas i s d e p i c t e d as 

an Element i n F i g u r e 7-4. They were conceived, e i t h e r s i n g l y or i n 

groups, as c r u c i a l f o r the management of those i s s u e s t h a t f e a t u r e 

at the second l e v e l of d i s c o u r s e . I n other words, the e f f i c i e n t 

conduct of a c t i v i t i e s w i t h i n a p a r t i c u l a r s e t of key a c t i o n a r e a ( s ) 

i s a n e c e s s a r y p r e r e q u i s i t e to the e f f e c t i v e r e s o l u t i o n and management 

of the o v e r r i d i n g i s s u e concerned. 
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Every element of t h i s framework forms the b a s i s for one or more questions 

i n the E x p e c t a t i o n s A n a l y s i s Form. The manner i n which t h i s was done 

and a f u l l d e s c r i p t i o n of the questions i s presented i n the l a s t s e c t i o n 

of t h i s chapter, t i t l e d " O p e r a t i o n a l i z i n g the E x p e c t a t i o n s Framework". 

Before t h a t , the framework which i s d i a g r a m m a t i c a l l y r e p r e s e n t e d i n 

F i g u r e 7-4 w i l l be developed demonstrating the reasoning which j u s t i f i e d 

the i n c l u s i o n and l i n k a g e s of the i n d i v i d u a l p a r t s of i t . A l l examples 

r e l a t i n g to d i v i s i o n a l i s e d o r g a n i z a t i o n s which are c i t e d to e l u c i d a t e 

the d i f f e r e n t f a c e t s of t h i s framework have been drawn from i n t e r v i e w s 

conducted w i t h s e n i o r e x e c u t i v e s of the t h r e e f o c a l f i r m s . 

E« DESCRIBING THE EXPECTATIONS FRAMEWORK 

Frame 1 - T r a n s l a t i o n i n t o O r g a n i z a t i o n - Wide Challenges 

T h i s frame d e s c r i b e s t h a t a s p e c t of o r g a n i z a t i o n a l l i f e t h a t i s 

concerned w i t h the t r a n s l a t i o n of the c h a l l e n g e s t h a t are posed by the 

e x t e r n a l environment i n t o o r g a n i z a t i o n - w i d e c h a l l e n g e s . The usage 

of the term c h a l l e n g e s as opposed to goals i s d e l i b e r a t e and done so 

on account of the f o l l o w i n g r e a s o n s . F i r s t l y , the n o t i o n of c h a l l e n g e 

encompasses more than j u s t o r g a n i z a t i o n a l g o a l s . I t r e p r e s e n t s those 

demands and o p p o r t u n i t i e s , as are presented by e x t e r n a l i t i e s , t h a t an 

o r g a n i z a t i o n chooses to respond to. R e s e a r c h e r s have o f t e n d i s c o v e r e d 

s i t u a t i o n s where what the o r g a n i z a t i o n i s doing runs counter to what i t s 

d e c l a r e d goals say i t ought to be doing. For i n s t a n c e , a b u s i n e s s 

concern may d e c l a r e t h a t i t i n t e n d s to develop a p p l i e d s c i e n c e to serve 

s o c i e t y , and y e t may only have a mediocre r e s e a r c h and development 

programme caused by the d i f f i c u l t y of g e n e r a t i n g s u f f i c i e n t funds. Or 

i t may be f o r c e d to abandon such a goal because of the absence of an 

e x t e r n a l pool of s c i e n t i s t s w i t h the r i g h t q u a l i f i c a t i o n s which the 

f i r m can draw i t s needs from. Secondly, the term c h a l l e n g e i s 
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intended to connote a dynamic stream of a c c e p t a b l e o p p o r t u n i t i e s which 

o r g a n i z a t i o n a l members p e r c e i v e d as v i a b l e and worth pursuing. 

O r g a n i z a t i o n a l g o a l s , on the other hand, g i v e s a s t a t i c i n d i c a t i o n of 

what the o r g a n i z a t i o n would, or should, i d e a l l y do. The w r i t e r ' s concern 

i s w ith what an o r g a n i z a t i o n can r e a l i s t i c a l l y hope to do w i t h i n the 

c o n s t r a i n t s posed by i t s e x t e r n a l i n t e r d e p e n d e n c e s . T h i r d l y , the 

term c h a l l e n g e s e r v e s to avoid any c r i t i c i s m t h a t one i s r e i f y i n g 

o r g a n i z a t i o n s as s o c i a l c o n s t r u c t s and imputing i n t o them the power 

of thoughts and a c t i o n s . By d e l i b e r a t e l y e x t r a c t i n g the p e r c e p t u a l 

e x p e c t a t i o n s of managers and then u s i n g them to e x p l a i n the process 

of t r a n s l a t i n g e x t e r n a l o p p o r t u n i t i e s i n t o organization-wide c h a l l e n g e s , 

the w r i t e r i s assuming t h a t i t i s the members of the o r g a n i z a t i o n who 

command the power to c o n s i d e r , accept or r e j e c t each opportunity 

encountered. Thus, to avoid being mistaken f o r a v i c t i m of r e i f i c a t i o n 
* 6(37) 

u s u a l l y a s s o c i a t e d w i t h the u n c o n d i t i o n a l use of the term 

" o r g a n i z a t i o n a l g o a l s " , the w r i t e r has adopted i n s t e a d the term 

"organization-wide c h a l l e n g e s " . L a s t l y , the w r i t e r seeks to d e v i a t e 

from broad g e n e r a l i z a t i o n of goals and wishes i n s t e a d to r e l a t e 

s p e c i f i c e x t e r n a l demands or o p p o r t u n i t i e s to s p e c i f i c c h a l l e n g e 

o r i e n t a t i o n s . Thus, i n s t e a d of t a l k i n g about the goal of p r o f i t a b i l i t y , 

the w r i t e r p r e f e r s s p e c i f i c c h a l l e n g e o r i e n t a t i o n s such as ensuring 

maximum product s a t i s f a c t i o n f o r e x t e r n a l customers or e s t a b l i s h i n g 

economic c o n t r a c t u a l r e l a t i o n s h i p s with e x t e r n a l s u p p l i e r s . 

The process of t r a n s l a t i n g e x t e r n a l o p p o r t u n i t i e s and demands i n t o 

i n t e r n a l organization-wide c h a l l e n g e s would i n v o l v e making a p p r o p r i a t e 

d e c i s i o n s on the f o l l o w i n g i s s u e s (Sub-Frames) and a c t i o n a r e a s 

( E l e m e n t s ) . Though most o r g a n i z a t i o n s would respond to these i s s u e s 

and a c t i o n choice with v a r y i n g emphasis a t d i f f e r e n t periods of i t s 
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o r g a n i z a t i o n a l l i f e , the point to note i s that the d i f f e r e n c e i n t h e i r 

emphasis, and i n the amount of e f f o r t s t h a t are a c t u a l l y devoted to 

them, w i l l form the c h a r a c t e r i s t i c f e a t u r e s which d i s t i n g u i s h one 

o r g a n i z a t i o n from another. T h i s p o i n t w i l l r e c e i v e f u r t h e r e l a b o r a t i o n 

i n the l a t e r a n a l y s i s of data c o l l e c t e d from our sample f i r m s . 

Sub-Frame 1: Permeation 

T h i s i s s u e i s concerned w i t h the ex t e n t which an o r g a n i z a t i o n should 

open or c l o s e i t s boundary to e x t e r n a l i n f l o w s of c h a l l e n g e s and from 

i n t e r n a l outflow of co n t a c t or exposure needs. For i n s t a n c e , an 

o r g a n i z a t i o n having decided t h a t i t s c u r r e n t f i n a n c i a l p o s i t i o n cannot 

j u s t i f y f u r t h e r d i v e r s i f i c a t i o n i n t o u n r e l a t e d product areas may c l o s e 

i t s boundary to a d d i t i o n a l e x t e r n a l i nterdependencies such as f i n a n c i a l 

i n s t i t u t i o n s who would otherwise be r e q u i r e d to f i n a n c e the d i v e r s i f i c a t i o n 

programme, new customers f o r the d i v e r s i f i e d products, or new s u p p l i e r s 

to supply f o r the manufacture of the d i v e r s i f i e d products. Or, because 

of new governmental d i r e c t i v e s c a l l i n g f o r cut-back i n trade connections 

with c o u n t r i e s p r a c t i c i n g a p a r t h e i d , the o r g a n i z a t i o n may r e s t r i c t 

f u r t h e r i n t e r n a l attempts to e s t a b l i s h more t r a d i n g c o n t a c t s i n those 

c o u n t r i e s . Thus, as shown by the two examples, the permeation i s s u e i s 

important to de f i n e the l e v e l of i n t e r a c t i o n t h a t i s p e r m i s s i b l e 

between the o r g a n i z a t i o n and i t s p o t e n t i a l and e x i s t i n g e x t e r n a l 
(38 ) 

inte r d e p e n d e n c i e s . To s e t t l e t h i s i s s u e , d e c i s i o n s and a c t i v i t i e s 

of v a r i o u s forms may be n e c e s s a r y . The e s s e n t i a l ones a re d e s c r i b e d 

below and r e f e r e n c e d i n accordance w i t h the a p p r o p r i a t e key a c t i o n a r e a s . 

However, the sequence i n which they a r e in t r o d u c e d should not be taken to 

s i g n i f y any order of p r i o r i t y . S i t u a t i o n a l f o r c e s alone can d i c t a t e 

which a c t i v i t y or s e t of a c t i v i t i e s i s more important or compelling 

than another. 
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*7 Element 22: E x t e r n a l R e l a t i o n s 

T h i s a c t i o n area i s concerned w i t h p o r t r a y a l of an a p p r o p r i a t e image 

of the o r g a n i z a t i o n and the es t a b l i s h m e n t of harmonious r e l a t i o n s h i p s 

w i t h p o t e n t i a l and e x i s t i n g e x t e r n a l i n t e r d e p e n d e n c i e s . I t p r o j e c t s 

the best c h a r a c t e r i s t i c s of the o r g a n i z a t i o n and a l s o prepares 

e x t e r n a l i t i e s f o r coming to terms w i t h the l e s s favourable ones. 

More important, t h i s a c t i v i t y h e l p s to secure f o r the o r g a n i z a t i o n the 

wi d e s t p o s s i b l e r e p e r t o i r e of e x t e r n a l i t i e s which i t can then choose 

to i n t e r a c t with should the need a r i s e . 

Element 2: F o r e c a s t i n g and Adaptation 

T h i s a c t i o n a r e a i s concerned w i t h g i v i n g the o r g a n i z a t i o n an 

assessment of environmental conditions, p a r t i c u l a r l y those r e l a t i n g to 

the t e c h n o l o g i c a l , economic, p o l i t i c a l and s o c i a l c l i m a t e . More 

s p e c i f i c a l l y , Lt hel p s to s i g n a l to the o r g a n i z a t i o n the e x t e r n a l 

o p p o r t u n i t i e s or t h r e a t s , both r e a l and p o t e n t i a l , t h a t i t needs to 

contend w i t h . With t h i s knowledge, a s u i t a b l e framework f o r managerial 

d e c i s i o n s which could make the best of s i t u a t i o n s can then be c o n s t r u c t e d . 

Element 3- I d e n t i f y i n g and C a p i t a l i s i n g on New Ventures 

T h i s a c t i o n area i s concerned w i t h scanning the environment to f i n d 

a d d i t i o n a l c h a l l e n g e s or s e t s of c h a l l e n g e s for the o r g a n i z a t i o n . I t 

feeds back i n f o r m a t i o n about o p p o r t u n i t i e s t h a t are both v i a b l e and 

capable of improving the o r g a n i z a t i o n ' s stock of s u p r a - s u r v i v a l 

p r o p e r t i e s . T h i s h e l p s to l e s s e n the o r g a n i z a t i o n ' s dependence on a 

few e x t e r n a l i t i e s by extending i t s scope f o r c h a l l e n g e a c q u i s i t i o n i n t o 

both r e l a t e d and u n r e l a t e d a r e a s . 
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Sub-Frame 2 F o r m a l i s a t i o n 

T h i s r e p r e s e n t s the i s s u e t h a t i s of p a r t i c u l a r concern when the 

o r g a n i z a t i o n f i n a l l y decides on the c h a l l e n g e s t h a t i t w i l l f o r m a l l y 

accept or r e j e c t amongst the many that may have been i d e n t i f i e d . T h i s 

i s s u e i s important i n t h a t i t s e t s the d i r e c t i o n f o r the whole 

o r g a n i z a t i o n and a l s o s t i p u l a t e s the p h y s i c a l and moral r e s o u r c e s t h a t 

must be committed before i t can reach i t s d e s i r e d d e s t i n a t i o n . To a 

l a r g e extent, i t s r e s o l v e r e p r e s e n t s the s t a b i l i s a t i o n of the i n t e r f a c i n g 

encounter between e x t e r n a l environmental agents and i n t e r n a l 

o r g a n i z a t i o n a l personnel. I t i s a t t h i s p o i n t of decision-making t h a t 

the o r g a n i z a t i o n f i n a l l y d i s t i n g u i s h e s between those c h a l l e n g e s t h a t 

are merely p e r c e i v e d to be v i a b l e , and those t h a t a r e u l t i m a t e l y decided 
(39) 

as commercially and t e c h n i c a l l y a c c e p t a b l e . 

Element 1- Planning 

T h i s a c t i o n a r e a i s concerned w i t h the f i n a l s e l e c t i o n of c h a l l e n g e s 

and c o n s i d e r a t i o n of the d i f f e r e n t means th a t are n e c e s s a r y f o r t h e i r 

attainment. I t i s a t t h i s stage t h a t the f i n a l t r a d e - o f f between means 

and ends i s made. Thus, w h i l s t a c h a l l e n g e may be ev a l u a t e d as v i a b l e , 

the o r g a n i z a t i o n may yet decide to r e j e c t i t i f the means are beyond 

what the o r g a n i z a t i o n i s prepared to undertake or a r e capable of 

undertaking. 
Element 7: P o l i c y Formulation 

T h i s a c t i o n a r e a i s concerned w i t h f o r m a l l y a f f i x i n g the s e a l of 

approval on those accepted c h a l l e n g e s . By fo r m u l a t i n g the v a r i o u s 

p o l i c i e s , i t pronounces or g a n i z a t i o n - w i d e acknowledgment of such 

c h a l l e n g e s as may be i n v o l v e d . Even of g r e a t e r s i g n i f i c a n c e , t h i s a c t 

r e p r e s e n t s the taking of some s t e p s to c o n s t r a i n the whole o r g a n i z a t i o n 

along p a r t i c u l a r courses of a c t i o n t h a t are p e r c e i v e d to be n e c e s s a r y 

to cope with the demands of the newly accepted c h a l l e n g e s . I t i s an 

a c t i v i t y of d e c i d i n g the r i g h t balance between what o r g a n i z a t i o n a l 
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members can and cannot f r e e l y judge and do. 
Sub-Frame 3 O p e r a t i o n a l i s a t i o n 

This issue i s concerned w i t h the dissemination of t r a n s l a t e d o r g a n i z a t i o n -

wide challenges to appropriate p a r t s of the o r g a n i z a t i o n . I n some sense, 

i t represents the f i r s t a c t i v e managerial response t o the newly 

formalised challenges by deciding on matters such as whether t o 

intr o d u c e new, or modify old, management systems and o r g a n i z a t i o n a l 

s t r u c t u r e to s u i t the newly experienced demands. For instance, when an 

or g a n i z a t i o n has f o r m a l l y accepted the new challenge of improving i t s 

customer r e l a t i o n s , i t may o p e r a t i o n a l i z e t h i s challenge by e n f o r c i n g 

the p o l i c y which requires managerial personnel to p e r s o n a l l y a t t e n d 

to a l l customer complaints or the p o l i c y to set up a new department t o 

s p e c i a l l y handle a l l such customer - complaints. Thus, the two main 

outcomes f o l l o w i n g the settlement of t h i s issue are the p r e s c r i p t i o n of 

challenges f o r various f u n c t i o n a l sectors of the o r g a n i z a t i o n and the 

s t i p u l a t i o n of r u l e s w i t h which such challenges are to be accomplished. 

Element 8: P o l i c y Implementation 

This a c t i o n area i s concerned w i t h the execution and enforcement of 

a de c i s i o n framework w i t h which to react, or proact, t o various 

organization-wide challenges. These can range from p r e s c r i b i n g the 

appropriate conduct of i n d i v i d u a l or c o l l e c t i v e behaviour, t o i n t r o d u c i n g 

or redesigning appropriate s t r u c t u r a l or systemic morphologies w i t h i n 

which human i n t e r a c t i o n s can take place. 

Frame 2- T r a n s l a t i o n i n t o Sectional-Task Challenges 

This aspect of o r g a n i z a t i o n a l l i f e i s concerned w i t h the processes and 

a c t i v i t i e s t h a t are i n v o l v e d i n the t r a n s l a t i o n of disseminated 

organization-wide challenge i n t o s e c t i o n a l - t a s k challenges. For instance, 
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i n commercial o r g a n i z a t i o n s , t h i s means ev o l v i n g appropriate steps t o , 

say, t r a n s l a t e the organization-wide challenge of maximizing product 

s a t i s f a c t i o n to such s e c t i o n a l task challenge as conducting a t t i t u d i n a l 

research or product survey, or t r a n s l a t i n g from the organization-wide 

challenge of economic c o n t r a c t u a l r e l a t i o n s h i p to t h a t of designing a 

s u p p l i e r search programme. For s o c i a l o r g a n i z a t i o n s such as h o s p i t a l s , 

t h i s t r a n s l a t i o n process i s e q u a l l y necessary. Thus, the o r g a n i z a t i o n -

wide challenge of seeking to provide an e f f i c i e n t h e a l t h service would 

need to be t r a n s l a t e d i n t o one of many s e c t i o n a l - t a s k challenges, f o r 

example- p r o v i d i n g s k i l f u l orthopaedic operations or cardiac care 

programmes. 

The e s s e n t i a l p o i n t to note i s t h a t t h i s c u l t u r a l f a c e t of o r g a n i z a t i o n 

helps to transform what sometimes appear to be hazy a b s t r a c t i o n s of 

o r g a n i z a t i o n a l i n t e n t s i n t o c l e a r e r v i s i o n s of task requirements t h a t 

are both r a t i o n a l and performable by i n d i v i d u a l s or groups of 

i n d i v i d u a l s . doing so, i t helps t o m a i n t a i n o r g a n i z a t i o n a l 

d i r e c t i o n and order through the systemic s e c t i o n a l i z i n g of o r g a n i z a t i o n -

wide challenges i n t o appropriate task challenges. 

Sub-Frame 4. R a t i o n a l i s a t i o n 

This issue draws a t t e n t i o n to and ensures t h a t only appropriate 

s e c t i o n a l - t a s k challenges are embarked upon to help f u l f i l l the wider 

o r g a n i z a t i o n a l challenges. I t c a l l s f o r adequate c o n s i d e r a t i o n t h a t 

such task challenges w i l l continue t o be f e a s i b l e when subjected to 

the managerial, t e c h n i c a l and resource c o n s t r a i n t s of the o r g a n i z a t i o n . 

Further, i n so f a r as s e c t i o n a l task challenges o f t e n need t o be 

i n t e r l o c k e d w i t h each other to r e a l i z e t h e i r f u l l p o t e n t i a l , and the 

r e s p o n s i b i l i t y f o r each set of i n t e r l o c k i n g challenges i s o f t e n shared 

by two or more i n d i v i d u a l s , t h i s issue r a i s e s the question of how best 
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to harmonise the challenges t h a t need to be i n t e r l o c k e d as w e l l as the 

working r e l a t i o n s h i p s of those members who are responsible f o r c a r r y i n g 

them out. Thus, i n a team made up of i n d i v i d u a l s drawn from various 

f u n c t i o n a l departments, i t i s necessary to r a t i o n a l i z e t h e i r task 

challenges so t h a t there i s adequate scope f o r s a t i s f y i n g everyone's 

views of what need to be done, and how each can best c o n t r i b u t e toward doing 

i t . 

Element 16 Consultation 

This a c t i o n area i s concerned w i t h seeking managerial and t e c h n i c a l 

opinions before the s e l e c t i o n , design and conduct of any task programmes. 

These opinions help t o r a t i o n a l i z e the design and s e l e c t i o n of 

challenges and o f t e n also form the basis of u n w r i t t e n support from the 

providers of such opinions f o r the challenges subsequently produced. 

Thus, the act of c o n s u l t i n g e n t a i l s more than j u s t i n f u s i n g r a t i o n a l i t y 

i n t o the choice of s e c t i o n a l - t a s k challenges, i t also helps t o create 

an ambience of harmony, p a r t i c u l a r l y important when many i n d i v i d u a l s 

are responsible f o r f u l f i l l i n g a common set of challenges. 

Sub-Frame 5: R e c o n s t i t u t i o n 

This issue i s concerned w i t h the a c t u a l t r a n s l a t i o n of organization-wide 

challenges i n t o s p e c i f i c s e c t i o n a l - t a s k one and also to r e c o n s t i t u t e 

those s e c t i o n a l - t a s k challenges t h a t may have been i d e n t i f i e d , but as 

yet lack p r e c i s e , a c t i o n a b l e d e f i n i t i o n , i n t o more concrete and d e t a i l e d 

ones. The drawing of a t t e n t i o n t o t h i s issue i s necessary to ensure 

t h a t such challenges w i l l be amenable to l a t e r e v a l u a t i o n and c o n t r o l . 

Besides the t r a n s l a t i o n of the wider o r g a n i z a t i o n challenge i n t o 

s p e c i f i c task ones w i t h contents and d e t a i l s , t h i s issue i s also concerned 

about how best t o resharpen and r e c o n s t i t u t e vague notions of such 
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challenges t h a t are to be accomplished i n t o d e t a i l e d processes and 

procedures. This establishment of the means and d e f i n i t i o n of ends 

both form an i n t e g r a l p a r t of t h i s r e c o n s t i t u t i o n process. Too o f t e n , 

the c o n s i d e r a t i o n of means and ends are regarded as separable 

r e s p o n s i b i l i t i e s capable of being shouldered by members at d i f f e r e n t 

l e v e l s or f u n c t i o n a l l o c a l i t i e s . The danger i s easy t o see. When 

the r e c o n s t i t u t i o n of s e c t i o n a l - t a s k challenges takes place w i t h o u t 

adequate c o n s i d e r a t i o n of the means t h a t are necessary f o r t h e i r 

accomplishment, over-grandiose challenges may be conceived which are 

u n r e a l i s t i c and perhaps, unaccomplishable.. Thus, t h i s issue serves 

not only t o question the nature of task challenges but also to ensure 

t h a t the design of challenges i s subjected t o the f u l l c o n s i d e r a t i o n 

of whatever procedural and t e c h n i c a l c o n s t r a i n t s t h a t may be i n v o l v e d . 

Element 26; I d e n t i f i c a t i o n and S p e c i f i c a t i o n of 
Technical / A d m i n i s t r a t i v e Task Challenges 

This a c t i o n area i s concerned w i t h the i d e n t i f i c a t i o n and s p e c i f i c a t i o n 

of the appr o p r i a t e t e c h n i c a l and a d m i n i s t r a t i v e task challenges. I n 

some s i t u a t i o n s , t h i s may e n t a i l the design of e n t i r e l y new challenges 

w h i l s t i n ot h e r s , only the m o d i f i c a t i o n of e x i s t i n g ones may be 

necessary. I n both cases, however, they r e f l e c t a move to adapt t o 

changing e x t e r n a l environmental requirements. A l t e r n a t i v e l y , they 

may be caused by i n t e r n a l developments leading to some challenges being 

abandoned and new ones being taken up. For inst a n c e , as an o r g a n i z a t i o n 

grows i n s t r e n g t h , i t may f i n d i t s e l f more capable to embark on new 

ventures and task challenges. 

Element 27: Design and Establishment of Technical / A d m i n i s t r a t i v e 
Task Accomplishment Processes and Procedures 

This a c t i o n area i s concerned w i t h the development and implementation 

of processes and procedures f o r conducting the r e q u i r e d task challenges. 
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There are two main po i n t s t o be deduced from t h i s a c t i v i t y . F i r s t l y , 

the c o n s i d e r a t i o n and design of the procedures i s important f o r 

assessing how f e a s i b l e a set of challenges i s . Quite o f t e n , f i r m s 

have conceived many commercially a t t r a c t i v e tasks but were forced t o 

abandon them when i t became cle a r t h a t the procedures and processes 

r e q u i r e d f o r t h e i r f u l f i l m e n t are beyond what the firms are capable 

of handling. Secondly, the establishment of p a r t i c u l a r procedures 

f o r task accomplishment serves as a p r e a c t i o n blue p r i n t w i t h c r i t i c a l 

p o i n t s w i t h which checks could be made to ensure t h a t the task 

challenges are e f f i c i e n t l y handled. 

Sub-Frame 6. Deployment 

This issue r a i s e s the question of how best to deploy appropriate 

s e c t i o n a l task challenges to various sectors of the o r g a n i z a t i o n and 

i n the course of doing so, helps t o reve a l the r e l a t i v e a b i l i t y of 

the sectors to cope w i t h them. Without such c o n s i d e r a t i o n , task 

overload, as more task challenges are deployed to a sector than i t 

can reasonably hope to f u l f i l l , w i l l become i n e v i t a b l e . I n a d d i t i o n , 

w i t h an i n c r e a s i n g d i f f e r e n t i a t i o n between the "planners" and the 

"doers" of task challenges, p a r t i c u l a r l y i n l a r g e r o r g a n i z a t i o n s , t h i s 

issue i s also concerned w i t h s p e c i f y i n g the precise nature of the 

challenges t h a t need to be accomplished. This, however, should not be 

confused w i t h the s p e c i f i c a t i o n of means, f o r the concern here i s i n 

whether the challenges t h a t are planned a t one l e v e l w i l l be t r a n s m i t t e d 

w i t h adequate p r e c i s i o n to the l e v e l where they are to be discharged. 

Element 10: Delegation 

This a c t i o n area i s concerned w i t h the e q u i t a b l e and unambiguous 

d i s t r i b u t i o n of task challenges t o appropriate members or sectors of 

the o r g a n i z a t i o n . I t seeks to be f a i r so t h a t there would be no task 
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overload, and clear, so t h a t the resources of the o r g a n i z a t i o n t h a t are 

entrusted w i t h d i f f e r e n t members or sectors w i l l be st r e t c h e d and 

e f f i c i e n t l y u t i l i s e d i n accomplishing the challenges. 

Sub-Frame 7 Empowerment 

This issue serves to ensure t h a t each sector i s a p p r o p r i a t e l y empowered 

to handle e f f e c t i v e l y a l l i t s task challenges. Though members of a 

sector may hol d t h e i r own p o s i t i o n a l a u t h o r i t y , i t i s only when 

challenges are to be f u l f i l l e d t h a t t h e i r r e a l power i s manifested 
(41) 

and r e a l i z e d . As such, the leader of a task force can exercise 

h i s a u t h o r i t y over other members only i n connection w i l h the conduct of 

the task challenge and nothing else. Whatever personal a t t r i b u t e s or 

p o s i t i o n a l a u t h o r i t y he may hol d i s q u i t e meaningless unless there i s 

a task challenge to al l o w him to b r i n g them i n t o play. The r a i s i n g of 

t h i s issue i s , thus, important i n t h a t i t e s tablishes the l i m i t s w i t h i n which 

members of a sector are allowed t o exercise t h e i r a u t h o r i t y when a task 

challenge has t o be f u l f i l l e d . I n a d d i t i o n , i t serves to h i g h l i g h t , and 

subsequently supplement, the power of those sectors whose d e f i c i e n c i e s 

are perceived t o be hampering t h e i r a b i l i t y to s a t i s f a c t o r i l y f u l f i l l 

p r e s c r i b e d task challenges. On occasions when new sectors are created, 

i t also helps to ensure t h a t they are endowed w i t h adequate power t o 

perform t h e i r task r o l e s . 
Element 11. A u t h o r i t y 

This a c t i o n area i s concerned w i t h d i s t r i b u t i o n of appropriate power 

f o r executing delegated task challenges. I t focuses on the areas and 

the amount of power concentration necessary t o complete the whole 

t r a n s l a t i o n process. More s p e c i f i c a l l y , i t i s concerned w i t h arranging 

the power h i e r a r c h y of i n d i v i d u a l s i n v o l v e d w i t h a p a r t i c u l a r s e c t i o n a l -

task challenge, t h a t i s , i t considers the l i n e of command w i t h i n a task 

group, and between the task group and the r e s t of the o r g a n i z a t i o n . I n 
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l a r g e r o r g a n i z a t i o n s , t h i s a c t i v i t y i s p a r t i c u l a r l y u s e f u l i n deciding 

whether a s e c t i o n a l task challenge i s s u f f i c i e n t l y major as t o e n t a i l 

such heavy concentration of power t h a t warrants i t s desegregation and 

establishment as a d i v i s i o n on i t s own. 

Frame 3- T r a n s l a t i o n i n t o I n d i v i d u a l Challenges 

This aspect of o r g a n i z a t i o n a l l i f e i s p r i m a r i l y connected w i t h the 

formation of two classes of i n d i v i d u a l challenges. F i r s t l y , w i t h the 

formation of " p o s i t i o n i n s p i r e d " challenges which are fundamental and 

must be met to j u s t i f y the h o l d i n g of a p o s i t i o n . For example, i n a 

l e g a l f i r m , g e t t i n g to know the most recent s t a t u t e s , p r e c e d e n t i a l 

judgements and f a m i l i a r i t y w i t h the j u d i c i a r y procedures and customs 

a l l form the p o s i t i o n i n s p i r e d challenges f o r the p r a c t i s i n g s o l i c i t o r . 

I n the main, these challenges need to be f u l f i l l e d before an i n d i v i d u a l 

can hope to s a t i s f a c t o r i l y handle the " t a s k - i n s p i r e d " ones. This 

second class of i n d i v i d u a l challenges are derived d i r e c t l y from some 

higher order s e c t i o n a l - t a s k ones. Thus, these t a s k - i n s p i r e d challenges 

must be accomplished before some o v e r r i d i n g task problems can be solved. 

For instance, i n the l e g a l f i r m c i t e d , t h i s would i n v o l v e g e t t i n g to 

know a l l the f a c t s of a p a r t i c u l a r l i t i g a t i o n case, conceiving 

s t r a t e g i e s f o r c o n f r o n t i n g the opposing counsel and making the court 

appearance i t s e l f . These i n d i v i d u a l challenges must be undertaken 

before one can regard the l i t i g a t i o n case, or the higher order s e c t i o n a l -

task challenge, as having been adequately f u l f i l l e d . 

As t h i s o r g a n i z a t i o n a l f a c e t i s i n v o l v e d d i r e c t l y w i t h the actions of 

people w i t h i n work o r g a n i z a t i o n s , s p e c i a l c o n s i d e r a t i o n of t h e i r 

behavioural tendencies and inner needs must be made. W h i l s t the e a r l i e r 

two frames are i n v o l v e d w i t h the wider and more impersonal challenges 

of the o r g a n i z a t i o n and various f u n c t i o n a l sectors, t h i s t h i r d frame 

deals d i r e c t l y w i t h i n d i v i d u a l s and the nature of t h e i r s p e c i f i c 
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challenges. I n other words, the primary purpose here i s t o achieve a 

s a t i s f a c t o r y congruence between how an o r g a n i z a t i o n f o r m a l l y expects 

i t s members to behave, and how the members themselves believe they should 

behave. O r g a n i z a t i o n a l members have requirements and a s p i r a t i o n s and 

thus, the r o l e s they perform must be meaningful both t e c h n i c a l l y and 
(/ 9 ̂  

s o c i a l l y to them . C l e a r l y , the term "meaningful" i s a convenient 

shorthand to encompass such issues as human s a t i s f a c t i o n and 

occupational s t a t u s but i t s i m p l i c a t i o n s f o r the e f f e c t i v e bonding of 

the i n d i v i d u a l s to t h e i r o r g a n i z a t i o n are immense and cannot be over 

emphasized. 
Sub-Frame 8: Con d i t i o n i n g 

This issue i s concerned w i t h the handling of any r e s i s t a n c e t h a t may be 

put up by i n d i v i d u a l s to t h e i r p r e scribed challenges. I t i n v o l v e s 

t a k i n g i n t o c o n s i d e r a t i o n , t o the extent p o s s i b l e , whatever c o g n i t i v e -

a f f e c t i v e needs the i n d i v i d u a l s may have^and seeking appropriate ways 

to meet t h e i r needs and so c o n d i t i o n them i n t o accepting and f u l f i l l i n g 

t h e i r challenges. I t i s a two-way c o n d i t i o n i n g process whereby the 

o r g a n i z a t i o n w i l l s t r i v e to win the f u l l support of i t s members by 

responding to t h e i r needs, and the members r e a l i z e t h e i r needs by 

a c t i v e l y engaging i n t h e i r p r e scribed challenges. Though the l i n e of 

balance i s a tenuous one, i t must nevertheless be struck i f there i s to 

be any assurance t h a t challenges which are p r e s c r i b e d w i l l be e f f i c i e n t l y 

f u l f i l l e d . Besides the a c t u a l c o n s i d e r a t i o n of members' needs, t h i s 

issue i s also concerned w i t h p r o v i d i n g a means whereby such needs can 

be c l o s e l y monitored. This p r o v i s i o n i s p a r t i c u l a r l y necessary f o r 

managerial personnel,. Unlike those at more subordinated l e v e l s who 

are w e l l provided w i t h a wide range of systems w i t h which they can 

voice t h e i r views and needs, managers o f t e n have no comparable f a c i l i t i e s . 
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A f t e r a l l , managers are expected to be i d e n t i f i e d w i t h the o r g a n i z a t i o n 

and as such, i t w i l l appear d i s l o y a l i f they should make expressive 

"demands" upon i t . Instead, they have to r e s o r t t o various symbolic 

gestures to make known t h e i r needs. These can range from the s u b t l e 

w i t h h o l d i n g of co-operation, to a c t u a l complaints of chronic stress 

ailments, but i n a l l cases t h e i r r o o t cause can be traced to some 

areas of d i s s a t i s f a c t i o n . As such, i n the t o t a l t r a n s l a t i o n 

process of organization-wide challenges i n t o more s p e c i f i c ones f o r 

i n d i v i d u a l managers the c a r e f u l settlement of t h i s issue i s an important 

step to secure the wholehearted support of i n d i v i d u a l s and t h e i r 

f u l f i l m e n t of those challenges t h a t are p r e s c r i b e d f o r them. 

Element 6: Representing 

This a c t i o n area i s concerned w i t h the r e p r e s e n t a t i o n of members' needs, 

expression of t h e i r views and explanation of t h e i r behaviour when they 

are d i f f e r e n t from those h e l d to be o r g a n i z a t i o n a l l y normal. I n other 

words, i t provides a means f o r managerial personnel to voice t h e i r 

opinions and grievances. Usually, i t i s a v e r b a l r e p r e s e n t a t i o n which 

flows through a superordinate or peei intermediary, but i n e i t h e r case 

such a superordinate or i n t e r m e d i a r y i s someone perceived t o have s p e c i a l 

s t r a t e g i c i n f l u e n c e at the p o i n t of c o n s i d e r a t i o n . Thus, one o f t e n hears 

of s i t u a t i o n s where middle management personnel voice t h e i r needs to the 

c h i e f executive v i a t h e i r immediate superiors, or through a colleague who 
(44) 

by v i r t u e of h i s much-needed s k i l l s and s t a t u s commands a s p e c i a l 

r e l a t i o n s h i p w i t h senior executives w i t h i n the company. 

Element 5- Responding 

This a c t i o n area i s concerned w i t h the a c t u a l and t i m e l y c o n s i d e r a t i o n 

of represented opinions and needs of o r g a n i z a t i o n a l members. Not l e a s t 

i t i s also concerned w i t h modifying any challenge demands made upon 
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o r g a n i z a t i o n a l members i n response to t h e i r expressed opinions or needs. 

I t must n e c e s s a r i l y be a two-part a c t i v i t y , of considering opinions and 

needs and then responding by making appropriate reforms to any 

unacceptable systems or meeting some other expectations of members, i f 

the c o n d i t i o n i n g process i s to be e f f e c t i v e . Obviously, i n s i t u a t i o n s 

where members needs cannot be met w i t h o u t causing undue s t r a i n on the 

o r g a n i z a t i o n , the outcomes may be inadequate f o r those members, but a t 

l e a s t they would know t h a t attempts have been made to respond to t h e i r 

needs, and the reasons when such needs cannot be completely met. 

Sub-Frame 9- Formation 

This issue i s concerned w i t h the problems associated w i t h b r i n g i n g the 

a c t u a l challenges to the i n d i v i d u a l s . I t c a l l s f o r t h f o r c o n s i d e r a t i o n 

the whole spectrum of queries connected w i t h designing of jobs and 

f i t t i n g a ppropriate people t o such jobs. I n t h i s respect, i t has t o 

determine the l e v e l of knowledge and s k i l l t h a t i s r e q u i r e d f o r a j o b ; 

the l e v e l of autonomy and r e s p o n s i b i l i t y f o r i n d i v i d u a l s to pla n , d i r e c t 

and c o n t r o l t h e i r own performance, and the manner which j o b o p p o r t u n i t i e s 

can be designed t o enhance personal growth and meaningful work experience. 

Once the f i n a l j ob challenge has been determined, the f u r t h e r query of 

how i t i s to be t r a n s m i t t e d a c c u r a t e l y to the person responsible must 

be answered. This c o n s i d e r a t i o n m e r i t s s p e c i a l care e s p e c i a l l y when the 

owner of the j o b challenge has not been i n v o l v e d i n i t s design i n the 

f i r s t place. Any m i s i n t e r p r e t a t i o n of what challenge needs t o be met, 

and by whom, could e a s i l y sow the seeds of i n t e r p e r s o n a l c o n f l i c t , as when 

r e s p o n s i b i l i t i e s are shed and blame ascribed on one another when an 

o v e r r i d i n g task has not been accomplished. 

Element 13- Functions and Duties D e f i n i t i o n 

This a c t i o n area i s concerned w i t h s e t t i n g down and e x p l a i n i n g to 

i n d i v i d u a l s the nature of t h e i r tasks and l i m i t s of t h e i r r e s p o n s i b i l i t i e s . 
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I n other words, to s p e c i f y f o r each i n d i v i d u a l h i s " p o s i t i o n " and "task" 

i n s p i r e d challenges. This a c t i o n of d e f i n i n g the challenges f o r each 

i n d i v i d u a l , p a r t i c u l a r l y the task i n s p i r e d ones, also provides a 

measure of the o r g a n i z a t i o n a l change th a t i s t a k i n g place. For instance, 

the duties which people i n an o r g a n i z a t i o n perform may change, as when 

a t e c h n o l o g i c a l or a d m i n i s t r a t i v e procedure i s newly introduced, or 

mo d i f i e d . Changes of t h i s s o r t , r e l a t i v e l y speaking, have less impact 

on the nature of i n d i v i d u a l challenges than does a change i n o r g a n i z a t i o n a l 

s t y l e . For example- when an o r g a n i z a t i o n s h i f t s from a c e n t r a l i s e d to a 

de c e n t r a l i s e d mode of operation, the change w i l l s h i f t the locus of 

decision-making from one centre to another. I n t u r n , t h i s w i l l b r i n g a 

change i n the nature of challenges of those i n d i v i d u a l s who are members 

of the two centres i n v o l v e d . Therefore, whatever o r g a n i z a t i o n a l change 

i s necessary t h i s a c t i v i t y w i l l help to r e i n f o r c e i t by r e a d j u s t i n g the 

challenges of i n d i v i d u a l s to s u i t the new s i t u a t i o n . 

Sub-Frame 10. E f f o r t - S t i p u l a t i o n 

This issue i s concerned about the minimum l e v e l of e f f o r t which 

i n d i v i d u a l s must a p p r o p r i a t e l y e x e r t i n f u l f i l l i n g t h e i r challenges so 

t h a t the associated s e c t i o n a l - t a s k challenge can be s a t i s f a c t o r i l y 

accomplished. I t i s concerned w i t h s t i p u l a t i n g the q u a l i t a t i v e and 

q u a n t i t a t i v e standards w i t h which i n d i v i d u a l challenges are to be 

accomplished. Just as new challenges need to be introduced or o l d ones 

redesigned, so must the minimum standards f o r t h e i r achievement 

be f r e q u e n t l y reformulated t o s u i t changing s i t u a t i o n a l demands. I t i s 

t h i s key issue which helps to f o s t e r the e f f i c i e n t usage of o r g a n i z a t i o n a l 

resources by drawing a t t e n t i o n to appropriate benchmarks f o r e v a l u a t i n g 

i n d i v i d u a l e f f o r t s . More important, i t helps to supplant the judgement 

of the i n d i v i d u a l responsible f o r executing some challenges. I n the 
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l i g h t of r e v e l a t i o n s made by the Exchange, ' ' and Expectancy 

(48, 49, 50)^ Theories, the s t i p u l a t i o n of e f f o r t s which i n d i v i d u a l s 

must exert a v a i l s to them a means f o r judging the v i a b i l i t y o f c o n t i n u a l 

p a r t i c i p a t i o n i n the e n t e r p r i s e of an o r g a n i z a t i o n . And, f o r those who 

decide t h a t commitment i s b e n e f i c i a l , the benchmarks r e s u l t i n g from the 

co n s i d e r a t i o n of t h i s issue w i l l serve as a p a t h f i n d e r w i t h which to 

focus t h e i r e f f o r t s i n exchange f o r some desired rewards. 
Element 19: Standard and Target S e t t i n g 

This a c t i o n area i s concerned w i t h s p e c i f y i n g to i n d i v i d u a l s the q u a l i t y 

and e f f i c i e n c y benchmarks f o r g u i d i n g t h e i r j o b performance. By doing 

so, i t helps to o p e r a t i o n a l i z e a closed c o n t r o l loop, t h a t i s , the 

supply of curre n t i n f o r m a t i o n about performance to a s s i s t the c o n t r o l 

of f u t u r e performance. I n c o n t r a s t , when such standards are absent, 

the c o n t r o l l e r w i l l have no measure w i t h which to assess whether the 

performance of i n d i v i d u a l s i s d e v i a t i n g from some desired standards 

and thus, r e q u i r i n g some appr o p r i a t e c o r r e c t i v e adjustment. Of even 

greater s i g n i f i c a n c e , i n the context of our t r a n s l a t i o n framework, where 

the i n d i v i d u a l challenge t r a n s l a t i o n process i s t r e a t e d as a loop w i t h i n 

the higher order s e c t i o n a l - t a s k challenge t r a n s l a t i o n process> and t h i s 

l a t t e r process i s i t s e l f a loop w i t h i n the highest order o r g a n i z a t i o n -

wide challenge t r a n s l a t i o n loop, any absence of performance standards 

f o r i n d i v i d u a l members w i l l e v e n t u a l l y lead to a breakdown i n a l l the 

i n t e r l i n k e d c o n t r o l processes. 

Frame 4: F a c i l i t a t i o n of I n d i v i d u a l Challenge F u l f i l m e n t 

This frame describes t h a t aspect of o r g a n i z a t i o n a l l i f e t h a t i s i n v o l v e d 

w i t h f a c i l i t a t i n g i n d i v i d u a l s t o f u l f i l l t h e i r p o s i t i o n - and task -

i n s p i r e d challenges. E s s e n t i a l l y , t h i s f a c e t revolves around two broad 

categories of f a c i l i t a t i n g a c t i v i t i e s . The f i r s t , termed simply as 

Behavioural F a c i l i t a t i o n , helps to modify or r e i n f o r c e the a t t i t u d e s of 
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i n d i v i d u a l s toward t h e i r p r escribed challenges. I t seeks to reach the 

i n n e r s e l f of i n d i v i d u a l s to e i t h e r modify those o r i e n t a t i o n s t h a t 

r e j e c t t h e i r prescribed challenges, or to r e i n f o r c e those t h a t accept 

them. However, t h i s should only be t r e a t e d as an i l l u s t r a t i v e d e s c r i p t i o n 

of the b i p o l a r o r i e n t a t i o n extremes. I n the normal course of event 

the o r i e n t a t i o n s of an i n d i v i d u a l may f a l l on any p o i n t along the i n -

between continuum. The importance of such f a c i l i t a t i o n , i n v o l v i n g the 

m o t i v a t i o n and leadership of i n d i v i d u a l s , i s to create w i t h i n each 

i n d i v i d u a l a congenial frame of mind t h a t i s r e c e p t i v e to the cause of 

the organization, and even more important, to those challenges which are 

•u A t ( 5 1» 52) prescribed f o r them. 

The second, termed as I n s t r u m e n t a l F a c i l i t a t i o n , helps t o equip 

i n d i v i d u a l s w i t h a ppropriate s k i l l s and f a c i l i t i e s f o r the challenges 

t h a t they have to contend w i t h . Generally, t h i s w i l l i n v o l v e developing 

i n d i v i d u a l s so t h a t they can be more e f f e c t i v e i n h andling t h e i r p o s i t i o n -

i n s p i r e d challenges and / or i n p r o v i d i n g advisory and a u x i l i a r y supports 

to f a c i l i t a t e the handling of t h e i r t a s k - i n s p i r e d ones. I n both cases, 

t h i s process i s mainly to provide the instruments f o r i n d i v i d u a l s to 

discharge t h e i r d u t i e s . Though i t may help t o improve the j o b confidence 

of i n d i v i d u a l s , there i s no basis t o b e l i e v e t h a t i n s t r u m e n t a l 

f a c i l i t a t i o n alone can d i r e c t l y improve t h e i r work e f f o r t s . N o t w i t h s t a n d i 

t h i s , t h i s process complements the behavioural f a c i l i t a t i o n process to 

permit i n d i v i d u a l s to regard t h e i r o r g a n i z a t i o n a l l y r e l e v a n t challenges 

both achievable and s a t i s f y i n g . 

Sub-Frame 11: Development 

This issue draws a t t e n t i o n t o the need to help i n d i v i d u a l s to be more 

e f f e c t i v e i n accomplishing t h e i r challenges. Three approaches are 

commonly mentioned as u s e f u l t o achieve t h i s end. F i r s t l y , t h a t of 

i n s t i l l i n g i n t o i n d i v i d u a l s a sense of employment s e c u r i t y by 
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demonstrating to the i n d i v i d u a l s the n a t u r a l interdependence between 
/ C O C / r r \ 

the o r g a n i z a t i o n and themselves. ' ' ' This approach i n 

hel p i n g i n d i v i d u a l s to i n t e r n a l i s e the value of o r g a n i z a t i o n a l 

"belongingness" i s t o f o s t e r a closer i d e n t i f i c a t i o n by the i n d i v i d u a l s 

w i t h the o r g a n i z a t i o n . From t h i s s p i r i t of mutual dependence, i t i s 

hoped t h a t they w i l l c o n t r i b u t e and a l i g n t h e i r e f f o r t s w i t h the i n t e r e s t 

and goals of the o r g a n i z a t i o n . Secondly, t h a t of p r o v i d i n g i n d i v i d u a l s 

w i t h t r a i n i n g i n management s k i l l s , e s p e c i a l l y i n the planning 

c o - o r d i n a t i n g , measuring and c o n t r o l l i n g of company u n i t . T h i r d l y , 

t h a t of u n r a v e l l i n g i n a systematic fashion t o i n d i v i d u a l s the ways i n 

which t h e i r o r g a n i z a t i o n functions t o accomplish i t s goals. This helps 

to remove any u n c e r t a i n t y and doubts as to what t h e i r e f f o r t s should be 

i n c o n t r i b u t i n g towards the accomplishment of such goals. More important, 

i t i n s t i l l s i n the i n d i v i d u a l s a sense of worth as they are made to 

r e a l i z e how necessary t h e i r e f f o r t s are to the u l t i m a t e success of the 

or g a n i z a t i o n . 
Element 25' Development and T r a i n i n g 

This a c t i o n area i s concerned w i t h p r o v i d i n g the appropriate programmes, 

systems and f a c i l i t i e s f o r developing and t r a i n i n g i n d i v i d u a l s . I t may 

i n v o l v e the sending of managers to some educational programme, j o b 

r o t a t i o n of managers, i n i t i a t i n g s p e c i a l i z e d in-house t r a i n i n g packages, 

ho l d i n g courses and/or conferences, or p r o v i d i n g c o u n s e l l i n g and 

t r a i n i n g f a c i l i t i e s . As f o r i t s u n d e r l y i n g s i g n i f i c a n c e , t h i s a c t i v i t y 

s i g n i f i e s a move t o allow managers p e r i o d i c a l r e f l e c t i o n and renewal i n 

the face of changing o r g a n i z a t i o n a l s i t u a t i o n s , and to accord them the 

r i g h t to seek f u l l r e a l i z a t i o n of t h e i r p o t e n t i a l i t i e s . 

Sub-Frame 12. D i r e c t i o n 

This issue r a i s e s the question of what form of leadership should be 
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provided f o r o r g a n i z a t i o n a l members. I n t h i s context, i t focuses a t t e n t i o n 
on the p r o v i s i o n of guidance to i n d i v i d u a l s on matters concerning the nature 
of t h e i r challenges, the manner i n which they are to be undertaken, the 
order of events and the form of c o n t r o l to ensure that what has been 
accomplished i s as r e q u i r e d . I n t h i s respect, i t has to ensure t h a t 
d i r e c t i o n s are given to appropriate i n d i v i d u a l s who are p s y c h o l o g i c a l l y , 
m a t e r i a l l y , and s k i l f u l l y equipped to handle them. The l o g i c of t h i s 
" f i t " i s best underscored by the adage which s t a t e s , "one can"t make a 
s i l k purse out of a sow's s k i n " . Not of lesser importance, t h i s issue 
must also ensure t h a t the d i r e c t i o n s given are c l e a r and t h e i r compliance 
w i l l not r e s u l t m any i n t e r p e r s o n a l tensions or c o n f l i c t amongst the 
r e c i p i e n t s of d i r e c t i o n s . Furthermore, being concerned w i t h g e t t i n g 
challenges accomplished, t h i s issue must c o n s t a n t l y review not only how 
w e l l , but also how p o o r l y i n d i v i d u a l s have complied w i t h t h e i r d i r e c t i o n s . 
I f necessary, i t has to s t i f l e l a x i t y and s a c r i f i c e over-emphasis on 
on human r e l a t i o n s i n order to get work done. I n s h o r t , t h i s issue i s 
concerned w i t h how leadership should balance between meeting the 
i n d i v i d u a l s ' desire f o r l i b e r a l i t y i n conducting t h e i r a f f a i r s against 
the need to p r e s c r i b e d i r e c t i o n s a t appropriate time and place so t h a t 
challenges can be s a t i s f a c t o r i l y accomplished. 

Element 4: D i r e c t i n g 

This a c t i o n area i s concerned w i t h determining and o r g a n i s i n g the 

behaviour and actions of i n d i v i d u a l s . I t c a l l s f o r t h the c o n s i d e r a t i o n 

of the extent which j o b challenges are t o be defined f o r i n d i v i d u a l s 

regarding both the ends t h a t are to be accomplished as w e l l as the means 

w i t h which these ends are t o be achieved. Obviously, the emphasis of 

the d i r e c t i n g would vary w i d e l y between bureaucratic - and personalised -

type of organizations but i n a l l cases, some amount of d i r e c t i n g i s 
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necessary t o e s t a b l i s h order and c e r t a i n t y w i t h i n an o r g a n i z a t i o n . Not 

l e a s t , by varying the degree of d i r e c t i v i t y , a c t i o n patterns of 

i n d i v i d u a l s which are o r g a n i z a t i o n a l l y f u n c t i o n a l can be r e i n f o r c e d and 

where they are d y s f u n c t i o n a l , c o r r e c t i o n s , can be made and appropriate 

ones induced. 

Sub-Frame 13. M o t i v a t i o n 

This issue i s concerned about the appropriate manner to c o n d i t i o n 

i n d i v i d u a l s i n t o h o l d i n g a favourable mental a t t i t u d e and receptiveness 

toward the challenges t h a t are prescribed f o r them. I t i s concerned 

w i t h f i n d i n g the r i g h t combination of reward f a c t o r s , which in c l u d e 

m a t e r i a l and non-material rewards, such as, p o s i t i o n s , p r i v i l e g e s , 

status and o r g a n i z a t i o n a l climate t h a t are s a t i s f y i n g to the i n d i v i d u a l s , 

so t h a t they w i l l e x e r t adequate e f f o r t s i n t h e i r performance. This, 

c l e a r l y , i s not a simple task as a l l rewards do not have the same e f f e c t ; 

some w i l l have a great impact w h i l s t others w i l l h a r d l y have any. 

Furthermore, the magnitude of the e f f e c t upon the m o t i v a t i o n of 

i n d i v i d u a l s i s dependent on many f a c t o r s ; most important amongst them 

being the i n t e n s i t y of the need f o r the reward, the c e r t a i n t y of g e t t i n g 

the reward and the cost i n v o l v e d f o r the r e c i p i e n t of the reward. The 

f i r s t two in f l u e n c e s are s t r a i g h t f o r w a r d . The t h i r d represents the 

e f f o r t s which i n d i v i d u a l s are w i l l i n g t o expend i n r e t u r n f o r the desired 

b e n e f i t s . To date, m o t i v a t i o n a l research has s t i l l not reached a s t a t e 

of development where i t i s capable of p r o v i d i n g us w i t h s a t i s f a c t o r y t o o l s 

to i n f l u e n c e such f a c t o r s so t h a t one can c o n f i d e n t l y design a package 

of rewards t h a t w i l l p r o d u c t i v e l y a l t e r the performance of i n d i v i d u a l s . 

Nevertheless, the presence of t h i s issue i s necessary to focus a t t e n t i o n , 

to the extent p o s s i b l e , on the i n t r i n s i c needs of i n d i v i d u a l s and to seek 

ways to s a t i s f y these needs i n exchange f o r t h e i r e f f o r t s i n accomplishing 

those o r g a n i z a t i o n a l l y d e s i r a b l e challenges. 
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Element 24- Motivating 

T h i s a c t i o n a r e a i s concerned w i t h p r o v i d i n g a conducive o r g a n i z a t i o n a l 

c l i m a t e , and enhancing the s e c u r i t y , growth and development of the i n d i v i d u a l s 

From much t h e o r e t i c a l w r i t i n g s about the process or content of m o t i v a t i o n 
(56, 57, 58) . . . . , , . u i t i s c l e a r t h a t what motivates i n d i v i d u a l s can only be 

surmised from the behaviour of i n d i v i d u a l s observed. Even then, there 

i s a multitude of reasons to account f o r such behaviour. For example, 

a subordinate may be working d i l i g e n t l y because he i s achievement-

motivated, i s f e a r f u l of l o s i n g h i s j o b , wishes to impress a co-worker 

or f o r numerous other reasons. The point i s t h a t the i n t e r n a l needs 

which underscore h i s behaviour are unobservable and thus v e r y d i f f i c u l t 

for h i s manager to deal w i t h or s a t i s f y . I n c o n t r a s t , an e x t e r n a l 

approach, i n v o l v i n g the above mentioned a c t i v i t i e s , may be more u s e f u l 

m modifying and / or r e i n f o r c i n g the m o t i v a t i o n of i n d i v i d u a l s by 

p r o v i d i n g f o r them a s u i t a b l e environment w i t h which they can r e a l i z e 

t h e i r i n t e r n a l a s p i r a t i o n s and d e s i r e s . 

Sub-Frame 14: Advisory 

T h i s i s s u e i s concerned w i t h p r o v i d i n g f o r i n d i v i d u a l s a p p r o p r i a t e 

guidance on how they can b e s t accomplish t h e i r c h a l l e n g e s . Though 

present day o r g a n i z a t i o n s are h i g h l y d i f f e r e n t i a t e d to reap the b e n e f i t s 

of s p e c i a l i z a t i o n , there i s a wealth of experience and knowledge t h a t i s 

o f t e n h e l d a t d i f f e r e n t l e v e l s and p a r t s which can u s e f u l l y be shared. 

For i n s t a n c e , a major group e x e c u t i v e , i n charge of more than one 

d i v i s i o n , who has a f i r s t hand experience of handling of a p a r t i c u l a r 

t e c h n i c a l problem i n a d i v i s i o n may be able to t r a n s f e r h i s knowledge 

to the managements of other d i v i s i o n s . I n f a c t , such " l i n k i n g " s e t up 

has o f t e n been mentioned as an i d e a l channel for the t r a n s f e r of 

managerial and t e c h n i c a l a d v i c e and knowledge from one i n d i v i d u a l to 
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another. ' ' As for those who are not fo r m a l l y l i n k e d to 

each other, the need f o r advice t r a n s f e r i s even more c r i t i c a l . I n an 

age of r a p i d s o c i o - t e c h n o l o g i c a l change, i t i s becoming i n c r e a s i n g l y 

d i f f i c u l t f o r an i n d i v i d u a l to completely master a l l the ap p r o p r i a t e knowledge 

n e c e s s a r y to improve r e g u l a r l y the means he employs f o r coping with 

h i s c h a l l e n g e s . Often, i t may happen that the knowledge reso u r c e which 

i s a p p r o p r i a t e f o r h i s use can be found i n another catchment a r e a which 

i s not d i r e c t l y w i t h i n h i s l i n e of command. As such, the s u r f a c i n g of 

such i s s u e i s important i n that i t helps to s e t t l e t h i s problem of c r o s s -

u n i t t r a n s f e r of a l l n e c e s s a r y knowledge r e s o u r c e by ensuring i t s t i m e l y 

d e l i v e r y to the po i n t of need. 

Element 18: Advice and Guidance 

T h i s a c t i o n a r e a i s concerned with p r o v i d i n g managerial and t e c h n i c a l 

opinions and suggestions for improving the job performance of i n d i v i d u a l s 

or groups of i n d i v i d u a l s . Such a c t i o n s may be f o r m a l l y s t i p u l a t e d as 

when a s u p e r i o r or s t a f f s p e c i a l i s t i s r e q u i r e d to provide know-how and 

experience r e s o u r c e to a subordinate. A l t e r n a t i v e l y , i t may be 

i n f o r m a l l y a r r i v e d a t as when a subordinate o f f e r s some advice on how 

an i m p r a c t i c a l o p e r a t i o n a l p o l i c y can be improved. As such, t h i s a c t i o n 

a r e a i s o m n i - d i r e c t i o n a l , being able to transcend both subordinated and 

superordinated boundaries to depo s i t or a c q u i r e n e c e s s a r y knowledge 

r e s o u r c e s . 

Sub-Frame 15: Re s o u r c i n g 

T h i s i s s u e i s concerned w i t h the nature and p r o v i s i o n of r e s o u r c e s which 

are r e q u i r e d by an i n d i v i d u a l to accomplish h i s p r e s c r i b e d c h a l l e n g e s . 

O r g a n i z a t i o n being a s o c i a l i n s t i t u t i o n which i s composed of people who 

need to r e l a t e and depend on each other as they undertake t h e i r c h a l l e n g e s 

has meant t h a t the r e s o u r c e s t h a t an i n d i v i d u a l need must i n c l u d e those 

which are d e r i v e d f o r m a l l y from h i s o r g a n i z a t i o n as w e l l as those which 

came i n f o r m a l l y from other i n d i v i d u a l s w i t h i n h i s o r g a n i z a t i o n . For 
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example: besides the raw m a t e r i a l and personnel r e s o u r c e s which are 

f o r m a l l y budgeted fo r a production department, other a u x i l i a r y r e s o u r c e s 

are a l s o obtained i n f o r m a l l y and these may vary from meetings fo r the 

exchange of i n f o r m a t i o n to o c c a s i o n a l encouragement and speaking up i n 

support of a c o l l e a g u e ' s a c t i o n s . Though the a u x i l i a r y r e s o u r c e s are 

more d i f f i c u l t to plan f o r , being l a r g e l y dependent on the degree of 

n o n - q u a n t i f i a b l e cohesion between i n d i v i d u a l s or groups of i n d i v i d u a l s , 

they a r e , n e v e r t h e l e s s , extremely important to complement those 

r e s o u r c e s which are f o r m a l l y a l l o c a t e d . T h i s i s s u e i s , t h e r e f o r e , 

i n v o l v e d w i t h s o l v i n g the problems of r e s o u r c i n g i n the w i d e s t p o s s i b l e 

sense to encapsulate such formal and i n f o r m a l r e s o u r c e s that i n d i v i d u a l s 

may need to help them f u l f i l l t h e i r c h a l l e n g e s . 

Element 15- Support and Co-operation 

T h i s a c t i o n area i s concerned w i t h p r o v i d i n g for i n d i v i d u a l s a l l the 

informational, material, and moral a s s i s t a n c e and encouragement that they 

may need. I t f u n c t i o n s through f o r m a l i s e d management systems as w e l l 

as non f o r m a l i s e d ones such as free-form communication networks, which 

provide o p p o r t u n i t i e s f o r cross-boundary i n t e r p e r s o n a l or i n t e r - g r o u p 

dialogue, and open a d m i n i s t r a t i v e p r a c t i c e which encourages i n t e r a c t i o n s 

between i n d i v i d u a l s even though they have no d i r e c t a u t h o r i t y or work 

r e l a t i o n s h i p w i t h each other. For example. a s a l e s r e p r e s e n t a t i v e who 

t h i n k s i t might be a good i d e a to walk over to the f a c t o r y and remind 

the s u p e r v i s o r t h a t the s p e c i a l order of a much-valued customer needs 

to be packed v e r y c a r e f u l l y before despatch, and i s encouraged to do so 

i s an example of such non-formalised support and co-operation o c c u r r i n g 

w i t h i n an o r g a n i z a t i o n . I t i s not s t i p u l a t e d by any r u l e s t h a t the 

s a l e s r e p r e s e n t a t i v e must d i r e c t l y seek the a s s i s t a n c e of the s u p e r v i s o r 

or t h a t the s u p e r v i s o r must o b l i g e h i s request f o r a s s i s t a n c e . N e v e r t h e l e s s , 

such i n f o r m a l i n t e r a c t i o n i s n e c e s s a r y and i s sought a f t e r by the s a l e s 
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r e p r e s e n t a t i v e i n order to help him accomplish h i s c h a l l e n g e , i n t h i s 

c a se, the maintenance of the patronage of h i s customer. 

Frame 5: F a c i l i t a t i o n of S e c t i o n a l - T a s k Challenge F u l f i l m e n t 

T h i s a s p e c t of o r g a n i z a t i o n a l l i f e i s i n v o l v e d w i t h f a c i l i t a t i n g the 

accomplishment of a p p r o p r i a t e s e c t i o n a l - t a s k c h a l l e n g e s . Here, the 

concern i s w i t h those task c h a l l e n g e s whose f u l f i l m e n t r e q u i r e the 

c o - o p e r a t i v e e f f o r t of o r g a n i z a t i o n a l i n d i v i d u a l s who may be from the 

same or d i f f e r e n t f u n c t i o n a l domains. G e n e r a l l y , when the task 

c h a l l e n g e i s to be f u l f i l l e d by i n d i v i d u a l s from the same f u n c t i o n a l 

a r e a as i n the case of undertaking a market survey the f a c i l i t a t i o n 

process i n v o l v e d i s s i m p l e r . T h i s i s so because amongst the marketing 

personnel there i s a common g o a l - o r i e n t a t i o n , c l e a r l y defined l i n e of 

command and perhaps, g r e a t e r acceptance of, and f a m i l i a r i t y w i t h , l o c a l i s e d 

systems f o r c o - o r d i n a t i o n and c o n f l i c t r e s o l u t i o n . However, when the 

f u l f i l m e n t of a s e c t i o n a l task c h a l l e n g e r e q u i r e s the c o - o p e r a t i v e 

e f f o r t s of d i f f e r e n t departments, the f a c i l i t a t i o n p r o c e s s becomes more 

complex. Formal o r g a n i z a t i o n p l a n s seldom s p e c i f y how more than a 

v e r y s m a l l f r a c t i o n of i n t e r - d e p a r t m e n t a l dependencies and r e l a t i o n s h i p s 

are to be r e g u l a t e d . To f u n c t i o n e f f e c t i v e l y under such circumstances 

the r e s p e c t i v e managers must i n some way e s t a b l i s h i n t e g r a t i o n 

arrangements amongst themselves. However, t h i s problem i s e s p e c i a l l y 

d i f f i c u l t to manage because those members who are to be i n t e g r a t e d are 

from d i f f e r e n t departments w i t h d i f f e r i n g v a l u e s , g o a l s , p e r c e p t u a l 
(62, 63) 

frameworks and reward a t t i t u d e s . Thus, t h i s o r g a n i z a t i o n a l 

f a c e t must concern i t s e l f w i t h f i n d i n g a p p r o p r i a t e means to develop 

g r e a t e r co-operation and harmony amongst o r g a n i z a t i o n a l members as they 

s t r i v e to d i s c h a r g e t h e i r c h a l l e n g e s that o f t e n have to cut a c r o s s 

departmental, o c c u p a t i o n a l and s t a t u s boundaries. For i n s t a n c e , t h i s 
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f a c e t has to b r i n g about the e f f e c t i v e i n t e g r a t i o n of members from 

the marketing, production and f i n a n c i a l departments i n order to f a c i l i t a t e 

the f u l f i l m e n t of those task c h a l l e n g e s which are connected wi t h , say, 

the planning and launching of a major new product. 

Sub Frame 16. Harmonization 

T h i s i s s u e focuses a t t e n t i o n on the c u l t i v a t i o n and h a r n e s s i n g of energy 

a t the g r a s s roots l e v e l of the o r g a n i z a t i o n . As t h i s frame i s concerned 

w i t h the need for harmony amongst i n d i v i d u a l s and the generation of 

c o - o p e r a t i v e e f f o r t s towards the f u l f i l m e n t of s e c t i o n a l - t a s k c h a l l e n g e s , 

such concern must a l s o be extended to members who belong to the lower 

s t r a t a of the o r g a n i z a t i o n . Recent occurrence of i n d u s t r i a l s t r i f e i n 

*8 

t h i s country has c l e a r l y shown how employee r e l a t i o n s can d e c i s i v e l y 

a f f e c t the s u c c e s s of accomplishing o r g a n i z a t i o n a l t a s k - c h a l l e n g e s . 

Notwithstanding t h i s , t h i s i s s u e of developing harmony wi t h employees 

i s o f t e n viewed with a myopic s i g h t as being a r e s p o n s i b i l i t y t h a t belongs 

to the personnel department. I n c o n t r a s t , more p r o g r e s s i v e o r g a n i z a t i o n s 

have widened the scope to make every manager more d i r e c t l y r e s p o n s i b l e 

f o r developing a c o n f l i c t - f r e e r e l a t i o n s h i p w i t h t h e i r s u b o r d i n a t e s . The 

u n d e r l y i n g reasoning t h a t every manager knows h i s s i t u a t i o n a l c o n d i t i o n 

best and so i s i n a b e t t e r p o s i t i o n to cope w i t h employees under h i s f o l d 

seems to make reasonable sense. However, t h i s may b r i n g to a head once 

ag a i n the adjunct i s s u e of c e n t r a l s t a f f r e s p o n s i b i l i t y and the e x t e n t to 

which i t should be eroded f o r the sake of e x p e d i t i n g l o c a l management 

of t h i s r e s p o n s i b i l i t y . Put simply, the question i s whether every 

manager should s e r v e as h i s own i n d u s t r i a l r e l a t i o n s manager. Though, 

the answer cannot be a d e t e r m i n i s t i c one but has to be contingent upon 

the i n d u s t r i a l c l i m a t e t h a t the o r g a n i z a t i o n f a c e s , the r a i s i n g of such 

i s s u e r and seeking of a p p r o p r i a t e s o l u t i o n s r e p r e s e n t s an important 

c o n t r i b u t i o n to the p r o c e s s of f a c i l i t a t i n g the f u l f i l m e n t of s e c t i o n a l -

t a s k c h a l l e n g e s . 
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Element 23: I n d u s t r i a l R e l a t i o n s 

T h i s a c t i o n a r e a i s concerned w i t h the development and maintenance of 

a harmonious and p r o d u c t i v e r e l a t i o n s h i p w i t h a l l employees. E s s e n t i a l l y , 

t h i s may i n v o l v e a c t i o n i n two forms. F i r s t l y , i n f i n d i n g the a p p r o p r i a t e 

package of m a t e r i a l - f i n a n c i a l i n c e n t i v e s and working c o n d i t i o n s s u i t a b l e 

fo r exchange w i t h the labour t h a t i s o f f e r e d by employees. Secondly, i n 

i d e n t i f y i n g the a r e a s of c o n f l i c t , h e l p i n g to r e s o l v e such c o n f l i c t and 

r e c o n c i l i n g the embittered opponents. Both forms a r e n e c e s s a r y and must 

be worked i n c o n c e r t to b r i n g about a more s t a b l e i n d u s t r i a l environment. 

Sub-Frame 17: S y n e r g y - E x t r a c t i o n 

T h i s i s s u e i s concerned about the best manner of combining i n d i v i d u a l 

job e f f o r t i n order to e f f i c i e n t l y accomplish s e c t i o n a l - t a s k c h a l l e n g e s . 

Though managers r e s p o n s i b l e f o r planning o r g a n i z a t i o n s have o f t e n g i v e n 

the major p a r t of t h e i r a t t e n t i o n to d i v i d i n g the task c h a l l e n g e s , they 

have l a r g e l y ignored c o - o r d i n a t i o n and i n t e g r a t i o n w i t h s e r i o u s 

consequences f o r a c t u a l performances T h i s i s brought about mainly 

by the i m p l i c i t assumption i n much of planning t h a t i f work i s d i v i d e d 

a r t f u l l y enough and j o b s are d e s c r i b e d i n s u f f i c i e n t d e t a i l , c o - o r d i n a t i o n 
( 6 5 ) 

w i l l f a l l i n t o l i n e a u t o m a t i c a l l y . The sad f a c t i s that t h i s does 

not happen. 

T h i s i s s u e then i s to evolve ways to i n t e g r a t e a p p r o p r i a t e t a s k s and 

a c t i v i t i e s to produce a s y n e r g i s t i c f o r c e s u i t a b l e f o r accomplishing 

some high e r - o r d e r c h a l l e n g e s . Obviously, the e x t e n t to which such 

i n t e g r a t i o n i s n e c e s s a r y would v a r y from o r g a n i z a t i o n to o r g a n i z a t i o n . 

On the whole, t h i s i s s u e focuses a t t e n t i o n on two p r i n c i p l e c o n d i t i o n s 

which are l i k e l y to determine the urgency for i n t e g r a t i n g i n d i v i d u a l s ' 

e f f o r t s to f a c i l i t a t e the f u l f i l m e n t of task c h a l l e n g e s . The f i r s t i s 

the degree and type of d i v i s i o n of work which i s common i n an o r g a n i z a t i o n . 
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For example: i n a f a c t o r y w i t h i n a d i v i s i o n which needs to r e l y on 

production schedules prepared by a c e n t r a l o f f i c e , on m a t e r i a l needs 

purchased by a s e p a r a t e d i v i s i o n o f f i c e , and on the d e l i v e r y of such 

m a t e r i a l s by y e t another c e n t r a l u n i t the need to i n t e g r a t e a l l e f f o r t s 

of these e x t e r n a l u n i t s i s indeed very g r e a t . Without some e f f e c t i v e 

i n t e g r a t i o n programme, the f a c t o r y may not be able to accomplish i t s 

production task challenges,, The second c o n d i t i o n i s the nature of the 

environment which surrounds the o r g a n i z a t i o n . I f the environment i s 

slow i n changing and f a i r l y s t a b l e i n i t s demands, o r g a n i z a t i o n s can 

predetermine the a c t i v i t i e s t h a t a r e r e q u i r e d to accomplish t h e i r t a s k 

c h a l l e n g e s and a c c o r d i n g l y , can p l a n some clockwork systems to f i t them 

together. However, i f the environment i s t u r b u l e n t and r e q u i r e s much 

v a r i a t i o n i n the combination of e f f o r t s to adapt to i t s demands, the 

need to r a i s e the i s s u e of i n t e g r a t i o n and synergy e x t r a c t i o n w i l l be 

correspondingly g r e a t e r . 

Element 14: Co-ordination 

T h i s a c t i o n a r e a i s concerned with the t i m e l y and e f f i c i e n t i n t e g r a t i o n 

of a p p r o p r i a t e i n d i v i d u a l a c t i v i t i e s and / or t a s k s to f i t i n t o an 

o v e r a l l challenge-accomplishment programme. I t h e l p s to develop 

ap p r o p r i a t e programmes fo r s p e c i f y i n g the nature or elements of those 

a c t i v i t i e s to be l i n k e d and the manner which they can be e f f e c t i v e l y 

executed. I n a d d i t i o n , i t h e l p s to e s t a b l i s h or develop communication 

pro c e s s e s for s i g n a l l i n g the programmes which are to be employed and 

the c o n d i t i o n s under which the programmes are to be a c t i v a t e d . Broadly, 

t h i s a c t i o n a r e a i s i n v o l v e d with three general methods of a c h i e v i n g 

c o - o r d i n a t i o n . The f i r s t method i s where an i n d i v i d u a l i s s e l f - d i r e c t i n g 

and provides h i s own c o - o r d i n a t i o n I n order to have such'Voluntary 

co-ordination', he must have adequate knowledge of the c h a l l e n g e f a c i n g 

h i m s e l f or h i s u n i t , and the i n t e r n a l and e x t e r n a l o r g a n i z a t i o n a l 
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demands that have to be accomodated. The second method simply termed 

" d i r e c t i v e c o - o r d i n a t i o n , " i s i n i t i a t e d when an i n d i v i d u a l r e c e i v e s 

i n s t r u c t i o n s both as to what to do and when to do i t . The t h i r d method 

i s p a r t i c u l a r l y common i n t e c h n o l o g i c a l l y s o p h i s t i c a t e d o r g a n i z a t i o n s 

such as those i n the chemical, e l e c t r o n i c or a i r c r a f t i n d u s t r i e s . Here, 

i n d i v i d u a l s or departments are a s s i g n e d to the task or c o - o r d i n a t i n g 

work between sub-units of the o r g a n i z a t i o n . T h i s form of " f a c i l i t a t e d 

c o - o r d i n a t i o n " i s u s u a l l y i n v o l v e d i n c o - o r d i n a t i n g the development 

and i n t r o d u c t i o n of new, high technology products. 

Sub-Frame 18- C o n f l i c t - C o n t r o l 

T h i s i s s u e c e n t r e s on i d e n t i f y i n g and e l i m i n a t i n g any o r g a n i z a t i o n a l l y 

d y s f u n c t i o n a l c o n f l i c t . I n t h i s context, c o n f l i c t i s regarded as 

d y s f u n c t i o n a l when i t absorbs o r g a n i z a t i o n a l e f f o r t s and r e s o u r c e s 

without producing anything, when i t d e f l e c t s a t t e n t i o n from b a s i c 

c h a l l e n g e s and when i t l eads to a c t i o n s which c o n s c i o u s l y or u n c o n s c i o u s l y 

sabotage and subvert primary o r g a n i z a t i o n a l o b j e c t i v e s . I n p a r t i c u l a r , 

t h i s i s s u e i s concerned w i t h d y s f u n c t i o n a l c o n f l i c t which may a r i s e from 

four major a r e a s . F i r s t l y , when there i s c o n f l i c t between d i f f e r e n t 

h i e r a r c h i c a l l e v e l s such as when lowei l e v e l employees confront 

a d m i n i s t r a t i v e e l i t e s on i s s u e s such as pay or working c o n d i t i o n s . 

Secondly, when there i s c o n f l i c t between d i f f e r e n t f u n c t i o n a l departments. 

C o n f l i c t between production and marketing departments and between 

maintenance and enginee r i n g i n an i n d u s t r i a l o r g a n i z a t i o n are commonly 

seen examples. T h i r d l y , when c o n f l i c t occurs between l i n e and s t a f f 

groups which of t e n a r i s e from confusion over a u t h o r i t y l i m i t s , l o c a l 

s e l f - i n t e r e s t s or d i f f e r i n g goal o r i e n t a t i o n s . F o u r t h l y , when c o n f l i c t 

a r i s e s between the formal and i n f o r m a l groups i n an o r g a n i z a t i o n . 

For example when the i n f o r m a l group's norms for performance are 

incompatible w i t h the formal o r g a n i z a t i o n ' s norm f o r performance. 



177 

I n a l l a r e a s , however, c o n f l i c t s can be seen as a symptom of more b a s i c 

problems of communication, i n t e r p e r s o n a l p r a c t i c e s and s t r u c t u r a l 

arrangements which r e q u i r e a t t e n t i o n . T h i s i s s u e i s t h e r e f o r e i n v o l v e d 

w i t h i d e n t i f y i n g whatever u n d e r l y i n g problems t h a t may e x i s t and with 

p r o v i d i n g a p p r o p r i a t e means to r e s o l v e them. 

Element 17' C o n f l i c t I d e n t i f i c a t i o n and R e s o l u t i o n 

T h i s a c t i o n a r e a i s concerned w i t h the management of o r g a n i z a t i o n a l 

c o n f l i c t . The presence of t h i s a c t i v i t y , to a g r e a t e r or l e s s e r e x t e n t , 

i n most o r g a n i z a t i o n s shows t h a t c o n f l i c t i s i n e v i t a b l e , t h a t causes 

can be found l a r g e l y i n the t o t a l s i t u a t i o n and not merely from 

p e r s o n a l i t y problems, t h a t c o n f l i c t i s a v i t a l element f o r change and 

that c o n f l i c t may be good for the o r g a n i z a t i o n . Once c o n f l i c t has been 

i d e n t i f i e d , t h i s a c t i o n area i s concerned with i t s r e s o l u t i o n by means 
(6 6 ) 

of one or more of the f o l l o w i n g s t r a t e g i e s . E s s e n t i a l l y , t h i s 

could be e i t h e r by c r e a t i n g b u f f e r s between the c o n f l i c t i n g members; 

by a l t e r i n g the a t t i t u d e s of members by t r a i n i n g programmes to improve 

members' understanding of themselves and o t h e r s ; or by r e d e s i g n i n g the 

s t r u c t u r a l arrangements to reduce the i n t e r p e r s o n a l or intergroup 

c o n f l i c t . 
Frame 6: C o n t r o l of Challenge F u l f i l m e n t 

T h i s a s p e c t of o r g a n i z a t i o n a l l i f e i s i n v o l v e d w i t h c o n t r o l l i n g the 

f u l f i l m e n t of a l l organization-wide, s e c t i o n a l - t a s k and i n d i v i d u a l 

c h a l l e n g e s . Once c h a l l e n g e s have been designed, t r a n s l a t e d and 

disseminated, the process of c o n t r o l l i n g i t s accomplishment becomes 

important. T h i s e n t a i l s the c o n t r o l of not only those events which 

have d i r e c t b e a r i n g on the accomplishment of major or g a n i z a t i o n - w i d e 

c h a l l e n g e s but a l s o w i t h the maintenance of the o r g a n i z a t i o n i n a 

c o n d i t i o n i n which i t can f u n c t i o n adequately i n order to cope 

e f f e c t i v e l y w i t h other more fundamental t a s k s c h a l l e n g e s . 
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For example, when an o r g a n i z a t i o n i s confronted w i t h extreme competition, 

i t has to i n i t i a t e new s e c t i o n a l - t a s k c h a l l e n g e s , such as remodelling 

e x i s t i n g products, c a r r y i n g out a study of the changing market or 

revamping production methods to bring g r e a t e r e f f i c i e n c y , so t h a t i t 

can continue to t h r i v e i n s t e a d of c o l l a p s i n g under the s t r a i n of 

c o m p e t i t i v e p r e s s u r e . C l e a r l y , these s e t s of t a s k c h a l l e n g e s must be 

c o n t r o l l e d and accomplished i f the s u r v i v a l of the o r g a n i z a t i o n i s to 

be p r o t e c t e d . 

Furthermore, the accomplishment of task c h a l l e n g e s must i t s e l f be 

dependent on the degree of s u c c e s s which the c h a l l e n g e s of i n d i v i d u a l s 

can be c o n t r o l l e d . Thus, one can e n v i s i o n the c o n t r o l of o r g a n i z a t i o n 

as comprising three c o n c e n t r i c c o n t r o l loops beginning w i t h an i n n e r 

loop t h a t c o n t r o l s i n d i v i d u a l c h a l l e n g e s , followed by a middle c o n t r o l 

loop f o r s e c t i o n a l - t a s k c h a l l e n g e s and ending w i t h an outer c o n t r o l loop 

for organization-wide c h a l l e n g e s . Each c o n t r o l loop b a s i c a l l y i n v o l v e s 

the g a t h e r i n g of data on performance, comparison of data w i t h a standard 

and t a k i n g c o r r e c t i v e a c t i o n s i f performance does not match the standards 

adequately. However, the persons and techniques i n v o l v e d i n sensing or 

monitoring the data, i n d i s c r i m i n a t i n g or comparing the data w i t h some 

standards, and i n making d e c i s i o n s about how best to t r e a t the r e s u l t s 

of the comparison would be d i f f e r e n t for each c o n t r o l loop. I n a d d i t i o n , 

the c o n s i d e r a t i o n s which underpin the e x i s t e n c e of the c o n t r o l loops are 

l i k e l y to be d i f f e r e n t . For i n s t a n c e , a t the i n d i v i d u a l - c o n t r o l l e v e l , 

the concern i s about the m o t i v a t i o n s and e f f o r t s of s p e c i f i c i n d i v i d u a l s 

and as such, the c o n s i d e r a t i o n i s l a r g e l y about the b e h a v i o u r a l impact 

of c o n t r o l . On the other hand, a t organization-wide c o n t r o l l e v e l , the 

concern i s c e n t r e d on the s u r v i v a l of the t o t a l o r g a n i z a t i o n and as 

such, the c o n s i d e r a t i o n i s about the f i n a n c i a l s t a t e which c o n t r o l can 

b r i n g about. As much management w r i t i n g s w i l l a t t e s t , ^7, 68, 69) 

both forms of c o n s i d e r a t i o n s are e q u a l l y important i f a p p r o p r i a t e 
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c o n t r o l arrangements which are capable of managing o r g a n i z a t i o n a l 

members as w e l l as s u s t a i n i n g the v i a b i l i t y of the o r g a n i z a t i o n a r e to 

be developed. T h i s frame then i s concerned with both the operation and 

i m p l i c a t i o n s of these three c o n t r o l loops as a means to s t e e r the 

o r g a n i z a t i o n toward the s u c c e s s f u l accomplishment of a l l i t s c h a l l e n g e s . 

Sub-Frame 19: I n d i v i d u a l Challenge Control 

T h i s i s s u e i s concerned w i t h e n s u r i n g that the human r e s o u r c e s of 

o r g a n i z a t i o n s a r e e f f e c t i v e l y u t i l i s e d . The emphasis here i s on the 

performance of i n d i v i d u a l s and t h e i r e f f e c t i v e n e s s i n meeting t h e i r 

p o s i t i o n and task r e l a t e d c h a l l e n g e s . G e n e r a l l y , f o r t e c h n i c a l , 

p r o f e s s i o n a l and managerial employees there i s l i t t l e attempt to 

d i f f e r e n t i a t e between p o s i t i o n and ta s k r e l a t e d c h a l l e n g e s f o r 

c o n t r o l purpose. The normal assumption bejng t h a t when such i n d i v i d u a l s 

a r e employed, they have a l r e a d y f u l f i l l e d those c h a l l e n g e s n e c e s s a r y to 

j u s t i f y the incumbency of a p a r t i c u l a r p o s i t i o n . Perhaps, the only 

exception a r e p r o f e s s i o n a l a p p r e n t i c e s such as t r a i n e e accountants, or 

lower l e v e l members who are a s p i r i n g to be promoted. I n such c a s e s , 

t h e i r f u t u r e f u l f i l m e n t of the formal p o s i t i o n a l c h a l l e n g e s a r e expected. 

As f o r the m a j o r i t y of o r g a n i z a t i o n a l members, the c e n t r a l emphasis of 

t h i s i s s u e i s about t h e i r performance i n task r e l a t e d c h a l l e n g e s . As 

p r e v i o u s l y e x p l a i n e d , each c o n t r o l loop i s a d m i n i s t e r e d by d i f f e r e n t 

i n d i v i d u a l s u s i n g d i f f e r e n t techniques. I n the c o n t r o l of i n d i v i d u a l 

managers' handling of t h e i r s p e c i f i c c h a l l e n g e s , i t i s u s u a l l y t h e i r 

immediate s u p e r i o r , aided by some s t a f f a s s i s t a n t s , who w i l l be 

r e s p o n s i b l e for monitoring t h e i r e f f o r t s and comparing them w i t h some 

predetermined standards. However, when c o r r e c t i v e a c t i o n s a r e n e c e s s a r y , 

they may be decided j o i n t l y w i t h the manager concerned. 
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Element 20- Performance A p p r a i s a l 

T h i s a c t i o n a r e a i s concerned w i t h the design and implementation of 

mechanisms fo r an e q u i t a b l e c o n t r o l of i n d i v i d u a l job performance. 

U n l i k e the more s t a t i c emphasis of a p p r a i s a l , such as u s i n g m e r i t 

r a t m g to determine q u a l i f i c a t i o n f o r wage i n c r e a s e , t r a n s f e r , promotion 

or l a y o f f , the emphasis here i s on performance a p p r a i s a l as a b a s i s 

w i t h which to develop i n d i v i d u a l s and improve t h e i r f u t u r e job performance. 

A common approach that i s employed f o r t i i s purpose i s that of 

Management by O b j e c t i v e s where mutual goal and standard s e t t i n g i s a 

v i t a l c o n d i t i o n . Though the e v a l u a t i o n of performance normally i n v o l v e s 

the process of feedback c o n t r o l , some forms of feed forward c o n t r o l may 

a l s o be employed. G e n e r a l l y , for managerial p e r s o n n e l , t h i s would 

i n v o l v e the predetermination and c o n t r o l of some c r i t i c a l a s p e c t s of 

t h e i r performance. For example- by the use of s p e c i f i c r u l e s to 

s t i p u l a t e the nature of behaviour or a c t i v i t i e s that are r e q u i r e d of 

managers i n some key a r e a s . (70) ^ f i n a l p o i n t i n t h i s context i s 

that the c o n t r o l of managers i s l a r g e l y of a q u a l i t a t i v e and f l e x i b l e 

n a t ure. Though o b j e c t i v e s and standards are s e t f o r them, they a r e 

u n l i k e l y to be completely designed on a numerical b a s i s . A f t e r a l l , 

the c h a l l e n g e s of both t e c h n i c a l and a d m i n i s t r a t i v e k i n d s , t h a t a r e 

posed to a manager are l i k e l y to be changeable, and he i s expected to 

respond to a l l of them e q u a l l y w e l l . As such, i f they are over 

q u a n t i f i e d and r i g i d , there i s always the danger of s e l e c t i v e 

displacement of q u a l i t a t i v e c h a l l e n g e s f o r more q u a n t i t a t i v e ones. 

Sub-Frame 20: S e c t i o n a l Task Challenge C o n t r o l 

T h i s i s s u e draws a t t e n t i o n to the manner of c o n t r o l which w i l l h e l p to 

b r i n g s p e c i f i c t a s k c h a l l e n g e s to a s u c c e s s f u l c o n c l u s i o n . Here the 

emphasis i s on o v e r a l l group accomplishment, r a t h e r than on i n d i v i d u a l 
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performance, because i n some task c h a l l e n g e s i t i s immensely d i f f i c u l t 

to d i f f e r e n t i a t e between who i s r e s p o n s i b l e f o r what proportion of the 

t o t a l e f f o r t t h a t i s r e q u i r e d to f u l f i l l a c e r t a i n t a s k c h a l l e n g e . 

Moreover, as u n d e r l i n e d by the p r i n c i p l e of synergy, the c o n t r i b u t i o n 

of a member per se may appear to be i n s i g n i f i c a n t but i s a b s o l u t e l y 

c r u c i a l for combining w i t h the e f f o r t s of othe r s to r e a l i z e the f u l l 

p o t e n t i a l of the whole t a s k group. I t i s i n such s i t u a t i o n s when 

the d i s t i n c t i o n between the c o n t r i b u t i o n s of d i f f e r e n t members of a 

task group i s hazy t h a t the c o n t r o l of o v e r a l l s e c t i o n a l - t a s k c h a l l e n g e 

becomes e s p e c i a l l y important. For i n s t a n c e , the f i e l d manager s u r v e y i n g 

the energy needs of a m i d d l e - e a s t e r n country who wishes to purchase a 

m u l t i - m i l l i o n pound t u r b i n e generator from h i s company may appear 

detached and h i s e f f o r t s s m a l l as compared to others more d i r e c t l y 

i n v o l v e d i n the design, manufacture and s a l e of the generator i t s e l f . 

However, the t o t a l task c h a l l e n g e of s a l e p e n e t r a t i o n i n t o that 

country hinges i n no s m a l l way on the f i e l d manager's a b i l i t y to 

c o r r e c t l y f o r e c a s t the energy needs and to make suggestions on the 

energy generation system t h a t i s s u i t a b l e f o r t h a t country. Thus, 

when i t comes to s e c t i o n a l - t a s k c h a l l e n g e s , i t i s more app r o p r i a t e to 

t r e a t t h e i r c o n t r o l i n terms of how they have been f u l f i l l e d as a 

whole r a t h e r than the e f f o r t s i n d i v i d u a l s have c o n t r i b u t e d . 

Element 12- A c c o u n t a b i l i t y 

T h i s a c t i o n a r e a i s concerned w i t h e n s u r i n g t h a t i n s t i t u t i o n a l i z e d 

power and s t a t u s have been e f f e c t i v e l y employed i n meeting task 

c h a l l e n g e s . I n the previous d i s c u s s i o n , we have e x p l a i n e d why 

e v a l u a t i n g the s u c c e s s of task accomplishment i s more p r a c t i c a l and 

r e a l i s t i c than e v a l u a t i n g the e f f o r t s c o n t r i b u t e d by i n d i v i d u a l s . 

T h i s , together with our e a r l i e r d i s c u s s i o n on the need f o r power 

d i s t r i b u t i o n to complete the s e c t i o n a l - t a s k t r a n s l a t i o n process has 



182 

pointed to the need for members of a task group to be h e l d accountable 

f o r whatever a u t h o r i t y t h a t has been accorded to them. C l e a r l y , t h i s 

i s not a simple task as the power accorded to a member i s o f t e n not 

measurable. At best, one can only draw a rough i m p r e s s i o n of the 

amount of power a member holds by r e f e r r i n g to the s e n i o r i t y of h i s 

h i e r a r c h i c a l p o s i t i o n or by the r e l a t i v e importance of h i s f u n c t i o n a l 

p o s i t i o n . I n s p i t e of such d i f f i c u l t y , t h i s a c t i o n of c o n s c i o u s l y 

j u s t i f y i n g the c o n t i n u a l h o l d i n g of power i s important to ensure i t s 

e f f e c t i v e u t i l i s a t i o n . The technique used i n power accounting i s 

o f t e n i n f o r m a l , a b s t r a c t and s e l f - a d m i n i s t e r e d , such as when managers 

me n t a l l y check t h a t t h e i r e f f o r t s have c o n t r i b u t e d adequately toward 

the f u l f i l m e n t of a l a r g e r task c h a l l e n g e . Obviously, i n s i t u a t i o n s 

when task c h a l l e n g e s have been h e l d up by the f a i l u r e of a member to 

c o n t r i b u t e h i s share of e f f o r t s , more d i r e c t demands by h i s s u p e r i o r 

or peers for him to account may be n e c e s s a r y . ^ ) 

Element 28. Monitoring of T e c h n i c a l / A d m i n i s t r a t i v e P r o g r e s s 

T h i s a c t i o n a r e a i s concerned w i t h the c u r r e n t c o n t r o l of task c h a l l e n g e s 

to ensure t h e i r t i m e l y p r o g r e s s . I t s e r v e s to prevent or remedy ta s k 

f u l f i l m e n t d e l a y s by c o n s t a n t l y examining task progress and r e a d j u s t i n g 

i t s performance. To f a c i l i t a t e t h i s c o n t r o l p r o c e s s , v a r i o u s c r i t i c a l 
( 7 3 ) 

time p o i n t s u s u a l l y must be i d e n t i f i e d or b u i l t i n f o r monitoring. 

T h i s i s p a r t i c u l a r l y n e c e s s a r y when a task c h a l l e n g e i s unwieldy both 

i n s i z e and i n complexity which makes the monitoring of every a s p e c t of 

a task c h a l l e n g e v i r t u a l l y i m p o s s i b l e . Furthermore, when a t a s k 

c h a l l e n g e r e q u i r e s the c o - o p e r a t i v e e f f o r t s of many f u n c t i o n a l 

departments, a t h i r d p a r t y , e i t h e r a s t a f f u n i t or a u n i t composing of 

r e p r e s e n t a t i v e s drawn from each department i n v o l v e d , may be designated 

to be r e s p o n s i b l e f o r t h i s monitoring a c t i o n . T h i s i s to ensure unbiased 

c o n t r o l and to prevent c o n f l i c t f u l a s c r i p t i o n of blame on one another 

when task d e l a y s are encountered. 
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Element 29. I n s p e c t i o n of T e c h n i c a l / A d m i n i s t r a t i v e Task Standards 

T h i s a c t i o n a r e a i s concerned w i t h the post c o n t r o l of task c h a l l e n g e s 

to ensure t h a t accomplishments have a t t a i n e d a p p r o p r i a t e q u a n t i t a t i v e 

and q u a l i t a t i v e standards. The former w i l l i n v o l v e standards which 

can be defined i n numerical or monetary terms and which can be used 

to measure a c t u a l task c h a l l e n g e performance. For example- i n checking 

to see t h a t a l a r g e s c a l e e n g i n e e r i n g p r o j e c t has been completed 

according to a l l p r e v i o u s l y planned t e c h n i c a l , a d m i n i s t r a t i v e , and 

f i n a n c i a l s t a n d a r d s . As for the l a t t e r , the concern i s w i t h standards 

which a r e not amenable to measurement, for i n s t a n c e , i n the t a s k 

c h a l l e n g e of t r y i n g to improve an o r g a n i z a t i o n ' s image, the standards 

t h a t need to be met must n e c e s s a r i l y be of an a b s t r a c t and s u b j e c t i v e 

form. N e v e r t h e l e s s , these q u a l i t a t i v e standards must a l s o be c o n s i d e r e d 

as they are capable of a f f e c t i n g the u l t i m a t e w e l l - b e i n g of the 

o r g a n i z a t i o n . I n t h i s c ontext, a u s e f u l form of q u a l i t a t i v e standard 

that may be used i s the e x p e c t a t i o n s of people d i r e c t l y and i n d i r e c t l y 

connected w i t h the task c h a l l e n g e . As Drucker had s a i d , "By comparing 

the a c t u a l course of events a g a i n s t e x p e c t a t i o n s , we can i d e n t i f y i n 

p a r t i c u l a r two major problem areas* the degenerative d i s e a s e of the 

investment i n managerial ego and a l l the missed opportunity of the 

s l e e p e r . Holding performance a g a i n s t e x p e c t a t i o n s i s a l s o the b e s t 

way to f i n d the u n j u s t i f i e d s p e c i a l t y " ^ 4 ) 

Sub-Frame 21: Organization-Wide Challenge C o n t r o l 

T h i s i s s u e i s concerned w i t h e n s u r i n g t h a t the o r g a n i z a t i o n e f f e c t i v e l y 

u t i l i z e s i t s r e s o u r c e s to accomplish a l l i t s e x t e r n a l l y d e r i v e d 

c h a l l e n g e s . As p r e v i o u s l y e x p l a i n e d , our usage of the term o r g a n i z a t i o n -

wide c h a l l e n g e s i s intended to r e f l e c t i t s connection w i t h a c t u a l 

o p p o r t u n i t i e s or demands t h a t a r e presented to the o r g a n i z a t i o n by i t s 
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e x t e r n a l i n t e r d e p e n d e n c i e s . I n a d d i t i o n , the term c h a l l e n g e s i s 

p r e f e r r e d because i t has a d i r e c t link, w i t h s p e c i f i c usage of 

o r g a n i z a t i o n a l r e s o u r c e s . For i n s t a n c e , i n the quest to f u l f i l l the 

o r g a n i z a t i o n a l - w i d e c h a l l e n g e of meeting customers' request f o r a new, 

high-speed widget, the widget manufacturing firm w i l l need to embark 

upon a s e r i e s of task c h a l l e n g e s , such as market demand survey, 

competition a n a l y s i s , f e a s i b i l i t y study and f i n a n c i a l back-up s e a r c h , 

before i t can o b l i g e i t s customers with a new model. Such d e t a i l e d 

undertakings w i l l permit the f i r m to have a c l e a r i d e a of a l l the 

f i n a n c i a l , human and m a t e r i a l r e s o u r c e s t h a t a r e n e c e s s a r y to f u l f i l l 

t h i s organization-wide c h a l l e n g e . With such knowledge, the n a t u r a l 

route to the c o n t r o l of o r g a n i z a t i o n c h a l l e n g e appears to be by 

ensur i n g t h a t r e s o u r c e s which are a l l o c a t e d f o r i t s f u l f i l m e n t a r e 

e f f e c t i v e l y employed and a p p r o p r i a t e a c t i v i t i e s conducted. 

Element 9: F i n a n c i a l and Budgetary C o n t r o l 

T h i s a c t i o n area i s concerned w i t h the design, e x e c u t i o n and enforcement 

of a l l a p p r o p r i a t e f i n a n c i a l p l a n s t h a t a r e designed f o r the c o n t r o l of 

organization-wide c h a l l e n g e s . More s p e c i f i c a l l y , t h i s w i l l i n v o l v e 

t h r e e forms of budgeting systems. F i r s t l y , w i t h the common p r o f i t 

c e n t r e budgeting or r e s p o n s i b i l i t y accounting system which s e r v e s to 

keep expenditures for ongoing a c t i v i t i e s i n l i n e w i t h broad spending 

t a r g e t s or standards. ( ? 5 ) Secondly, w i t h the l e s s common programme 

budgeting system, s i m i l a r to PPBS as used i n p u b l i c s e c t o r , which seeks 

to t i e proposed expenditures to h i g h - l e v e l planned outcomes or o b j e c t i v e s . 

For example- as o f t e n used i n the management of p r o j e c t by l a r g e 

e n g i n e e r i n g f i r m s . These two forms of budgetary c o n t r o l systems when 

used i n combination w i l l provide a s a t i s f a c t o r y p r o t e c t i o n f o r the 

re s o u r c e s of the o r g a n i z a t i o n and an e f f e c t i v e c o n t r o l over those 

e f f o r t s which are n e c e s s a r y for the accomplishment of organization-wide 
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c h a l l e n g e s . T h i r d l y , there i s the l i n e - i t e m budgeting or f i n a n c i a l 

accounting system which i s o r i e n t e d to the c o n t r o l of each department's 

usage of r e s o u r c e s i n d i f f e r e n t l i n e items such as s a l a r i e s , r e n t s , 

s u p p l i e s , wages, e t c . Though t h i s c o n t r o l focus i s d i r e c t e d 

toward expenditure items and not on outcomes or programmes, i t i s 

s t i l l u s e f u l i n e n s u r i n g t h a t the usage of r e s o u r c e s are i n accordance 

w i t h the amounts planned f o r the more g r a s s roots l e v e l s . I n t h i s way, 

the o r g a n i z a t i o n w i l l be a b l e to check to see t h a t a c t u a l expenditures 

have been a l i g n e d to and a r e i n support of the c o n t r o l o b j e c t i v e s of 

the f i r s t two budgetary c o n t r o l systems. I n sum, a balanced usage of 

these d i f f e r e n t budgeting systems i s n e c e s s a r y to c o n t r o l f o r an 

e f f i c i e n t c o n v e r s i o n of r e s o u r c e s and to u t i l i z e the r e s u l t a n t energy 

toward the e f f e c t i v e f u l f i l m e n t of the o r g a n i z a t i o n - w i d e c h a l l e n g e s . 

Frame 7: I n t e g r a t i o n of Challenges 

T h i s aspect of o r g a n i z a t i o n l i f e i s concerned w i t h the need to b r i n g 

about the i n t e g r a t i o n of a l l the s u b - s e t s of c h a l l e n g e s i n t o a l o g i c a l 

whole. I n our p r e v i o u s d i s c u s s i o n s we have seen how and why o r g a n i z a t i o n a l 

l i f e r e v o l v e s round the formation, t r a n s l a t i o n and f u l f i l m e n t of a 

v a r i e t y of c h a l l e n g e s . The w r i t e r has a l s o h i g h l i g h t e d and e x p l a i n e d 

the range of a c t i o n - a r e a s n e c e s s a r y to s u s t a i n such o r g a n i z a t i o n a l 

involvements. I n t h i s frame, the w r i t e r w i l l e x p l a i n how the seemingly 

detached a c t i o n s and c h a l l e n g e s a r e h e l d together to g i v e the o r g a n i z a t i o n 

i t s i n t e r n a l order and coherence. C o n s i d e r i n g t h a t o r g a n i z a t i o n s must, 

to a g r e a t e r or l e s s e r e xtent, c o n front changing environmental c o n d i t i o n s , 

the need to r e g u l a r l y modify i t s c h a l l e n g e s and r e a l i g n them w i t h 

a p p r o p r i a t e p r o c e s s e s and i n d i v i d u a l s i s of c r u c i a l importance i f they 

are to adapt e f f e c t i v e l y to new demands and o p p o r t u n i t i e s . 
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I r o n i c a l l y , t h i s dynamic stance of an o r g a n i z a t i o n can f o r c e upon i t 

much i n t e r n a l d i s l o c a t i o n . For i n s t a n c e , when e x t e r n a l i t i e s make new 

demands or o f f e r new o p p o r t u n i t i e s to an o r g a n i z a t i o n , i t may have to 

i n t r o d u c e new organization-wide c h a l l e n g e s or modify o l d ones. I n 

turn, these must be t r a n s l a t e d i n t o s e c t i o n a l - t a s k and i n d i v i d u a l 

c h a l l e n g e s which are both f e a s i b l e by themselves and compatible w i t h 

o t h e r s . However, before the f i n a l s e t s of c h a l l e n g e s can be i n s t i t u t e d 

and a p p r o p r i a t e f a c i l i t a t i o n p r o c e s s e s designed, there w i l l be p e r i o d s 

of u n c e r t a i n t y . Obviously, the extent to which u n c e r t a i n t y i s experienced 

w i l l depend on the types of c h a l l e n g e s t h a t a r e i n v o l v e d i n any 

m o d i f i c a t i o n programmes. G e n e r a l l y , changes i n organization-wide 

c h a l l e n g e may cause g r e a t e r u n c e r t a i n t i e s than, say, changes i n an 

i n d i v i d u a l c h a l l e n g e . The reason i s t h a t o r g a n i z a t i o n - w i d e c h a l l e n g e s 

tend to have a r i p p l e e f f e c t upon r e l a t e d s e c t i o n a l - t a s k and i n d i v i d u a l 

challenges, and when the e f f e c t has spread through to them, many members 

would be a f f e c t e d and u n c e r t a i n t i e s may be f e l t by a l l of them. On the 

other hand, i f change i s only n e c e s s a r y f o r i n d i v i d u a l c h a l l e n g e s , then 

any u n c e r t a i n t y would be confined to the holder concerned. 

An e f f e c t i v e way w i t h which to minimize such u n c e r t a i n t i e s i s to reduce 

the time and s p a t i a l gaps which s e p a r a t e these three c h a l l e n g e o r d e r s . 

To a c h i e v e t h i s r e d u c t i o n , there must be a r a p i d flow of i n f o r m a t i o n to 

i n d i v i d u a l s who are r e s p o n s i b l e f o r the d i f f e r e n t , r e l a t e d c h a l l e n g e s 

whenever changes i n any one i s contemplated. For example, i f a change 

i s needed i n an organization-wide c h a l l e n g e or a new c h a l l e n g e planned, 

p r e c i s e i n f o r m a t i o n on i t s l i k e l y e f f e c t s upon other lower order 

c h a l l e n g e s must be t r a n s m i t t e d to t h e i r h o l d e r s so t h a t they can be 

prepared for any a c t i o n changes t h a t might be n e c e s s a r y to cope w i t h 

any unusual r e s u l t a n t s e c t i o n a l - t a s k or i n d i v i d u a l c h a l l e n g e s . I n 

a d d i t i o n , the s p a t i a l d i s t a n c e between one c h a l l e n g e order and another 
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can be narrowed i f the i n d i v i d u a l s who are r e s p o n s i b l e f o r t h e i r 

f u l f i l m e n t are the same person or d i f f e r e n t persons but j o i n t l y 

i n v o l v e d i n t h e i r i n i t i a l planning and formation. T h i s o r g a n i z a t i o n a l 

f a c e t i s , thus, concerned about such i n f o r m a t i o n a l network t h a t can 

f a c i l i t a t e the e f f i c i e n t i n t e g r a t i o n of c h a l l e n g e s and r e d u c t i o n of 

u n c e r t a i n t i e s . 

Sub-Frame 22- I n t e r - & I n t r a - Challenge L e v e l Nexus 

T h i s i s s u e i s i n v o l v e d w i t h f i n d i n g out how c h a l l e n g e s can be e f f i c i e n t l y 

c o-ordinated and i n t e g r a t e d i n two a r e a s . F i r s t l y , i n l i n k i n g r e l a t e d 

c h a l l e n g e s from d i f f e r e n t l e v e l s , termed as I n t e r - C h a l l e n g e L e v e l Nexus. 

Here the concern i s w i t h forming an i n f o r m a t i o n l i n k between the 

e x t e r n a l i t i e s and the o r g a n i z a t i o n - w i d e c h a l l e n g e l e v e l , between the 

organization-wide and the s e c t i o n a l - t a s k c h a l l e n g e l e v e l , and between 

the s e c t i o n a l - t a s k and the i n d i v i d u a l c h a l l e n g e l e v e l . T h i s i s 

n e c e s s a r y to permit a steady flow of i n f o r m a t i o n between d i f f e r e n t 

l e v e l s both to l i n k them i n t o a coherent whole as w e l l as to be able 

to adapt r a p i d l y to any changes t h a t may take p l a c e a t any l e v e l . 

Secondly, i n l i n k i n g together a l l c h a l l e n g e s from the same l e v e l , 

termed as I n t r a - C h a l l e n g e L e v e l Nexus. The concern here i s i n e n s u r i n g 

t h a t the v a r i o u s c h a l l e n g e s , even though they are of the same l e v e l -

type, a r e compatible and where r e l e v a n t , to l e n d support to each other. 

For i n s t a n c e , i f there i s an e f f i c i e n t i n t r a - l e v e l nexus, then 

i n c o m p a t i b l e s e c t i o n a l - t a s k c h a l l e n g e s such as "prompt d e l i v e r y of both 

one-off and mass produced o r d e r s " and "maintaining the longest economic 

production run" w i l l not a r i s e . 

Element 21. I n f o r m a t i o n Requirements 

T h i s a c t i o n a r e a i s concerned w i t h the formation of the i n f o r m a t i o n a l 

r e s o u r c e s t h a t f a c i l i t a t e and s t r e n g t h e n the i n t e r - and i n t r a - c h a l l e n g e 



188 

l e v e l nexus. I t i s a l s o i n v o l v e d w i t h developing those o r g a n i z a t i o n a l 

systems that could help to generate and t r a n s m i t i n f o r m a t i o n to those 

i n d i v i d u a l s who are r e s p o n s i b l e f o r the v a r i o u s c h a l l e n g e s . For example 

( 1 ) For the i n t e r - e x t e r n a l i t y and organization-wide c h a l l e n g e l e v e l , 

the nexus i s s u s t a i n e d by permeation i n f o r m a t i o n which c l a r i f i e s 

the a v a i l a b i l i t y and acceptance of e x t e r n a l o p p o r t u n i t i e s . T h i s 

could be s u p p l i e d , f o r example, by the q u a r t e r l y budget f o r e c a s t i n g 

or f i v e year planning system. 

( 2 ) For the i n t e r - o r g a n i z a t i o n - w i d e and s e c t i o n a l - t a s k c h a l l e n g e l e v e l , 

the nexus i s s u s t a i n e d by r a t i o n a l i s a t i o n i n f o r m a t i o n which c l a r i f i e 

the choice of t a s k s that must be performed to accomplish p a r t i c u l a r 

o rganization-wide c h a l l e n g e s . T h i s i s produced through i n f o r m a l 

c o n s u l t a t i o n between i n d i v i d u a l s or more f o r m a l l y through such 

system as permanent c r o s s - d i v i s i o n a l committees. T h i s committee 

i s e s p e c i a l l y u s e f u l f o r v e r t i c a l l y i n t e g r a t e d o r g a n i z a t i o n s by 

h e l p i n g to ensure t h a t task c h a l l e n g e s s e l e c t e d would a l i g n c l o s e l y 

and r a t i o n a l l y w i t h the broader organization-wide c h a l l e n g e s . 

( 3 ) For the i n t e r - s e c t i o n a l - t a s k and i n d i v i d u a l c h a l l e n g e l e v e l , the 

nexus i s s u s t a i n e d by c o n d i t i o n i n g i n f o r m a t i o n which c l a r i f i e s the 

ch a l l e n g e s which i n d i v i d u a l s must f u l f i l to r e a l i z e the 

accomplishment of p a r t i c u l a r s e c t i o n a l - t a s k c h a l l e n g e s . Through 

systems which h i r e , r e p l a c e , a d m i n i s t e r p u n i t i v e measures, make 

s a l a r y changes and c o n s i d e r g r i e v a n c e s , i n d i v i d u a l s a r e a b l e to 

know how w e l l they have a l i g n e d themselves to t h e i r p r e s c r i b e d 

task c h a l l e n g e s . Performance a p p r a i s a l systems, when used p r i m a r i l y 

f o r the development of i n d i v i d u a l s , provide p a r t i c u l a r l y important 

i n p u t s to l i n k i n d i v i d u a l s to t h e i r s e c t i o n a l - t a s k c h a l l e n g e s . 

Through c o r r e c t i v e measures, such as t r a i n i n g courses to improve 

f u t u r e performance, the requirements of s e c t i o n a l - t a s k c h a l l e n g e s 

can be made more e x p l i c i t as w e l l as more a c h i e v a b l e for i n d i v i d u a l s 
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As f o r the examples of i n t r a - c h a l l e n g e l e v e l nexus, which s e r v e s to 

r e l a t e and i n t e g r a t e c h a l l e n g e s of the same l e v e l i n t o a more l o g i c a l 

and coherent whole, they would comprise of. 

( 1 ) a t the organization-wide l e v e l , f o r m a l i s a t i o n and o p e r a t i o n a l i z a t i o n 

i n f o r m a t i o n would be needed to l i n k a l l the c h a l l e n g e s together. 

For i n s t a n c e , i n an economic o r g a n i z a t i o n which has many e x t e r n a l 

i n t e r d e p e n d e n c i e s to d e a l w i t h , the number of c h a l l e n g e s n e c e s s a r y 

to cope w i t h them would be co r r e s p o n d i n g l y h i g h . I n t h i s s i t u a t i o n , 

i t r e q u i r e s much l a t e r a l exchange of i n f o r m a t i o n to ensure t h a t only 

n o n - c o n f l i c t i n g c h a l l e n g e s a r e f o r m a l i s e d and o p e r a t i o n a l i z e d . The 

annual budgeting system i s o f t e n the main means to provide a f i n a l , 

formal check to see th a t t h i s nexus has p r o p e r l y connected a l l the 

r e l e v a n t l a t e r a l c h a l l e n g e s . 

( 2 ) At the s e c t i o n a l - t a s k l e v e l , where th e r e a r e more chances f o r 

c h a l l e n g e - i n t e r l o c k , t h a t i s , c h a l l e n g e s t h a t a r e interdependent 

on each other f o r support before they can be s u c c e s s f u l l y completed, 

the need f o r i n f o r m a t i o n a l nexus i s e s p e c i a l l y important. The 

in f o r m a t i o n n e c e s s a r y to support t h i s l i n k would encompass the 

r e c o n s t i t u t i o n i n f o r m a t i o n ( t o f a c i l i t a t e the design of a p p r o p r i a t e , 

mutually supporting i n t e r l o c k i n g t a s k s and task accomplishment 

p r o c e s s e s ) , deployment i n f o r m a t i o n ( t o c l a r i f y the l o c a t i o n of t a s k 

c h a l l e n g e s ) and empowerment i n f o r m a t i o n ( t o d e f i n e the a u t h o r i t y 

h i e r a r c h y f o r a task group). L i n e management ta s k f o r c e s and 

t e c h n i c a l e v a l u a t i o n committees are some systems t h a t h e l p s to str e n g t h e n 

t h i s i n t r a - s e c t i o n a l task nexus. 

( 3 ) At the i n d i v i d u a l l e v e l , the formation i n f o r m a t i o n (which d e f i n e s 

and p r e s c r i b e s those c h a l l e n g e s which w i l l not cause d y s f u n c t i o n a l 

c o n f l i c t f o r t h e i r r e s p e c t i v e h o l d e r s or between d i f f e r e n t h o l d e r s ) 

and the e f f o r t - s t i p u l a t i o n i n f o r m a t i o n (which s t i p u l a t e s the minimum 
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standard of performance r e q u i r e d i n order to ensure t h a t adequate 

e f f o r t s a re exerted f o r the attainment of i n d i v i d u a l c h a l l e n g e s ) 

help to l i n k together i n d i v i d u a l s who by nature of t h e i r c h a l l e n g e s 

and s t r u c t u r a l p o s i t i o n s w i l l need to be inter-dependent on each other. 

For i n s t a n c e , the i n d i v i d u a l c h a l l e n g e s of e x e c u t i v e s w i t h i n a 

marketing department must be c l e a r l y d e f i n e d so t h a t t h e r e w i l l be no 

o v e r l a p of e f f o r t s which can r e s u l t i n unnecessary wastage of energy, 

or shortage of i n p u t s t o prevent an e x e c u t i v e from coping s a t i s f a c t o r i l y 

with h i s c h a l l e n g e s . I t i s toward t h i s d i r e c t i o n t h a t job design and 

i n d i v i d u a l t a r g e t s e t t i n g systems are u s e f u l . They form an important 

medium to inform the d i f f e r e n t i n d i v i d u a l s the nature of t h e i r 

c h a l l e n g e s and at the same time a l s o help to ensure t h a t each i n d i v i d u a l 

w i l l f i t n e a t l y i n t o a c o n f l i c t - f r e e , c o - o p e r a t i v e network. P l e a s e 

r e f e r to F i g u r e 7-6 f o r a diagrammatic r e p r e s e n t a t i o n of how the v a r i o u s 

c h a l l e n g e s are l i n k e d together i n t o a coherent whole v i a a s e r i e s of 

i n t e r - and i n t r a - l e v e l nexus. 

F. OPERATIONAL!ZING THE EXPECTATIONS FRAMEWORK 

To o p e r a t i o n a l i z e the e x p e c t a t i o n s framework, the w r i t e r had to develop 

an instrument which i s capable of c a p t u r i n g i n f o r m a t i o n about the 

i n t e r a c t i o n a l r e l a t i o n s h i p between dyads of s e n i o r corporate and 

d i v i s i o n a l e x e c u t i v e s . The form which t h i s instrument, c a l l e d the 

E x p e c t a t i o n s A n a l y s i s Forms, t a k e s was f i n a l i s e d a f t e r t e s t i n g i t with 

s e n i o r corporate and d i v i s i o n a l e x e c u t i v e s at the p i l o t study stage. 

During t h i s p i l o t study, both the E x p e c t a t i o n s A n a l y s i s Forms (Appendix 

14) and I n s t r u c t i o n s Manual f o r guiding respondents i n d e s c r i b i n g 

t h e i r e x p e c t a t i o n s of s p e c i f i c o r g a n i s a t i o n a l members (Appendix 13) 

were t e s t e d f o r v a l i d i t y and r e l i a b i l i t y . I n other words, through 

in-depth d i s c u s s i o n s with the t e s t c a n d i d a t e s , h e l d over a period of 
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s i x months, the instrument was r e p e a t e d l y t e s t e d and r e f i n e d to ensure 

t h a t i t measures what i t purports to be measuring ( v a l i d i t y ) and t h a t 

i t measures c o n s i s t e n t l y those v a r i a b l e s i n t e r e s t e d m ( r e l i a b i l i t y ) . 

A d e s c r i p t i o n of the p i l o t study and refinements made to the instrument 

i s given m a s e c t i o n of chapter two, t i t l e d "Instrument Design and 

P i l o t Study" and a s e c t i o n of chapter t h r e e , t i t l e d " V a l i d i t y and 

R e l i a b i l i t y " . 

1. Scope of the E x p e c t a t i o n s A n a l y s i s Forms 

The information which the E x p e c t a t i o n s A n a l y s i s Forms i s designed to 

capture about a respondent's ( s a y , B) i n t e r a c t i o n a l r e l a t i o n s h i p with 

a p a r t i c u l a r named co l l e a g u e or o b j e c t ( s a y , A) r e l a t e s e s s e n t i a l l y t o : 

1. The A c t u a l E x p e c t a t i o n s which B holds of A, i . e . those commitments 

which B wants A to f u l f i l l . 

2. The P e r c e i v e d E x p e c t a t i o n s wh]ch B holds of A, i . e . those commitments 

which B p e r c e i v e s A would want him (B) to f u l f i l l . 

I n a d d i t i o n , the instrument i s a l s o designed to provide a c l e a r e r 

p e r s p e c t i v e of such e x p e c t a t i o n s by uncovering d e t a i l s of the f o l l o w i n g : 

ACTUAL EXPECTATIONS 

( I ) The key a c t i o n areas where a c t u a l e x p e c t a t i o n s are h e l d , i . e . i n 

which of the twenty-nine key a c t i o n a r e a s are B's a c t u a l 

e x p e c t a t i o n s of A h e l d . 

( n ) The b e n e f i c i a r y or d i r e c t i o n which b e n e f i c i a l outcomes flow when 

a c t u a l e x p e c t a t i o n s which are h e l d m a p a r t i c u l a r key a c t i o n 

area are f u l f i l l e d , i . e . i s the f u l f i l m e n t of B's a c t u a l 

e x p e c t a t i o n s , as h e l d m a p a r t i c u l a r key a c t i o n a r e a , by A 

intended to help the work performance of B and/or other t h i r d 
*2 

pa r t y . 
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( m ) The proportion of a c t u a l e x p e c t a t i o n s which are h e l d i n a 

p a r t i c u l a r key a c t i o n a r e a , i . e . what proportion of B's t o t a l 

a c t u a l e x p e c t a t i o n s of A are h e l d m a p a r t i c u l a r key a c t i o n 

a r e a . 

( I V ) The importance of a c t u a l e x p e c t a t i o n s which are h e l d m a 

p a r t i c u l a r key a c t i o n a r e a , i . e . how important i s the f u l f i l m e n t 

of B's a c t u a l e x p e c t a t i o n s , as h e l d m a p a r t i c u l a r key a c t i o n 

a r e a , by A for the work performance of B and/or other t h i r d 

par t y . 

( v ) The s a t i s f a c t i o n of a c t u a l e x p e c t a t i o n s which are h e l d i n a 

p a r t i c u l a r key a c t i o n a r e a , i . e . how s a t i s f a c t o r i l y has A 

f u l f i l l e d B's a c t u a l e x p e c t a t i o n s , as h e l d i n a p a r t i c u l a r key 

a c t i o n a r e a . 

PERCEIVED EXPECTATIONS 

( I ) The key a c t i o n areas where p e r c e i v e d e x p e c t a t i o n s a r e h e l d , i . e . 

i n which of the twenty-nine key a c t i o n areas are B's p e r c e i v e d 

e x p e c t a t i o n s of A h e l d . 

( I I ) The b e n e f i c i a r y or d i r e c t i o n which b e n e f i c i a l outcomes flow 

when p e r c e i v e d e x p e c t a t i o n s which are h e l d i n a p a r t i c u l a r key 

a c t i o n a r e a are f u l f i l l e d , i . e . i s the f u l f i l m e n t of B's 

p e r c e i v e d e x p e c t a t i o n s , as h e l d m a p a r t i c u l a r key a c t i o n 

a r e a , by B intended to h e l p the work performance of A and/or 

other t h i r d p a r t y . 

( I I I ) The proportion of p e r c e i v e d e x p e c t a t i o n s which are h e l d i n a 

p a r t i c u l a r key a c t i o n area, i . e . what proportion of B's t o t a l 

p e r c e i v e d e x p e c t a t i o n s of A are h e l d i n a p a r t i c u l a r key a c t i o n 

a r e a . 

( i v ) The importance of perceived e x p e c t a t i o n s which are h e l d i n a 
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p a r t i c u l a r key a c t i o n a r e a , i . e . how important i s the f u l f i l m e n t 
of B's p e r c e i v e d e x p e c t a t i o n s , as h e l d m a p a r t i c u l a r key 
a c t i o n a r e a , by B f o r the work performance of A and/or other 
t h i r d p a r t y . 

( v ) The s a t i s f a c t i o n of per c e i v e d e x p e c t a t i o n s which are h e l d m a 

p a r t i c u l a r key a c t i o n a r e a , i . e . how s a t i s f a c t o r i l y has B 

f u l f i l l e d B's pe r c e i v e d e x p e c t a t i o n s , as h e l d m a p a r t i c u l a r 

key a c t i o n a r e a . 

2. A d m i n i s t e r i n g and P r o t e c t i n g the 

R e l i a b i l i t y of the E x p e c t a t i o n s A n a l y s i s Forms 

An o v e r r i d i n g c o n s i d e r a t i o n which i s p a i n s t a k i n g l y upheld throughout the 

r e s e a r c h period when the E x p e c t a t i o n A n a l y s i s Forms was administered i s 

the need to protect the r e l i a b i l i t y of the instrument m order to ob t a i n 

u s e f u l and us a b l e i n f o r m a t i o n . The steps taken by the w r i t e r to enforce 

t h i s p r o t e c t i o n are as f o l l o w s : 

1. Ensuring t h a t the corporate and d i v i s i o n a l respondents f u l l y 

d e s c r i b e t h e i r e x p e c t a t i o n s of each other. T h i s s t e p i n v o l v e s : 

( l ) Checking with the i n i t i a l contact e x e c u t i v e s at the corporate 

and d i v i s i o n a l o f f i c e t o compile a l i s t of a l l s e n i o r corporate 

and d i v i s i o n a l management s t a f f . 

( n ) P r i o r to a d m i n i s t e r i n g the E x p e c t a t i o n s A n a l y s i s Forms, 

d i s c u s s i n g with the respondents whether the l i s t f u l l y covers 

a l l the c o l l e a g u e s of whom they hold e x p e c t a t i o n s or i n t e r a c t 

w i t h . The names of those who were i n a d v e r t e n t l y omitted were 

promptly added onto the l i s t . 

( i i i ) D i s t r i b u t i n g a s e t of E x p e c t a t i o n s A n a l y s i s ' Forms f o r each 

o b j e c t manager that the respondent has s e l e c t e d from the l i s t 

and mentioned as the person of whom he holds e x p e c t a t i o n s or 

i n t e r a c t s w i t h . 
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2. E n s u r i n g t h a t the corporate and d i v i s i o n a l respondents f u l l y 
understand the procedure f o r r e c o r d i n g information about t h e i r 
e x p e c t a t i o n s m the E x p e c t a t i o n s A n a l y s i s Forms by p r o v i d i n g to 
every respondent a copy of the I n s t r u c t i o n Manual and p e r s o n a l l y 
e x p l a i n i n g to each respondent i t s c o n t e n t s . The contents i n c l u d e d ! 

( 1 ) A c l e a r d e f i n i t i o n of a l l the terms r e f e r r e d to m the E x p e c t a t i o n s 

A n a l y s i s Torms. 

( n ) A c l e a r e x p l a n a t i o n of how to r e l a t e the d e s c r i p t i o n of 

e x p e c t a t i o n s to the twenty-nine key a c t i o n a r e a s . 

( m ) A c l e a r d e f i n i t i o n of each of the twenty-nine key a c t i o n a r e a s . 

( I V ) A c l e a r e x p l a n a t i o n of how to d e s c r i b e e x p e c t a t i o n s , by key 

a c t i o n a r e a , according to the pre-coded answering scheme 

provided. 

( v ) A c l e a r d e s c r i p t i o n of the complete and a p p r o p r i a t e l y anchored 

answer s c a l e s . 

3. Ensuring t h a t the corporate and d i v i s i o n a l respondents r e c o r d 

i n f o r m a t i o n about t h e i r e x p e c t a t i o n s m the E x p e c t a t i o n s A n a l y s i s 

Forms m a c o n s i s t e n t l y c o r r e c t manner. T h i s step i n v o l v e s : 

( l ) The w r i t e r being p e r s o n a l l y present to i n t r o d u c e the instrument 

and h e l p i n g t h e respondents to complete t h e i r E x p e c t a t i o n s 

A n a l y s i s Forms. Depending on the number of o b j e c t s of whom a 

respondent holds e x p e c t a t i o n s or i n t e r a c t s with, the whole 

e x e r c i s e undertaken with a respondent r e q u i r e s between t h r e e t o 

f i v e s e s s i o n s , l a s t i n g at l e a s t two hours each, to complete. 

( n ) The w r i t e r r e p e a t e d l y r e q u e s t i n g and encouraging the respondents 

to n a r r a t e a c t u a l i n c i d e n t s , s i t u a t i o n s , or c o n s i d e r a t i o n s 

winch n u l l nonce t h e i r c hoice and d e s c r i p t i o n of e x p e c t a t i o n s . 

Tin n i l i ( M I i . v a l u a b l e hoi h I o en an e thai the respondents are 
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attuned to the c o r r e c t approach f o r completing the E x p e c t a t i o n s 

A n a l y s i s Forms, as w e l l as to enable the w r i t e r to a c q u i r e and 

present verbatim quotations m support of important points which 

may be r a i s e d m h i s t h e s i s . 

( 1 1 1 ) The w r i t e r a n a l y s i n g a l l the E x p e c t a t i o n s A n a l y s i s Forms a f t e r 

they have been completed by the respondents and h o l d i n g 

d i s c u s s i o n s with them. These d i s c u s s i o n s are h e l d mainly on an 

i n d i v i d u a l b a s i s with the exception of two o c c a s i o n s when two 

group d i r e c t o r s and t h r e e d i v i s i o n a l managers, r e s p e c t i v e l y , 

requested t h e i r d i s c u s s i o n s to be h e l d on a group b a s i s . The 

q u e r i e s r a i s e d during such d i s c u s s i o n s u s u a l l y c e n t r e on 

comparative i s s u e s , f o r example, the s i g n i f i c a n c e of each of the 

key a c t i o n a r e a s f o r the work performance of e x e c u t i v e s from 

d i f f e r e n t managerial l e v e l s and f u n c t i o n s , the reasons whey 

exp e c t a t i o n s are h e l d more f r e q u e n t l y of c e r t a i n key a c t i o n a r e a s 

than o t h e r s , the reasons why e x p e c t a t i o n s are held of p a r t i c u l a r 

o b j e c t s , the reasons why some o b j e c t s are h e l d to be more 

important f o r work performance than o t h e r s , the reasons why 

p a r t i c u l a r o b j e c t s are c o n s i s t e n t l y r a t e d as performing poorly 

m f u l f i l l i n g e x p e c t a t i o n s , the reasons why p a r t i c u l a r o b j e c t s 

are perceived to expect h e l p m c e r t a i n key a c t i o n a r e a s , e t c . 

T h i s a c t i o n i s v a l u a b l e t o make a f i n a l check t h a t the respondents 

had c o r r e c t l y understood and adhered to the procedure f o r 

completing t h e i r E x p e c t a t i o n s A n a l y s i s Forms, as w e l l as to 

provide the w r i t e r with a c l e a r e r understanding of the 

respondents' i n t e r a c t i o n a l r e l a t i o n s h i p s with t h e i r c o l l e a g u e s 

when viewed m the context of the E x p e c t a t i o n s Framework. 

3. A n a l y t i c a l Treatment of Data Obtained f o r Key A c t i o n Areas 

I n the previous chapter s e c t i o n , t i t l e d " D e s c r i b i n g the E x p e c t a t i o n s 
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Framework", the w r i t e r has c o n c e p t u a l i z e d and argued how the e f f i c i e n t 

management of s p e c i f i c key a c t i o n areas i s n e c e s s a r y to r e s o l v e c e r t a i n 

c e n t r a l i s s u e s of o r g a n i s a t i o n ; and m tu r n , the e f f e c t i v e r e s o l u t i o n 

of s p e c i f i c c e n t r a l i s s u e s w i l l c o n t r i b u t e d i r e c t l y to the w e l l - b e i n g of 

c e r t a i n a s p e c t s of o r g a n i s a t i o n a l l i f e ( t h e s e t h r e e conceptual c o n s t r u c t s 

have been r e f e r r e d m the t e x t and dep i c t e d m F i g u r e 7-4 as elements, 

sub-frames, and frames, r e s p e c t i v e l y ) . For i n s t a n c e , i t i s argued t h a t 

the key a c t i o n areas of " e x t e r n a l r e l a t i o n s " , " f o r e c a s t i n g and adaptation" 

and " i d e n t i f y i n g and c a p i t a l i s i n g on new ven t u r e s " must be e f f i c i e n t l y 

managed to r e s o l v e the c e n t r a l i s s u e of "Permeation". I n t u r n , the 

e f f e c t i v e r e s o l u t i o n of "Permeation" and the two other i s s u e s of 

" F o r m a l i s a t i o n " and " O p e r a t i o n a l i s a t i o n " w i l l c o n t r i b u t e d i r e c t l y to 

the w e l l - b e i n g of the aspect of o r g a n i s a t i o n a l l i f e c a l l e d " T r a n s l a t i o n 

i n t o Organisation-Wide C h a l l e n g e s " . F i n a l l y , the w e l l - b e i n g of t h i s and 

s i x other a s p e c t s of o r g a n i s a t i o n a l l i f e i s e s s e n t i a l to ensure the 

s u r v i v a l and o v e r a l l e f f e c t i v e n e s s of the o r g a n i s a t i o n . 

T h e r e f o r e , by t r e a t i n g the respondents' answers to questions on the 

key a c t i o n areas as b a s i c data, and computing the mean of the b a s i c 

data p e r t a i n i n g to the a p p r o p r i a t e combination of key a c t i o n a r e a s , one 

w i l l be able to b u i l d up i n d i c e s to measure the s t a t e s and i m p l i c a t i o n s 

of each s u c c e s s i v e and hi g h e r l e v e l c o n s t r u c t of the E x p e c t a t i o n s 

Framework. More s p e c i f i c a l l y , m the context of the f o c a l f i r m s 

r e s e a r c h e d , a comprehensive p i c t u r e can be p r o g r e s s i v e l y c o n s t r u c t e d of 

how the corporate and d i v i s i o n a l management groups i n t e r a c t with each 

other, and the s a t i s f a c t o n n e s s with which they are a b l e to do so, m 

managing the v a r i o u s key a c t i o n a r e a s , c e n t r a l i s s u e s , and a s p e c t s of 

t h e i r o r g a n i s a t i o n a l l i f e . I n the remaining t e x t of t h i s t h e s i s , the 

s t a t e s of such i n t e r a c t i o n w i l l be r e f e r r e d t o , and measured, m the 

f o i l owing manner: 
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1. E x t e n s i v e n e s s of I n t e r a c t i o n - measured by computing the percentage 

of o b i e c t s m one management group of whom a c t u a l or p e r c e i v e d 

e x p e c t a t i o n s , connected with p a r t i c u l a r i s s u e s , are h e l d by the 

respondents i n the other management group. 

2. I n t e n s i v e n e s s of I n t e r a c t i o n - measured by computing the mean of 

the proportion r a t i n g s made by the respondents from one management 

group of the a c t u a l or p e r c e i v e d e x p e c t a t i o n s , connected with 

p a r t i c u l a r i s s u e s , t h a t they hold of o b j e c t s from the other 

management group. 

3. Importance of I n t e r a c t i o n - measured by computing the mean of the 

importance r a t i n g s made by the respondents from one management 

group of the a c t u a l or p e r c e i v e d e x p e c t a t i o n s , connected with 

p a r t i c u l a r i s s u e s , t h a t they hold of o b j e c t s from the other 

management group. 

4. S a t i s f a c t i o n of I n t e r a c t i o n - made by computing the mean of the 

s a t i s f a c t i o n r a t i n g s made by the respondents from one management 

group of the a c t u a l or p e r c e i v e d e x p e c t a t i o n s , connected with 

p a r t i c u l a r i s s u e s , t h a t they hold of o b j e c t s from the other 

management group. 

F i n a l l y , i t must be pointed out t h a t the data p e r t a i n i n g to the 

i n t e r a c t i o n s t a t e s between the corporate and d i v i s i o n a l management 

groups w i l l be presented i n the forthcoming t a b l e s mainly m connection 

with the management of " c e n t r a l i s s u e s " . Wherever the n e c e s s i t y a r i s e s 

to present data connected with "key a c t i o n a r e a s " or " a s p e c t s of 

o r g a n i s a t i o n a l l i f e " , s p e c i a l mention w i l l be made to point out t h a t i t 

has been done so. 
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CHAPTER 7 FOOTNOTES 

*\ Our primary i n t e r e s t i s i n those s t i m u l i which a r i s e from the 

work environment and, although capable of subsuming w i t h i n them, 
(12) 

are not those concerning w i t h " c a t h e c t i o n " or r e a c t i o n s i n 

terms of i n n a t e p e r s o n a l i t y d r i v e s . 

*2 T h e o r e t i c a l l y , there are four d i r e c t i o n s where b e n e f i c i a l outcomes 

may flow when expected commitments are accomplished. These 

d i r e c t i o n s a re d e s c r i b e d below, w i t h a p p r o p r i a t e e m p i r i c a l 

examples c i t e d to i l l u m i n a t e these d i r e c t i o n s when viewed i n 

the context of a d i v i s i o n a l i s e d o r g a n i z a t i o n . 

DIRECTION I : As when a respondent (B) expects the o b j e c t (A) 

to f u l f i l l some commitments w i t h b e n e f i c i a l 

outcomes intended for the respondent ( B ) . 

For example: when a d i v i s i o n a l g e n e r a l manager 

expects h i s group managing d i r e c t o r to l a y down 

c l e a r p o l i c y g u i d e l i n e s i n order t h a t he 

( d i v i s i o n a l g e n e r a l manager) may a p p r o p r i a t e l y 

conduct h i s work. 

DIRECTION I I : As when a respondent ( B ) expects the o b j e c t (A) 

to f u l f i l l some commitments with b e n e f i c i a l 

outcomes intended f o r others ( t h i r d p a r t y ) . For 

example- when a corporate chairman expects h i s 

d i v i s i o n a l g eneral manager to provide support 

and a s s i s t a n c e f o r the group e x e c u t i v e d i r e c t o r s 

and d i v i s i o n a l f u n c t i o n a l managers. 
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DIRECTION I I I - As when a respondent (B) p e r c e i v e s that the 

o b j e c t (A) expects him to f u l f i l l some commitments 

wi t h b e n e f i c i a l outcomes intended f o r the o b j e c t ( A ) . 

For example when a d i v i s i o n a l f i n a n c i a l a n a l y s t 

p e r c e i v e s that h i s corporate f i n a n c i a l d i r e c t o r 

expects him to supply c e r t a i n c o s t i n g information 

i n order t h a t he ( c o r p o r a t e f i n a n c i a l d i r e c t o r ) 

may make a p p r o p r i a t e d e c i s i o n s on a new investment 

programme. 

DIRECTION IV: As when a respondent (B) p e r c e i v e s t h a t the o b j e c t (A) 

expects him to f u l f i l l some commitments with 

b e n e f i c i a l outcomes intended for othe r s ( t h i r d 

p a r t y ) . For example- when a d i v i s i o n a l production 

manager p e r c e i v e s that h i s group managing d i r e c t o r 

expects him to provide a d v i c e and suggestions for 

improving production e f f i c i e n c y to h i s d i v i s i o n a l 

g e n e r a l manager and group production d i r e c t o r . 

Henceforth, any d i s c u s s i o n s of b e n e f i t s connected w i t h D i r e c t i o n s I and I I I 

w i l l be r e f e r r e d to as " b e n e f i t s intended for the i n t e r a c t o r s " , and b e n e f i t s 

connected w i t h D i r e c t i o n s I I and IV w i l l be r e f e r r e d to as " b e n e f i t s 

intended for other t h i r d p a r t y " 

The flow of i n t e r a c t i o n outcomes i n these four d i r e c t i o n s has been 

diag r a m m a t i c a l l y depicted i n F i g u r e 7-3. 

Such a l i n k i s termed as p r o c e s s u a l because i t i s l a r g e l y n o n - s t a t i c 

and s e n s e - r e l a t e d (sensuous) i n c h a r a c t e r . As p r e v i o u s l y e x p l a i n e d , i t 

i s through such mental process t h a t the i n d i v i d u a l ' s c o n s t r u c t u a l 

reasonings w i l l evolve to a f f i r m and/or modify the e x p e c t a t i o n s he holds 

and the behaviour he d i s p l a y s . 
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*4 T h i s framework i s c o n s t r u c t e d from 29 key a r e a s where e x p e c t a t i o n s 

may be conceived and i n t e r p e r s o n a l r e l a t i o n s h i p s formed. None 

of the respondents suggested or requested any a d d i t i o n to these 

key a r e a s . When asked, a l l of them mentioned t h a t from t h e i r 

e xperience these 29 key ar e a s a r e adequate to encapsulate a l l 

t h e i r e x p e c t a t i o n s and adequately r e p r e s e n t a l l the managerial 

a r e a s where they have i n t e r a c t i o n s . 

*5 For a more comprehensive d i s c u s s i o n of the e x t e r n a l environment, 

p l e a s e r e f e r to the TOTEC Framework as presented i n chapter 5. 

*6 For an e x c e l l e n t account of t h i s h i g h l y c r i t i c i s e d a spect of 

the S t r u c t u r a l - f u n c t i o n a l i s t school of thought, p l e a s e r e f e r 
(37) 

to Buckley's work of 1967 . 

*7 These numbers r e f e r e n c i n g the v a r i o u s elements t h a t a r e being 

d e s c r i b e d i n t h i s chapter correspond d i r e c t l y to the 29 key 

ar e a s which a r e presented i n the e x p e c t a t i o n a n a l y s i s forms 

which the respondents have to complete (Appendix 1 4 ) . 

*8 The i n d u s t r i a l a c t i o n s t h a t were brought by the tr u c k d r i v e r s , 

p e t r o l tanker d r i v e r s , p u b l i c employees (sewage workers, h o s p i t a l 

p o r t e r s , r e f u s e c o l l e c t o r s , e t c . ) and c a r assembly workers e a r l y 

t h i s year are some examples of the damage which lower l e v e l 

members can cause to t h e i r o r g a n i z a t i o n s by j e o p a r d i z i n g the 

f u l f i l m e n t of e s s e n t i a l s e c t i o n a l - t a s k c h a l l e n g e s . 

*9 A computer programme, code named IFAME I I ( I n d i c e s Formation 

And Means E x t r a c t i o n * Routine I I ) , has been s p e c i a l l y designed 

and w r i t t e n i n F o r t r a n to f a c i l i t a t e t h i s p r o c e s s . The source 

documentation i s pre s e n t e d i n Appendix 16. 
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A great deal of discussion i n o r g a n i z a t i o n a l theory has emphasized t h a t 

organizations need t o adapt to t h e i r environment i n order to remain 
(1 2 3 +̂) 

v i a b l e s o c i a l systems ' ' ' . However, there has been l i t t l e 

systematic t h e o r e t i c a l or e m p i r i c a l discourse on the i n t e r a c t i v e 

processes i n v o l v i n g senior o r g a n i z a t i o n a l members as organizations 

adapt t o t h e i r environment. The research presented i n t h i s chapter i s 

aimed at f i l l i n g t h i s gap by examining the adaptat i o n process i n terms 

of the manner i n which corporate and d i v i s i o n a l managements i n t e r a c t w i t h 

each other, as they indulge i n t r a n s l a t i n g e x t e r n a l challenges i n t o more 

s p e c i f i c tasks and r e s p o n s i b i l i t i e s , and i n preparing o r g a n i z a t i o n a l 

members i n t o accepting them. 

We have already examined i n chapter f i v e the e x t e r n a l challenges and 

states of the f o c a l d i v i s i o n s . We s h a l l now o p e r a t i o n a l i z e the 

Expectations Framework and i n v e s t i g a t e c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n 

i n three t r a n s l a t i o n processes, namely the t r a n s l a t i o n i n t o o r g a n i z a t i o n a l -

wide challenges process, the t r a n s l a t i o n i n t o s e c t i o n a l - t a s k challenges 

process, and the t r a n s l a t i o n i n t o i n d i v i d u a l challenges process. 

A. TRANSLATION INTO ORGANIZATIONAL-WIDE CHALLENGES 

*1 

The aim of t h i s s e c t i o n i s to i n v e s t i g a t e the nature of i n t e r a c t i o n 

between corporate and d i v i s i o n a l managements as the e x t e r n a l m i l i e u i s 

being i r o n i t o r e d and i t s challenges are being s e l e c t e d f o r absorption 

i n t o the f o c a l d i v i s i o n s . More s p e c i f i c a l l y , by examining the 

extensiveness of the i n t e r a c t i o n network which spans, and the 

intensiveness and importance of i n t e r a c t i o n s which occurs between these 
*2 

two management groups , f u r t h e r i n s i g h t s i n t o the f o l l o w i n g are 

planned f o r * 
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The contingency connection between the conduct of various key 

i n t e r f a c i n g issues and s p e c i f i c states of the e x t e r n a l environment. 

The decision-making processes which augment, enhance or ob s t r u c t 

the i n t e r a c t i v e processes between the two management groups. 

The c o n t r i b u t o r y r u l e s of corporate o f f i c e r s and d i v i s i o n a l managers 

i n the o r g a n i z a t i o n a l adaptation and challenge absorption processes. 

1. Permeation 

Proclamations of the necessity to monitor the environment and the means 

to a d j u s t t o s i t u a t i o n a l demands abound. For instance, A g u i l a r ^ 

had suggested the need to scan the business environment t o gather 

various types of environmental i n f o r m a t i o n ; Denning ^ argued 

i n s t e a d f o r a sound s t r a t e g i c environmental a p p r a i s a l which i s based on 

a thorough understanding of the s t r u c t u r e of the i n d u s t r y i n which the 

f i r m operates, demand f a c t o r s i n the i n d u s t r y , technology of the i n d u s t r y , 

and government l e g i s l a t i o n s ; and Lorange ^ proposed t h a t adjustments 

should be supported by d i f f e r e n t systems, depending on whether the firms 

are g e o g r a p h i c a l l y - o r i e n t e d , p r o d u c t - o r i e n t e d , or ev o l v i n g g l o b a l 

companies. I n these and other studies ^' ^ ' ^ \ the emphasis 

appears to be focused on techniques and systems, w i t h l i t t l e c o n s i d e r a t i o n 

of the i n t e r a c t i v e processes between key groups of o r g a n i z a t i o n a l 

members as the o r g a n i z a t i o n adapts t o i t s environment. 

The need, thus, to refocus research e f f o r t seems t o be compelling and 

e s p e c i a l l y so, when one considers L i t t e r e r ' s p o s t u l a t i o n t h a t "the 

environment of the o r g a n i z a t i o n changes, and some groups may see before 

the r e s t of the o r g a n i z a t i o n t h a t the o r g a n i z a t i o n must act d i f f e r e n t l y 

t o survive, or t h a t the o r g a n i z a t i o n can improve i t s e l f through m o d i f i e d 
(12) 

o b j e c t i v e s . " C l e a r l y , i n a d i v i s i o n a l i s e d o r g a n i z a t i o n where 
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there e x i s t two management groups, w i t h each commanding d i f f e r e n t 

vantage p o s i t i o n s t o scan and understand the environment, t h e i r 

i n t e r a c t i o n s must su r e l y play a c r u c i a l p a r t i n determining how 

e f f e c t i v e l y they can cope w i t h t h e i r e x t e r n a l challenges. To t e s t 

whether t h i s i s the case, the i n t e r a c t i o n s between corporate and 

d i v i s i o n a l managements concerning e x t e r n a l r e l a t i o n s , f o r e c a s t i n g and 

adaptation, and the i d e n t i f i c a t i o n and c a p i t a l i z i n g of new ventures 

were analysed. These key a c t i o n areas are conceptualized as c e n t r a l t o 

r e s o l v i n g the permeation issue and t h e i r e f f e c t i v e management i s h e l d 

to be necessary i f the f o c a l d i v i s i o n s are t o be able t o command a 

r e a l i s t i c and accurate view of t h e i r environment. 

( i ) Top-Down and Bottom-Up Con t r i b u t i o n s to the Permeation Task 

F i r s t l y , i n analysing Table 8-1, we can see t h a t the i n t e r a c t i o n 

network between these two management groups, i n terms of the a c t u a l 

expectations t h a t are h e l d by the corporate and d i v i s i o n a l managements 

of each other w i t h b e n e f i c i a l outcomes intended d i r e c t l y f o r themselves 
*3 

, are indeed extensive. More s p e c i f i c a l l y , from t h i s same t a b l e , 

two d i s t i n c t trends of i n t e r a c t i o n concerning the permeation issue can 

be extracted-

When i n t e r a c t i o n s which r e s u l t i n b e n e f i t s f o r the i n t e r a c t o r s 

themselves are examined, d i v i s i o n a l management tend t o h o l d a c t u a l 

expectations of more corporate o f f i c e r s than corporate management 

of d i v i s i o n a l managers. That i s , f o r f i r m s ALPHA, BETA and SIGMA, 

the extensiveness of a c t u a l expectations h e l d are 81%, 70%, 1007, 

as compared t o 56%, 55% and 67% r e s p e c t i v e l y . 

When the expectations of the corporate and d i v i s i o n a l managements 

are analysed separately, f i r m SIGMA tends t o have a more extensive 

expectation network than firms ALPHA or BETA. Thus, we witness 
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SIGMA having a 1007o corporate network as compared 81% and 707.. f o r 

firms ALPHA and BETA and a 67% d i v i s i o n a l network as compared to a 

56% and 55% network f o r f i r m s ALPHA and BETA, r e s p e c t i v e l y . 

From these trends, we can draw various conclusions and make some 

pr o p o s i t i o n s about the c o n t r i b u t o r y r o l e s of the corporate and 

d i v i s i o n a l managements i n s o f a r as the permeation stage of adaptation 

i s concerned. 

P r o p o s i t i o n 16 

Although a c t i v e top-down c o n t r i b u t i o n i n a s s i s t i n g a d i v i s i o n to scan 

and f a m i l i a r i z e i t s e l f w i t h the e x t e r n a l environment i s s t r o n g l y 

acknowledged as de s i r a b l e by the f o c a l d i v i s i o n s , bottom-up c o n t r i b u t i o n 

to a s s i s t the corporate o f f i c e i n s i m i l a r f u n c t i o n s i s also desired by 

the corporate management. 

Thus, i n a d d i t i o n t o the common c a l l f o r more e f f e c t i v e top management 
(13) 

leadership i n g u i d i n g d i v i s i o n s through t h e i r complex environment , 

the need f o r d i v i s i o n a l members to a s s i s t top management i n g u i d i n g the 

whole o r g a n i z a t i o n through i t s environment i s no less important. For 

as the t e c h n i c a l d i r e c t o r of f i r m SIGMA explains: 

"Our d i v i s i o n s have world-wide production and commercial u n i t s 

s i t u a t e d from Buenos Ai r e s to Taipeh. They act as sensing agents 

and help the corporate people t o keep t r a c k of t e c h n o l o g i c a l , 

socio-economic and p o l i t i c a l problems t h a t may crop up i n d i f f e r e n t 

p a r t s of the world. They are invaluable^, and though t h e o r e t i c a l l y 

head o f f i c e i s expected t o a s s i s t the d i v i s i o n s i n these s o r t of 

areas, we sometimes f e e l the r o l e s are reversed. Indeed, I dare 

say t h a t w i t h o u t such feed-back from these f a r - f l u n g u n i t s , the 

o r g a n i z a t i o n would be groping about i n the dark and not knowing 
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where or how we should proceed. Having s a i d t h a t , I must also add 

th a t w i t h so many d i v i s i o n s c o n t r i b u t i n g to our knowledge of what 

i s going on, we are i n an e x c e l l e n t p o s i t i o n to c r o s s - f e r t i l i z e a l l 

the d i f f e r e n t b i t s of i n f o r m a t i o n from d i f f e r e n t sources and then 

re-channel them to those i n t e g r a t e d d i v i s i o n s who need to know 

about events i n d i f f e r e n t p arts of a common environment" 

This i n s i g h t i s also u s e f u l i n e x p l a i n i n g why the network of expectation 

l i n k s i n f i r m SIGMA i s more extensive than those of firms ALPHA or BETA. 

Thus, as f i r m SIGMA i s a f u l l - f l e d g e d m u l t i - n a t i o n a l o r g a n i z a t i o n , i t s 

corporate o f f i c e has tended t o hol d expectations of a greater number of 

i t s d i v i s i o n a l members i n order to be aware of the s t a t e of the 

environment which the f i r m w i l l encounter. I n c o n t r a s t , firms ALPHA and 

BETA are t e r r i t o r i a l l y more r e s t r i c t e d i n t h e i r operations and thus, 

corporate r e l i a n c e on d i v i s i o n a l feedback i s less as corporate s t a f f i s 

capable of m o n i t o r i n g a smaller environment by i t s e l f . As a r e s u l t of 

t h i s contingency connection between the span of operations and the 

extent of bottom-up environmental feedback r e q u i r e d , we can now 

understand why the corporate management of f i r m SIGMA has a more 

extensive expectation network as h i g h l i g h t e d e a r l i e r . Thus, 

P r o p o s i t i o n 17 

The extent to which the corporate o f f i c e r e l i e s on d i v i s i o n a l management 

f o r assistance i n managing the t o t a l f i r m ' s permeation issue i s 

dependent on how t e r r i t o r i a l l y dispersed are i t s o p e r a t i o n a l u n i t s . 

Thus, the more dispersed are i t s u n i t s , the more the corporate o f f i c e 

i s dependent on them f o r m o n i t o r i n g the environment and he l p i n g i n 

the management of the fi r m ' s permeation issue. 
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By the same token, being a m u l t i - n a t i o n a l c o r p o r a t i o n , the corporate 

o f f i c e of f i r m SIGMA, i s able to accumulate a f e r t i l e stock of 

environmental i n f o r m a t i o n upon which i n t e g r a t e d d i v i s i o n s could draw 

to resolve t h e i r own permeation issues. Thus, as h i g h l i g h t e d i n the 

i n t e r a c t i o n trends e x t r a c t e d e a r l i e r , f i r m SIGMA'S d i v i s i o n a l management 

tends to have a more extensive expectation network w i t h i t s corporate 

o f f i c e r s than t h e i r counterparts i n firms ALPHA and BETA. Therefore, 

P r o p o s i t i o n 18 

The extent which the d i v i s i o n a l management r e l i e s on corporate o f f i c e 

f o r assistance m managing the d i v i s i o r i s permeation issue i s dependent 

on whether the d i v i s i o n concerned forms p a r t of an i n t e g r a l and widespread 

network of operations t h a t i s co-ordinated by the corporate o f f i c e . Thus, 

the more i n t e g r a t e d the network of operations which the d i v i s i o n belongs 

and the more the corporate o f f i c e i s able to pool d i f f e r e n t items of 

in f o r m a t i o n about t h e i r common environment, the more the d i v i s i o n a l 

management w i l l be dependent on i t f o r m o n i t o r i n g the environment and 

he l p i n g i n the management of the d i v i s i o n s permeation issue. 

( i i ) Contingency Links between E x t e r n a l States and 
Permeation Adjustment Choices 

I n chapter 5, three key environmental features were e s t a b l i s h e d f o r each 

of the f o c a l d i v i s i o n s . These, namely, are the environmental s t a b i l i t y 

(changes i n l e v e l of c o m p e t i t i o n ) , environmental manageability (absolute 

l e v e l of competition) and environmental erosiveness (impact of competition 

upon d i v i s i o n a l p r o f i t a b i l i t y ) . We s h a l l now i n v e s t i g a t e the i m p l i c a t i o n s 

which these e x t e r n a l states may hol d f o r the permeation i n t e r a c t i o n s 

between the corporate and d i v i s i o n a l managements. 
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a. S t a b i l i t y and The Accuracy of Perception 

As accurate perception i s c r u c i a l to i m p e l l i n g a c t i o n s and behaviour 
(14) 

along a p a r t i c u l a r course , we s h a l l begin by e s t a b l i s h i n g whether 

the r e l a t i v e s t a b i l i t y of the environment i s l i k e l y to a f f e c t the 

accuracy w i t h which corporate and d i v i s i o n a l managements perceive the 

permeation expectations t h a t they may hold of each other. The f i r s t 

step i n t h i s task i s to examine Tables 5-3, 5-4 and 5-7 t o p i n p o i n t 

the r e s p e c t i v e environmental states of the f o c a l d i v i s i o n s . From these 

t a b l e s , one can see t h a t i n terms of the number of task environments 

where changes i n competition are s i g n i f i c a n t , the environment of 

d i v i s i o n Sigma emerges as the most unstable, f o l l o w e d next by t h a t of 

d i v i s i o n Alpha, and l a s t l y by d i v i s i o n Beta which has the most s t a b l e 

e x t e r n a l environment. When t h i s order of s t a b i l i t y i s juxtaposed and 

viewed against the a b i l i t y of the corporate and d i v i s i o n a l managements 

to c o r r e c t l y perceive the p r o p o r t i o n of expectations t h a t are he l d of 

them (see Table 8-2), one can see a c l e a r a s s o c i a t i o n between them. 

Thus, f o r d i v i s i o n Sigma which has the most unstable environment, both 

i t s corporate and d i v i s i o n a l managements had i n c o r r e c t l y perceived the 

p r o p o r t i o n of expectations t h a t i s he l d of them. I n subsequent 

i n t e r v i e w s w i t h the respondents from f i r m SIGMA, i t emerged t h a t the 

r o o t cause of such breakdown i n perception was the incessant m o d i f i c a t i o n 

made t o the adaptation a c t i v i t i e s , i n attempting to s u i t changing 

environmental s t a t e s , which r e s u l t e d i n much u n c e r t a i n t y of what 

permeation expectations should be hel d by the respondents or be 

perceived by the o b j e c t s . I n the case of f i r m ALPHA, only i t s corporate 

management has i n c o r r e c t l y perceived the p r o p o r t i o n of a c t u a l expectations 

t h a t are h e l d of them. I n c o n t r a s t , f i r m BETA, which has the most 

s t a b l e environment, both i t s management groups have c o r r e c t l y perceived 

the p r o p o r t i o n of a c t u a l expectations t h a t are hel d of them. 
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This contingency r e l a t i o n s h i p c l e a r l y forewarns the potency of the 

environment i n changing the adaptation requirements to the extent t h a t 

the new requirements may d i f f e r w i t h such magnitude from those p r e v i o u s l y 

undertaken t h a t supporting u n i t s w i l l not be able to c o r r e c t l y perceive 

them. Therefore, one can s t a t e t h a t 

P r o p o s i t i o n 19 

The s t a b i l i t y of the e x t e r n a l environment of a d i v i s i o n determines the 

changes t h a t are necessary i n i t s adaptation programmes. Thus, the more 

sta b l e the environment, the less the adaptation programmes w i l l need t o 

change. 

P r o p o s i t i o n 20 

The s t a b i l i t y of the adaptation programmes determines the s t a b i l i t y of 

the permeation expectations and the accuracy of t h e i r perception by 

corporate and d i v i s i o n a l managements. Thus, the more st a b l e the 

adaptation programmes, the more s t a b l e w i l l be the permeation expectations 

and the more accurately w i l l they be perceived by corporate and d i v i s i o n a l 

managements. 

P r o p o s i t i o n 21 

The s t a b i l i t y of the e x t e r n a l environment of a d i v i s i o n i n f l u e n c e s the 

accuracy which corporate and d i v i s i o n a l managements perceive the 

permeation expectations t h a t are held of them. Thus, the more s t a b l e 

the environment, the more accurate w i l l be the percep t i o n of the 

corporate and d i v i s i o n a l managements of t h e i r permeation r e s p o n s i b i l i t i e s . 

b. Environmental Management and The Extensiveness, 
Intensiveness and Importance of I n t e r a c t i o n 

Having ascertained the contingency l i n k between the s t a b i l i t y of the 

environment and the perceptual accuracy of members of t h e i r a daptation 

r e s p o n s i b i l i t i e s , our next task i s t o i n v e s t i g a t e the s i g n i f i c a n c e of 
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such r e s p o n s i b i l i t i e s and the manner of t h e i r conduct which may 

c o n t r i b u t e to the management of the e x t e r n a l environment. More 

s p e c i f i c a l l y , we plan to discover 1 

Whether the appr o p r i a t e number of corporate o f f i c e r s who respond to 

d i v i s i o n a l expectations concerning the permeation issue w i l l have 

any bearing on the management of the d i v i s i o n s ' e x t e r n a l environment. 

Whether extensive and i n t e n s i v e i n t e r a c t i o n over the permeation 

issue w i l l c o n t r i b u t e to the management of d i v i s i o n a l environment. 

As a c o r o l l a r y , t o discover what f a c t o r ( s ) prompts f o r more 

extensive and i n t e n s i v e c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n s . 

Whether the environmental s t a t e w i l l a f f e c t the work performance 

of the i n t e r a c t o r s . As a c o r o l l a r y , t o discover the work a t t i t u d e s 

of corporate and d i v i s i o n a l members w i t h a w e l l managed d i v i s i o n a l 

environment toward i n t e r a c t i o n s which are connected w i t h the 

permeation issue. 

I n response t o the f i r s t s p e c i f i c task, t a b l e 5-1 was examined and i t 

was found t h a t d i v i s i o n Alpha has the best managed environment, i n 

terms of the absolute l e v e l of competition i n a l l the task environments, 

f o l l o w e d next by d i v i s i o n Beta and l a s t l y by d i v i s i o n Sigma. Next, by 

computing and examining Table 8-1, f i r m ALPHA was es t a b l i s h e d as having 

the highest percentage of corporate o f f i c e r s who responded t o d i v i s i o n a l 

expectation f o r assistance i n the adaptation process. I n f a c t , more 

corporate o f f i c e r s perceived t h a t they should c o n t r i b u t e to the 

d i v i s i o n a l permeation issue than i s a c t u a l l y r e q u i r e d ( 9 4 % of corporate 

o f f i c e r s p e r c e i v i n g t h a t they are expected t o be i n v o l v e d w i t h the 

permeation issue as compared to 8l7o of corporate o f f i c e r s who are 

a c t u a l l y expected t o do so). I n c o n t r a s t , the percentage of corporate 

o f f i c e r s i n f i r m s BETA and SIGMA who perceives t h i s permeation 
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r e s p o n s i b i l i t y i s less than i s a c t u a l l y expected (56% of corporate 

o f f i c e r s p e r c e i v i n g t o 70% t h a t i s a c t u a l l y expected i n f i r m BETA, and 

67% of corporate o f f i c e r s p e r c e i v i n g t o 100%, t h a t i s a c t u a l l y expected 

i n f i r m SIGMA). 

When the net d i f f e r e n c e between the number responding to the number 

expected i s computed, we can see t h a t f i r m ALPHA has a surplus response 

of +13%, f i r m BETA has a d e f i c i t response of -14% and f i r m SIGMA has an 

alarming d e f i c i t response of -33%. When t h i s a nalysis i s juxtaposed 

and viewed against the r e l a t i v e l e v e l s which the three firms are able 

to manage t h e i r environment, the a s s o c i a t i o n between a surplus response 

by corporate o f f i c e r s and environmental manageability becomes evident. 

Considering t h a t corporate c o n t r i b u t i o n i n handling the permeation 

issue i s imperative i f a d i v i s i o n i s t o be able to manage i t s 

environment, as discussed i n an e a r l i e r s e c t i o n , i t i s c l e a r t h a t a 

d i v i s i o n ' s a b i l i t y t o manage i t s environment w i l l be hindered i f such 

c o n t r i b u t i o n i s not forthcoming. Thus, 

P r o p o s i t i o n 22 

Environmental manageability f o r a d i v i s i o n i s contingent upon the 

appropriate number of corporate o f f i c e r s who can respond to d i v i s i o n a l 

managers' permeation expectations. Thus, the higher the surplus of 

response, the more manageable w i l l be the environment but the higher 

the d e f i c i t of response, the less manageable w i l l be the environment. 

Secondly, i n e s t a b l i s h i n g whether the extensiveness and intensiveness 

of i n t e r a c t i o n between corporate and d i v i s i o n a l management w i l l 

c o n t r i b u t e to the management of d i v i s i o n a l environment, the Spearman Rank 

C o r r e l a t i o n C o e f f i c i e n t Test was administered t o these three v a r i a b l e s 

and the r e s u l t s obtained are presented as Tables 8-3, 8-4 and 8-5. 
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From these t a b l e s , we can observe various c o r r e l a t i o n s which are only 

s i g n i f i c a n t , t h a t i s , they are not due t o chance occurrence, f o r f i r m 

ALPHA. As f i r m ALPHA has managed i t s d i v i s i o n a l environment best, we can 

confident t h a t those c o r r e l a t i o n s found f o r i t w i l l provide a r e a l i s t i c 

i n s i g h t of those a t t r i b u t e s which are c r u c i a l t o environmental 

management (see Table 8-3). The c o r r e l a t i o n s i n question, which are 

a l l s i g n i f i c a n t a t p<.05, are as f o l l o w s : 

1. The strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of competition 

t h a t i s experienced and expected a t the TOTE and a s i t u a t i o n where 

there i s high e x t e n s i l y o f i n t e r a c t i o n , i n connection w i t h the 

permeation issue, between corporate and d i v i s i o n a l management. 

2. The strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of competition 

t h a t i s expected i n the o v e r a l l environment and a s i t u a t i o n where 

there i s high i n t e n s i t y of i n t e r a c t i o n , i n connection w i t h the 

permeation issue, between corporate and d i v i s i o n a l management. 

3. The strong p o s i t i v e c o r r e l a t i o n between a s i t u a t i o n where 

competition a t the FOTE, SOTE and o v e r a l l environment i s perceived 

t o have high importance f o r d i v i s i o n a l p r o f i t a b i l i t y and a s i t u a t i o n 

where there i s high e x t e n s i t y of i n t e r a c t i o n , i n connection w i t h the 

permeation issue, between corporate and d i v i s i o n a l management. 

4. The strong p o s i t i v e c o r r e l a t i o n between a s i t u a t i o n where 

competition a t the SOTE i s perceived t o have h i g h importance f o r 

d i v i s i o n a l p r o f i t a b i l i t y and a s i t u a t i o n where there i s high 

i n t e n s i t y o f i n t e r a c t i o n , i n connection w i t h the permeation issue, 

between corporate and d i v i s i o n a l management. 
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When these four sets of s i g n i f i c a n t c o r r e l a t i o n s and the r e s t of the 

c o r r e l a t i o n s , which also show p o s i t i v e but weak a s s o c i a t i o n between the 

v a r i a b l e s , p e r t a i n i n g t o f i r m ALPHA are analysed, the f o l l o w i n g 

p r o p o s i t i o n s can be supported. 

P r o p o s i t i o n 23 

Environmental manageability i s contingent upon the e x t e n s i t y and 

i n t e n s i t y of i n t e r a c t i o n s , connected w i t h the permeation issue, which 

are conducted between corporate and d i v i s i o n a l managements. Thus, the 

more extensive and i n t e n s i v e are t h e i r i n t e r a c t i o n over the permeation 

issue, the b e t t e r managed w i l l be the environment. 

P r o p o s i t i o n 24 

The e x t e n s i t y and i n t e n s i t y of i n t e r a c t i o n s between corporate and 

d i v i s i o n a l managements, which are connected w i t h the permeation issue, 

i s contingent upon the erosive nature of the environmental s t a t e . Thus, 

the more the e x t e r n a l c o m p e t i t i o n i s perceived t o have important e f f e c t 

upon d i v i s i o n a l p r o f i t a b i l i t y , the more extensive and i n t e n s i v e w i l l 

c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n s be. 

F i n a l l y i n e x p l o r i n g whether the c o n d i t i o n of the environment w i l l have 

i m p l i c a t i o n s f o r the work performance of the i n t e r a c t o r s i n v o l v e d w i t h 

the permeation issue, the c o r r e l a t i o n between the r e l a t i v e importance 

of competition and the importance of the permeation issue f o r the work 

performance of the i n t e r a c t o r s was computed. From the r e s u l t s , as 

shown i n Tables 8-3, 8-4 and 8-5, the f o l l o w i n g c o r r e l a t i o n s which are 

a l l s i g n i f i c a n t a t p<.05 can be ex t r a c t e d . I n c i d e n t a l l y , i t must be 

pointed out t h a t these s i g n i f i c a n t c o r r e l a t i o n s were only found f o r 

f i r m ALPHA, the f i r m whose d i v i s i o n (Alpha) has the best managed 

environment (see Table 8-3). 
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1. The strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of competition 

t h a t i s experienced a t the TOTE and a s i t u a t i o n where i n t e r a c t i o n s 

connected w i t h the permeation issue are held by the i n t e r a c t o r s t o 

be of high importance f o r t h e i r work performance. 

2. The strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of competi t i o n 

t h a t i s expected a t the FOTE, TOTE and o v e r a l l environment and a 

s i t u a t i o n where i n t e r a c t i o n s connected w i t h the permeation issue 

are h e l d by the i n t e r a c t o r s to be of high importance f o r t h e i r 

work performance. 

3. The strong p o s i t i v e c o r r e l a t i o n between a s i t u a t i o n where 

competi t i o n a t the SOTE, TOTE and o v e r a l l environment i s perceived 

t o have high importance on d i v i s i o n a l p r o f i t a b i l i t y and a s i t u a t i o n 

where i n t e r a c t i o n s connected w i t h the permeation issue are hel d by 

the i n t e r a c t o r s t o be of high importance f o r t h e i r work performance. 

From these c o r r e l a t i o n s , one can conclude t h a t the h o l d i n g of an 

appropriate work a t t i t u d e toward the permeation issue by both corporate 

and d i v i s i o n a l managements appears t o be important i n the a c t u a l 

management of the environment. As we have seen i n f i r m ALPHA, the two 

management groups have regarded e x t e r n a l forces as capable of a f f e c t i n g 

t h e i r i n d i v i d u a l work performance and have taken a serious a t t i t u d e 

t h a t e f f o r t s f o r r e s o l v i n g the permeation issue i s necessary i f t h e i r 

own work performances are not t o be impaired. The c o n d i t i o n l e a d i n g 

to the i n c e p t i o n of such a t t i t u d e may be best explained by the e x t e r n a l 

a f f a i r s d i r e c t o r of f i r m ALPHA, f o r as he s t a t e s : 

*4(15) 

"We may be the l e a s t glamorous or t a l k e d about f u n c t i o n 

but I b e l i e v e we provide a good service f o r the company by c r e a t i n g 

an awareness and respect f o r what goes on i n the outside w o r l d 

amongst our senior colleagues - Times have changed, we are not i n 
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a s e l l e r ' s market nor do we have dominant products t o permanently 

c a p t i v a t e a r e s t r i c t e d c l i e n t e l e . Why, j u s t l a s t month, I had to 

c h a i r a r e g u l a r meeting f o r our senior managers and I had t o 

reappeal t o them to avoid being c l o i s t e r e d up i n t h e i r l i t t l e 

f u n c t i o n a l domain detached and unaware and i n s t e a d t o 

care more about how they can c o n t r i b u t e t o coping w i t h incessant 

changes i n e x t e r n a l demand and dangers. They j u s t have to r e a l i s e 

t h a t our success i n coping w i t h the outside matters a great deal t o 

what they hope to achieve i n the i n s i d e i t i s as b l u n t as 

t h a t ! " 

Management w r i t e r s have o f t e n , under the r a t i o n a l e of seeking to s e r v i c e 

the 
(17) 

(16) 
growth through i n t e r n a l e l a b o r a t i o n or seeking to seal the 
t e c h n i c a l core a c t i v i t i e s against d i s t o r t i o n and u n c e r t a i n t y 

t r e a t e d the adaptive and maintenance f u n c t i o n s as i f they are separate 

fu n c t i o n s which must be undertaken by d i f f e r e n t o r g a n i z a t i o n a l members 
(18) 

For instance, Kast and Rosenzweig who are p a r t i c u l a r l y attuned 

t o t h i s n o t i o n have p l a i n l y s t a t e d t h a t "some forces w i t h i n the s o c i a l 

o rganizations are geared t o the maintenance of the system, and other 
(19) 

forces and sub-systems are geared t o a d a p t a t i o n " . Quite 

e v i d e n t l y , from our f i n d i n g s j u s t described, f i r m ALPHA who has adapted 

and managed i t s environment w e l l does not appear t o h o l d such views i n 

p r s i c t i c e . Instead, i t s management believes t h a t the awareness and sharing 

of the adaptive tasks i s important f o r them to be able to a d j u s t 

e f f i c i e n t l y t h e i r maintenance work performance. I n other words, both 

management groups regard the maintenance and a d a p t a t i o n work as 

i n e x t r i c a b l y l i n k e d and any attempts t o demarcate the two w i l l create 

" c o u n t e r a c t i n g forces which o f t e n create tensions, stresses and 

c o n f l i c t s " ^ 2 0 ̂  and i f l e f t uncurbed can impair the e f f e c t i v e n e s s 
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of the o r g a n i z a t i o n i n coping w i t h i t s e x t e r n a l challenges. Thus, we 

can f u r t h e r propose t h a t : 

P r o p o s i t i o n 25 

Environmental manageability i s contingent upon a supportive work 

a t t i t u d e of corporate and d i v i s i o n a l managements toward the permeation 

issue. Thus, the greater they i n t e r n a l i z e the e f f o r t s needed to cope 

w i t h environmental challenges connected t o , and important f o r , t h e i r 

own work performance, the more they w i l l expend energy toward the 

management of t h e i r environment. 

P r o p o s i t i o n 26 

A supportive work a t t i t u d e toward the permeation issue i s c o n s i s t e n t 

w i t h a d e l i b e r a t e e f f o r t t o imbue o r g a n i z a t i o n a l management w i t h greater 

cognisance of environmental challenges and t o e n r i c h t h e i r maintenance 

func t i o n s w i t h a p p r o p r i a t e adaptation r e s p o n s i b i l i t i e s . Thus, the more 

e f f o r t there i s t o i n t e g r a t e the adaptation and maintenance f u n c t i o n s , 

the more w i l l a supportive work a t t i t u d e be i n s t i l l e d amongst 

o r g a n i z a t i o n a l management. 

c. Erosiveness and The S a t i s f a c t o r i n e s s of I n t e r a c t i o n 

I n t h i s sub-section, we s h a l l conclude the i n v e s t i g a t i o n of i n t e r a c t i o n s 

which are connected w i t h the permeation issue by e s t a b l i s h i n g whether 

the s a t i s f a c t o r y conduct of such i n t e r a c t i o n s ; or as o p e r a t i o n a l i s e d 

here, the s a t i s f a c t o r y f u l f i l m e n t of permeation expectations, w i l l 

a c t u a l l y help t o minimize the impact of e x t e r n a l d i s r u p t i o n s upon 

d i v i s i o n a l p r o f i t a b i l i t y . R e c a l l i n g t h a t the permeation issue, as 

conceptualised i n the expectations framework, i s concerned w i t h ( i ) securing 

the g o o d w i l l of the widest p o s s i b l e r e p e r t o i r e of e x t e r n a l i t i e s (key 

a c t i o n area- e x t e r n a l r e l a t i o n s ) , ( i i ) the assessment of environmental 
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c o n d i t i o n s , t h r e a t s and o p p o r t u n i t i e s (key a c t i o n a r e a : f o r e c a s t i n g 

and a d a p t a t i o n ) , and ( l i i ) e n r i c h i n g the o r g a n i z a t i o n ' s stock of supra-

s u r v i v a l p r o p e r t i e s through l e s s e n i n g i t s dependence on a few 

e x t e r n a l i t i e s or a narrow p o r t f o l i o of p r o f i t a b l e i n t e r e s t s (key a c t i o n 

a r e a : i d e n t i f y i n g and c a p i t a l i s i n g on new v e n t u r e s ) , i t seems reasonable 

to expect t h a t when the permeation i s s u e i s not s a t i s f a c t o r i l y managed, 

the potency of e x t e r n a l f o r c e s to erode o r g a n i z a t i o n a l p r o f i t a b i l i t y 

w i l l be s t r o n g e r . 

To t e s t t h i s h y p o t h e s i s , the importance of competition i n a l l the t a s k 

environments upon d i v i s i o n a l p r o f i t a b i l i t y was c o r r e l a t e d w i t h the 

s a t i s f a c t i o n of permeation e x p e c t a t i o n s . The r e s u l t s computed are 

presented i n Table 8-6 and from i t , the f o l l o w i n g c o r r e l a t i o n s , 

s i g n i f i c a n t a t p<.10, were observed. 

1. I n f i r m SIGMA, there i s a n e g a t i v e c o r r e l a t i o n between a s i t u a t i o n 

where competition a t the FOTE i s p e r c e i v e d to have high importance 

on d i v i s i o n a l p r o f i t a b i l i t y and a s i t u a t i o n where there i s a high 

s a t i s f a c t i o n of permeation e x p e c t a t i o n s . 

2. I n f i r m BETA, the r e i s a n e g a t i v e c o r r e l a t i o n between a s i t u a t i o n 

where competition a t the FOTE, SOTE and o v e r a l l environment i s 

p e r c e i v e d to have high importance on d i v i s i o n a l p r o f i t a b i l i t y and 

a s i t u a t i o n where th e r e i s a high s a t i s f a c t i o n of permeation 

e x p e c t a t i o n s . 

From these n e g a t i v e c o r r e l a t i o n s , one can conclude that when permeation 

e x p e c t a t i o n s have been s a t i s f a c t o r i l y f u l f i l l e d , the e r o s i v e nature of 

e x t e r n a l competition tends to be lower. T h e r e f o r e , one can propose that-
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P r o p o s i t i o n 27 

The s a t i s f a c t o r y f u l f i l m e n t of permeation e x p e c t a t i o n s p l a y an important 

p a r t i n c o n t r o l l i n g the potency of competition i n eroding d i v i s i o n a l 

p r o f i t a b i l i t y . Thus, the more s a t i s f a c t o r i l y the permeation i n t e r a c t i o n s 

between the corporate and d i v i s i o n a l managements have been conducted, the 

l e s s potent w i l l competition be i n eroding d i v i s i o n a l p r o f i t a b i l i t y . 

2. F o r m a l i s a t i o n 

I n the previous s e c t i o n , we have u n r a v e l l e d the s i g n i f i c a n c e and conduct 

of i n t e r a c t i o n s which a r e connected w i t h the permeation i s s u e . I n t h i s 

s e c t i o n , we w i l l seek to understand how such c h a l l e n g e s a r e c o n s o l i d a t e d 

by the corporate and d i v i s i o n a l managements of the f o c a l firms s t u d i e d . 

More s p e c i f i c a l l y , we w i l l examine t h e i r i n t e r a c t i o n s which a r e connected 

w i t h the f o r m a l i s a t i o n xssue, t h a t i s , w i t h s e t t i n g the d i r e c t i o n f o r 

the d i v i s i o n s u b j e c t to the o r g a n i z a t i o n a l resouces a v a i l a b l e (key a c t i o n 

a r e a : p l a n n i n g ) and w i t h d e c i d i n g the a c t i o n s and resouce commitments 

t h a t a r e n e c e s s a r y to s t e e r the d i v i s i o n i n the d i r e c t i o n s e l e c t e d (key 

a c t i o n a r e a p o l i c y f o r m u l a t i o n ) . 

I n t h i s context, our i n t e r e s t w i l l be focussed on a c e n t r a l theme of 

decision-making that i s o f t e n r a i s e d by s c h o l a r s of o r g a n i z a t i o n c o n t r o l . 

T h i s namely, concerns the p r o c e s s of i n t e r p e r s o n a l i n f l u e n c e which 

expands the c l a s s i c a l i n t e r p r e t a t i o n of c o n t r o l as emanating from the 

formal s t r u c t u r e to one which encompass the i n t e r p e r s o n a l nature of 

c o n t r o l t 0 ^ \ I n the main, two p e r s p e c t i v e s of i n t e r p e r s o n a l 

i n f l u e n c e can be d e r i v e d a t , namely, th a t concerning the degree of 

p a r t i c i p a t i o n and the extent of power e q u a l i z a t i o n p e r m i s s a b l e w i t h i n 

an o r g a n i z a t i o n . For example, an o r g a n i z a t i o n c h a r a c t e r i s e d by a 

s u b s t a n t i a l amount of i n t e r a c t i o n and mutual i n f l u e n c e i s analogous to 
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a p a r t i c i p a t i v e system. L i k e w i s e , an o r g a n i z a t i o n i n which the 

d i s t r i b u t i o n of c o n t r o l or i n f l u e n c e i s more e g a l i t a r i a n , as opposed to 

h i e r a r c h i c a l , i s c h a r a c t e r i s e d as a power e q u a l i z e d system. 

T h e o r e t i c a l l y , these p e r s p e c t i v e s of i n t e r p e r s o n a l i n f l u e n c e are u s e f u l 

as a platform to i n v e s t i g a t e the f o r m a l i s a t i o n i n t e r a c t i o n between 

corporate and d i v i s i o n a l managements because they accomodate s t r a t e g i c 

decision-making of which the f o r m a l i s a t i o n i s s u e i s concerned about and 

they r e l a t e to the e x i s t e n c e of two d i s t i n c t groups of i n d i v i d u a l s who 

must be dependent, to a g r e a t e r or l e s s e r extent, on each other f o r t h e i r 

s u r v i v a l . T h e r e f o r e , i n f u r t h e r i n g our i n v e s t i g a t i o n of the i n t e r p e r s o n a l 

i n f l u e n c e between corporate and d i v i s i o n a l managements as the o r g a n i z a t i o n -

wide c h a l l e n g e s a r e being c o n s o l i d a t e d , these p e r s p e c t i v e s w i l l be r e l a t e d 

to. 

The o p e r a t i o n a l i z a t i o n of i n t e r p e r s o n a l i n f l u e n c e i s r e a l i z e d by Q.14 

which measures the a c t u a l and d e s i r e d l e v e l of i n f l u e n c e that i s e x e r c i s e d 

by seven l e v e l s of corporate and d i v i s i o n a l management on broad d i v i s i o n a l 

*5 (27 ) 
p o l i c y d e c i s i o n s , by Q.16 which measures the lo c u s of d e c i s i o n 

*5 (28) 

making f o r major d i v i s i o n a l p o l i c i e s and long range planning ' and 

by Q.19 which measures the d i v i s i o n a l o b j e c t i v e s e t t i n g approach 

a c t u a l l y employed by the f o c a l f i r m s and the approach t h a t i s d e s i r e d 

by t h e i r corporate and d i v i s i o n a l management. (Appendix 11) 

( i ) The Impact of a P a r t i c i p a t i v e System on the 

P e r c e p t u a l C l a r i t y of F o r m a l i s a t i o n E x p e c t a t i o n s 

Proponents of a p a r t i c i p a t i v e o r g a n i z a t i o n system have often sought 

support by c l a i m i n g t h a t such a system a u t o m a t i c a l l y r e s u l t s m more 

o r g a n i z a t i o n a l e f f e c t i v e n e s s . I n v a r i a b l y , t h e i r e x p l a n a t i o n of t h i s 

connection c e n t r e s around enhanced m o t i v a t i o n , commitment and l o y a l t y 

which serve as the b a s i s f o r the p s y c h o l o g i c a l i n t e g r a t i o n of i n d i v i d u a l s 
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(29) (30) i n t o a p r o d u c t i v e system. For i n s t a n c e ; Tannenbaum , L i k e r t , 
(31) 

and Lawrence and L o r s c h have c o n s i s t e n t l y claimed t h a t p a r t i c i p a t i o n 

improves involvement, r e s u l t s i n enhanced member l o y a l t y , i d e n t i f i c a t i o n 

and commitment, and f i n a l l y produces a h i g h l y i n t e g r a t e d and t i g h t l y k n i t 

s o c i a l system. W h i l s t the importance of such c a u s e - e f f e c t r e l a t i o n s h i p 

cannot be d e c r i e d or t r e a t e d as beyond the realm of p o s s i b i l i t y , i t must 

be pointed out t h a t nothing i s o f f e r e d i n pragmatic terms of how members 

a c t u a l l y co-operate and i n t e r a c t w i t h i n a p a r t i c i p a t i v e system to make 

i t e f f e c t i v e . 
(32) 

R e c a l l i n g Blake and Mouton who h i g h l i g h t e d the importance of 
mutual understanding and agreement between i n t e r a c t o r s i n a t t a i n i n g 

(33) 

o r g a n i z a t i o n a l e f f e c t i v e n e s s and March and Simon who p o s t u l a t e d 

t h a t disagreements between i n t e r a c t o r s r e g a r d i n g o r g a n i z a t i o n a l f a c t s 

and i d e a s c o n t r i b u t e to i n t e r g r o u p c o n f l i c t , our f i r s t t a s k i s to 

uncover what connection there i s , i f any, between a p a r t i c i p a t i v e 

o r g a n i z a t i o n system and the c l a r i t y and a c c u r a c y which corporate and 

d i v i s i o n a l managements a r e a b l e to p e r c e i v e the a r e a s and i n t e n s i t y 

which they should a p p r o p r i a t e l y i n t e r a c t w i t h each other. 

To e s t a b l i s h the degree of p a r t i c i p a t i o n which i s p r a c t i s e d i n the 

f o c a l f i r m s , the a c t u a l nature of o b j e c t i v e s e t t i n g approach ( T a b l e 8 - 7 ) , 

the l o c u s of major p o l i c y f o r m u l a t i o n and long range planning ( T a b l e 8-8), 
*6 ( 3 4 ) 

and the a c t u a l volume of t o t a l c o r p o r a t e and d i v i s i o n a l i n f l u e n c e 

( T a b l e 8-9) were compiled and a n a l y s e d . From these t a b l e s , f i r m BETA 

emerged as the most p a r t i c i p a t i v e o r g a n i z a t i o n as i t has the most 

p a r t i c i p a t i v e a c t u a l o b j e c t i v e s e t t i n g approach, a d e c e n t r a l i s e d l o c u s 

of decision-making and the h i g h e s t t o t a l volume of c o r p o r a t e and 

d i v i s i o n a l i n f l u e n c e over i t s broad d i v i s i o n a l p o l i c i e s . A p p lying 
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s i m i l a r measures, f i r m ALPHA emerged as the next most p a r t i c i p a t i v e 

o r g a n i z a t i o n and f i r m SIGMA emerged as the l e a s t p a r t i c i p a t i v e 

o r g a n i z a t i o n . 

Next, i n f i n d i n g how a c c u r a t e l y corporate and d i v i s i o n a l managements 

p e r c e i v e the areas and p r o p o r t i o n of f o r m a l i s a t i o n e x p e c t a t i o n s t h a t 

they hold of each other, Table 8-2 was compiled and a n a l y s e d . From i t , 

the two management groups of f i r m BETA appear to be c l e a r l y aware of 

t h e i r f o r m a l i s a t i o n r e s p o n s i b i l i t i e s . As can be seen, the two 

management groups' p e r c e p t i o n of t h e i r f o r m a l i s a t i o n r e s p o n s i b i l i t i e s 

a r e i n concurrence w i t h what i s a c t u a l l y expected. Firm ALPHA f o l l o w s 

next w i t h a c l e a r awareness of i t s f o r m a l i s a t i o n r e s p o n s i b i l i t i e s 

e v i d e n t i n only one d i r e c t i o n , t h a t i s , only i t s d i v i s i o n a l management's 

p e r c e p t i o n i s i n concurrence w i t h what i s a c t u a l l y expected. I n c o n t r a s t , 

the p e r c e p t u a l awareness i n f i r m SIGMA i s the lowest as both i t s 

corporate and d i v i s i o n a l managements were unable to a c c u r a t e l y p e r c e i v e 

the p r o p o r t i o n of a c t u a l f o r m a l i s a t i o n e x p e c t a t i o n s t h a t are h e l d of 

them. 

T h i s a s s o c i a t i o n between the e x t e n t of p a r t i c i p a t i o n and the a c c u r a c y 

of p e r c e p t i o n of the a r e a s and i n t e n s i t y of i n t e r a c t i o n n e c e s s a r y f o r 

managing the f o r m a l i s a t i o n i s s u e suggests an i n t e r v e n i n g v a r i a b l e to 

q u a l i f y the s i m p l i s t i c connection between m o t i v a t i o n and o r g a n i z a t i o n 

e f f e c t i v e n e s s . Inasmuch as p a r t i c i p a t i o n i s a b l e both to enhance 

m o t i v a t i o n and improve the c l a r i t y of p e r c e p t i o n of the n e c e s s a r y 

e f f o r t s t h a t must be committed, i t i s arguable t h a t the l a t t e r 

outcome of p a r t i c i p a t i o n may be more d e c i s i v e i n improving e f f e c t i v e n e s s . 

W h i l s t m o t i v a t i o n may l e a d to g r e a t e r i n t e n t i o n to commit e f f o r t , i t i s 

only when such i n t e n t i o n can be t r a n s l a t e d i n t o a p p r o p r i a t e e f f o r t t h a t 

e f f e c t i v e n e s s can be r e a l i z e d . I n other words, m o t i v a t i o n i s about the 

s t r e n g t h o f i n t e n t i o n Lo comnii L e f f o r L whereas c l e a r understanding and 
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agreement about what r e s p o n s i b i l i t i e s must be discharged i s about 

e n s u r i n g t h a t e f f o r t s committed a r e a p p r o p r i a t e f o r the t a s k a t hand. 
(35) 

As Campbell has concluded i n h i s study of the i n t e r p l a y between 

managerial behaviour, performance and e f f e c t i v e n e s s , 

"Given two i n d i v i d u a l s w i t h an equal d e s i r e to expend e f f o r t , the 

i n d i v i d u a l w i t h the g r e a t e r s p e c i f i c knowledge concerning the nature 

of the o r g a n i z a t i o n ' s goals and t h e i r p r i o r i t i e s should perform a t 

a higher l e v e l " . 

T h e r e f o r e , i t i s reasonable to propose that-

P r o p o s i t i o n 28 

P a r t i c i p a t i o n improves the c l a r i t y of p e r c e p t i o n about the o r g a n i z a t i o n -

wide c h a l l e n g e s and f o r m a l i s a t i o n r e s p o n s i b i l i t i e s t h a t must be discharged. 

Thus, the more p a r t i c i p a t i v e the system of decision-making, the c l e a r e r 

w i l l the i n t e r a c t i n g p a r t i c i p a n t s be about t h e i r o rganization-wide 

c h a l l e n g e s and f o r m a l i s a t i o n r e s p o n s i b i l i t i e s which they must d i s c h a r g e . 

P r o p o s i t i o n 29 

C l a r i t y of p e r c e p t i o n about the organization-wide c h a l l e n g e s and 

f o r m a l i s a t i o n r e s p o n s i b i l i t i e s improves i n d i v i d u a l work performance and 

o r g a n i z a t i o n a l e f f e c t i v e n e s s . Thus, the c l e a r e r the i n d i v i d u a l s a r e of 

t h e i r organization-wide c h a l l e n g e s and f o r m a l i s a t i o n r e s p o n s i b i l i t i e s , 

the higher w i l l t h e i r work performance and o r g a n i z a t i o n ' s e f f e c t i v e n e s s . 

( i i ) P a r t i c i p a t i v e D i f f e r e n t i a l and the Scope of F o r m a l i s a t i o n 
I n t e r a c t i o n 

Management authors have f r e q u e n t l y warned a g a i n s t d i s s e c t i n g the 

management of the planning f u n c t i o n of or g a n i z a t i o n - w i d e c h a l l e n g e s 

from the management who i s r e s p o n s i b l e f o r t h e i r r e a l i z a t i o n and 

f u l f i l m e n t ' . The consequence of such s e p a r a t i o n i s best noted 
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( 38) by Machm and Wilson who d e s c r i b e d the a t t r i b u t e s of planning, 

per se, as adding up to, 

"an 'unnatural p r o c e s s ' s u f f i c i e n t l y removed g e o g r a p h i c a l l y and 

h i e r a r c h i c a l l y from the work p l a c e which w i l l u l t i m a t e l y generate 

the planned output as to have an aura of d e p e r s o n a l i s e d u n r e a l i t y 

f a r from the day to day process of o p e r a t i o n a l management" 

Nowhere i s the danger of such managerial s e p a r a t i s m more evident than 

i n d i v i s i o n a l i s e d o r g a n i z a t i o n s where the v e r y e x i s t e n c e of a corporate 

o f f i c e , supported by i t s attendant s t a f f f u n c t i o n a r i e s , i s s u s t a i n e d by 

the p r i n c i p l e of c e n t r a l planning designed to ensure t h a t the whole 

o r g a n i z a t i o n grows i n an o r d e r l y and c o n s i s t e n t manner. However, the 

extent to which s e p a r a t i s m occurs w i l l v ary from one d i v i s i o n a l i s e d 

o r g a n i z a t i o n to another, and depends on f a c t o r s ranging from the 

p h i l o s o p h i c a l p r o p e n s i t y of corporate z e a l o t s to be i n v o l v e d s u b s t a n t i a l l y 

i n d i v i s i o n a l planning to the a b i l i t y and w i l l of d i v i s i o n a l managers to 

a c t u a l l y want to p a r t i c i p a t e i n planning the c h a l l e n g e s of t h e i r 

d i v i s i o n . 

I t i s c l e a r then that when one examines the d e s i r a b i l i t y of corporate 

or d i v i s i o n a l management's involvement i n the planning of some 

organization-wide c h a l l e n g e s , a s i t u a t i o n a l approach i s more ap p r o p r i a t e . 

I n other words, r a t h e r than f o c u s i n g on the d e s i r a b i l i t y of p a r t i c i p a t i o n , 

per se, i t i s more s a l i e n t to focus on the l e v e l of p a r t i c i p a t i o n t h a t i s 

p e r c e i v e d to be appropriate, and h e l d to be d e s i r a b l e , by the p o t e n t i a l 

p a r t i c i p a n t s concerned. The wisdom of t a k i n g i n t o c o n s i d e r a t i o n the 

a s p i r a t i o n s and a p t i t u d e of i n d i v i d u a l s before s t i p u l a t i n g the scope 

f o r p a r t i c i p a t i o n i s best underscored by the c a r d i n a l r u l e of the 

expectancy theory which s t r e s s e s t h a t , 
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"An i n d i v i d u a l must b e l i e v e t h a t h i s e f f o r t s should produce 

performance; t h a t i s , i f he t r i e s he can do i t , the s i t u a t i o n i s 

one i n which i t i s p o s s i b l e to do i t , and he has the a b i l i t y to 
(39) 

do i t " v 

To f u r t h e r s u b s t a n t i a t e t h i s p o i n t , l e t us examine T a b l e 8-7. From i t 

we can see t h a t the l e v e l s of p a r t i c i p a t i o n t h a t a r e p e r c e i v e d to be 

d e s i r a b l e vary amongst the f o c a l f i r m s s t u d i e d . More important, seek i n g 

f u l l p a r t i c i p a t i o n , as when the "broad plans and problems of the company 

as a whole a r e presented to the d i v i s i o n a l management i n v o l v e d and the 

o b j e c t i v e s f e l t to be best a r e then s e t j o i n t l y by the corporate and 
*7 

d i v i s i o n a l managements through group p a r t i c i p a t i o n and d i s c u s s i o n " 

does not appear to be the aim of the f i r m s . T h e r e f o r e , 
P r o p o s i t i o n 30 

F u l l p a r t i c i p a t i o n i n planning the o r g a n i z a t i o n - w i d e c h a l l e n g e s of a 

d i v i s i o n i s not sought by i t s o p e r a t i o n a l managers. I n s t e a d , s e l e c t e d 

p a r t i c i p a t i o n , contingent upon the a p t i t u d e , and a s p i r a t i o n s of the 

managers, i s more evid e n t i n the firms s t u d i e d . 

A c c e p ting then t h a t t h e r e a r e i n d i v i d u a l s who a r e high i n a u t h o r i t a r i a n i s m 

and low i n needs f o r independence t h a t i s , those who do not 

respond w e l l to having t h e i r j o b s e n r i c h e d w i t h new r e s p o n s i b i l i t y f o r 

p a r t i c i p a t i o n i n planning and decision-making, what i m p l i c a t i o n s a r e 

apparent should more p a r t i c i p a t i v e r e s p o n s i b i l i t i e s be d e s i r e d than i s 

a c t u a l l y permitted? To answer t h i s query, l e t us f i r s t e s t a b l i s h the 

" P a r t i c i p a t i v e D i f f e r e n t i a l " f o r the three f o c a l f i r m s . T h i s i s a 

simple term i n t r o d u c e d to denote the d i f f e r e n c e between the l e v e l of 

p a r t i c i p a t i o n t h a t i s a c t u a l l y p r a c t i s e d and the l e v e l which i s regarded 

as d e s i r a b l e by the members concerned. From T a b l e 8-7, we can see t h a t 
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the p a r t i c i p a t i v e d i f f e r e n t i a l f o r f i r m ALPHA i s n e g l i g i b l e and 

i n s i g n i f i c a n t , i s s i g n i f i c a n t (p<.025) f o r f i r m BETA, and s u b s t a n t i a l l y 

s i g n i f i c a n t (p£.005) f o r f i r m SIGMA. 

Next, i n t r a c i n g the e f f e c t s of such p a r t i c i p a t i v e d i f f e r e n t i a l upon 

the f o r m a l i s a t i o n i n t e r a c t i o n s between the cor p o r a t e and d i v i s i o n a l 

managements, the matching between the number of d i v i s i o n a l managers who 

p e r c e i v e d t h a t they should be i n v o l v e d and the a c t u a l number of whom 

the corporate o f f i c e r s a c t u a l l y s t i p u l a t e should be i n v o l v e d was f i r s t 

examined. As can be seen from the a n a l y s i s as recorded i n Table 8-1, 

the d i f f e r e n c e i s g r e a t e s t f o r f i r m SIGMA (-44%), l e s s f o r f i r m BETA 

(-15%) and l e a s t f o r f i r m ALPHA ( + 7 % ) . I n t e r e s t i n g l y , these f i g u r e s 

i n d i c a t e t h a t firms BETA and SIGMA which have s i g n i f i c a n t p a r t i c i p a t i v e 

d i f f e r e n t i a l s , t h a t i s , a higher l e v e l of d i v i s i o n a l p a r t i c i p a t i o n i s 

d e s i r e d than i s a c t u a l l y p r a c t i s e d , have a l s o a g r e a t e r number of 

d i v i s i o n a l managers p e r c e i v i n g t h a t they should be i n v o l v e d i n the 

f o r m a l i s a t i o n i s s u e than the number of managers t h a t the corporate 

o f f i c e r s a c t u a l l y h e l d as a p p r o p r i a t e . 

I n a d d i t i o n , when the p r o p o r t i o n of a c t u a l f o r m a l i s a t i o n e x p e c t a t i o n s 

t h a t i s h e l d by corporate and d i v i s i o n a l managements of each other i s 

computed ( s e e T a b l e 8-10) f i r m ALPHA emerged as the f i rm w i t h the most 

i n t e n s i v e i n t e r a c t i o n between the two management groups ( 6 . 0 9 ) , f i r m 

BETA emerged w i t h the next most i n t e n s i v e i n t e r a c t i o n ( 5 . 5 0 ) , and f i r m 

SIGMA emerged w i t h the lowest i n t e r a c t i o n ( 4 . 6 3 ) . 

From these a n a l y s e s i t i s c l e a r t h a t h igh e x t e n s i t y matching and 

i n t e r a c t i o n i n t e n s i t y a r e a s s o c i a t e d w i t h low p a r t i c i p a t i v e d i f f e r e n t i a l . 

More important, three outcomes are l i k e l y when the a p p r o p r i a t e scone of 

i n t e r a c t i o n , as i s d e s i r e d by the d i v i s i o n managers, i s not conducted. 
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F i r s t l y , the r a t i o n a l e of p a r t i c i p a t i o n i n the p l a n n i n g of o r g a n i z a t i o n -

wide c h a l l e n g e s i s t h a t because d i v i s i o n a l i n d i v i d u a l s and s m a l l groups 

are more i n t i m a t e l y i n v o l v e d w i t h environmental changes, they can, w i t h 

g r e a t immediacy and a c c u r a c y , provide a planning p r o c e s s w i t h i n f o r m a t i o n 

and judgments r e g a r d i n g l o c a l systems. I n c o r p o r a t i n g t h i s f u n c t i o n 

throughout the range of the planning domain provides the whole w i t h 

the a d a p t i v e n e s s and v i t a l i t y of the aggregrate of l o c a l system 

a d a p t i v e n e s s and v i t a l i t y . However, before t h i s c o u p l i n g synergy can 

be achieved, the a p p r o p r i a t e e x t e n s i v e n e s s of l i n k s must be e s t a b l i s h e d 

and the a p p r o p r i a t e i n t e n s i v e n e s s of what E t z i o n i terms " c o l l e c t i v e 
(41) 

r e a l i t y t e s t i n g " by the p a r t i c i p a n t s , t h a t i s , the d i s p o s a l of 

o b s o l e t e i n f o r m a t i o n and acceptance of new ones, must be undertaken 

through them. C l e a r l y , as d i s c u s s e d e a r l i e r , the p a r t i c i p a t i v e 

d i f f e r e n t i a l s which e x i s t i n firms BETA and SIGMA have prevented the 

a p p r o p r i a t e scope of i n t e r a c t i o n to occur. The reason f o r t h i s s t a t e 
(42) 

i s as Machin and Wilson have warned. 

"No amount of broad statements on a top management corporate p l a n 

about what i s expected can a c t u a l l y provide d e t a i l e d guidance i n 

r e s p e c t of the i n t e r a c t i o n t h a t happens between f u n c t i o n s a t the 

bottom of the o r g a n i z a t i o n . " 

Secondly, i n f a i l i n g to conduct the a p p r o p r i a t e scope of i n t e r a c t i o n and 

thus, o b t a i n i n g a c l e a r e r understanding of how the s t r a t e g i c framework, 

w i t h i n which i n d i v i d u a l work r e s p o n s i b i l i t i e s a r e designed and nested, 

i s d e r i v e d a t , the d i v i s i o n a l management p r o g r e s s i v e l y tends to 

underrate the importance of the f o r m a l i s a t i o n i s s u e f o r t h e i r work 

performance. As can be seen from T a b l e 8-11, the importance l e v e l which 

d i v i s i o n a l management a s c r i b e s to the f o r m a l i s a t i o n i s s u e f o r t h e i r own 

work performance i s h i g h e s t f o r f i r m ALPHA (3.71) which a l s o e x p e r i e n c e s 
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n e g l i g i b l e p a r t i c i p a t i v e d i f f e r e n t i a l , the best match i n t e r a c t i o n 

extensity, and the most i n t e n s i v e i n t e r a c t i o n between i t s two 

management groups. I n c o n t r a s t , firms BETA and SIGMA which have 

s i g n i f i c a n t p a r t i c i p a t i v e d i f f e r e n t i a l s , mismatch of i n t e r a c t i o n 

e x t e n s i t y and lower i n t e n s i t y of i n t e r a c t i o n , have r a t e d the importance 

of the f o r m a l i s a t i o n i s s u e f o r the work performance of t h e i r d i v i s i o n a l 

managers a t a lower l e v e l , t h a t i s , a t the 2.94 and 2.75 l e v e l , 

r e s p e c t i v e l y . A p o t e n t i a l danger of such l a c k of a p p r e c i a t i o n of the 

importance of the f o r m a l i s a t i o n i s s u e to t h e i r work performance i s the 

eve n t u a l evolvement of a c o g n i t i v e s c r e e n which prevents s i t u a t i o n s a t 

l o c a l work l e v e l which may endanger some master p l a n s from being n o t i c e d 

and r a i s e d to the a t t e n t i o n of those a t the corporate l e v e l . 

T h i r d l y , i n as much as " p a r t i c i p a t i o n i n a complex s o c i a l system i s 

ne c e s s a r y to develop and m a i n t a i n a sense of i d e n t i t y by e x p e r i e n c i n g 
(43) 

o n e s e l f as potent and d i r e c t e d " , the f a i l u r e to b r i n g about 

ap p r o p r i a t e scope of p a r t i c i p a t i v e i n t e r a c t i o n may c r e a t e amongst 

d i v i s i o n a l managers a pseudo-conviction of i n c a p a b i l i t y and unworthiness 

i n s o f a r as the management of the f o r m a l i s a t i o n i s s u e i s concerned. As a 

production manager of d i v i s i o n Sigma a p a t h e t i c a l l y e x p r e s s e s , 

"Planning and p o l i c y formulation i s an e s o t e r i c p r i v i l e g e of the 

cen t r e as f a r as we a r e concerned. We may see bugs i n the i m p r e s s i v e 

plans handed down to us once a year but then, i t i s not our doing. 

They ( c o r p o r a t e o f f i c e r s ) design those p l a n s on s e t s of assumptions 

which I am sure a r e d i f f e r e n t and do not i n t e r l o c k w i t h those which 

our work i s based. Maybe i t i s a good t h i n g , they get on w i t h 

planning as they a r e experts i n those matters and we get on w i t h 

doing .... (pause to t h i n k ) maybe I am wrong i n s a y i n g t h a t , 

I don't know. We a r e r e q u i r e d to work a c c o r d i n g to those p l a n s 

and we do a l l we can". 
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F o l l o w i n g these d i s c u s s i o n s , the f o l l o w i n g p r o p o s i t i o n s are i n order: 

P r o p o s i t i o n 31 

The p a r t i c i p a t i v e d i f f e r e n t i a l p r ovides a s i t u a t i o n a l i n d i c a t o r of the 

l e v e l of p a r t i c i p a t i o n which i s a p p r o p r i a t e f o r a f i r m . Thus, the lower 

the d i f f e r e n t i a l , the l e s s e r i s the d i f f e r e n c e between the a c t u a l and 

d e s i r e d l e v e l of p a r t i c i p a t i o n which i s sought by d i v i s i o n a l managers 

i n planning t h e i r o rganization-wide c h a l l e n g e s . 

P r o p o s i t i o n 32 

A p a r t i c i p a t i v e d i f f e r e n t i a l a f f e c t s the scope of f o r m a l i s a t i o n 

i n t e r a c t i o n s between corporate and d i v i s i o n a l managements. Thus, the 

higher the p a r t i c i p a t i v e d i f f e r e n t i a l , the g r e a t e r w i l l be the mismatch 

of i n t e r a c t i o n e x t e n s i t y and the l e s s e r w i l l be the i n t e n s i t y of 

i n t e r a c t i o n t h a t a r e connected w i t h the f o r m a l i s a t i o n i s s u e . 

P r o p o s i t i o n 33 

The adequacy of the scope of f o r m a l i s a t i o n i n t e r a c t i o n a f f e c t s the 

adaptiveness and v i t a l i t y of the d i v i s i o n and u l t i m a t e l y , of the whole 

f i r m . Thus, the g r e a t e r the matching of i n t e r a c t i o n e x t e n s i t y and the 

g r e a t e r the i n t e n s i t y of i n t e r a c t i o n , the more adaptive and v i t a l w i l l 

be the d i v i s i o n and the f i r m . 

P r o p o s i t i o n 34 

The adequacy of the scope of f o r m a l i s a t i o n i n t e r a c t i o n a f f e c t s the 

importance which d i v i s i o n a l managers view the f o r m a l i s a t i o n i s s u e f o r 

t h e i r work performance. Thus, the g r e a t e r the matching of i n t e r a c t i o n 

e x t e n s i t y and the g r e a t e r the i n t e n s i t y of i n t e r a c t i o n , the more 

c o g n i t i v e w i l l d i v i s i o n a l managers be of the importance of the 

f o r m a l i s a t i o n i s s u e for t h e i r work performance. 



228 

P r o p o s i t i o n 35 

The extent which d i v i s i o n a l management f o r e s e e s the importance of the 

f o r m a l i s a t i o n i s s u e for t h e i r work performance a f f e c t s t h e i r c o g n i t i v e 

a l e r t n e s s and r e a d i n e s s to d e t e c t l o c a l work s i t u a t i o n s which a r e 

d e t r i m e n t a l to some organization-wide c h a l l e n g e s . Thus, the more the 

d i v i s i o n a l managers f o r e s e e the f o r m a l i s a t i o n i s s u e as important to 

t h e i r work performance, the more a l e r t and ready they a r e to d e t e c t and 

r a i s e a t t e n t i o n to work s i t u a t i o n s which a r e d e t r i m e n t a l to some 

orgs.nization-wide c h a l l e n g e s . 

P r o p o s i t i o n 36 

The adequacy of the scope of f o r m a l i s a t i o n i n t e r a c t i o n a f f e c t s the sense 

of a b i l i t y , worth and i d e n t i t y of d i v i s i o n a l managers. Thus, the 

g r e a t e r the matching of i n t e r a c t i o n e x t e n s i t y and the g r e a t e r the 

i n t e n s i t y of i n t e r a c t i o n , the more w i l l d i v i s i o n a l managers f e e l a b l e 

to manage the f o r m a l i s a t i o n i s s u e , regard the u n d e r l y i n g purpose as 

meaningful and worthwhile and i d e n t i f y w i t h the r e s u l t a n t o r g a n i z a t i o n -

wide c h a l l e n g e s . 

3. O p e r a t i o n a l i s a t i o n 

The aim of t h i s s e c t i o n i s to a n a l y s e the concluding i s s u e i n v o l v e d i n 

absorbing and t r a n s l a t i n g e x t e r n a l t h r e a t s and o p p o r t u n i t i e s i n t o 

organization-wide c h a l l e n g e s . I n the previous s e c t i o n , we have examined 

how the organization-wide c h a l l e n g e s have been f o r m a l i s e d by the 

c o - o p e r a t i v e e f f o r t of both cor p o r a t e o f f i c e r s and d i v i s i o n a l managers. 

Our task now i s to i n v e s t i g a t e the manner which these management groups 

i n t e r a c t to o p e r a t i o n a l i z e such c h a l l e n g e s , t h a t i s , to b r i n g about 

t h e i r f u l f i l m e n t by r e v i s i n g and s e t t i n g f o r the whole o r g a n i z a t i o n i t s 

major d e c i s i o n framework, syste m i c o r i e n t a t i o n and s t r u c t u r a l morphology. 

(44, 45) 
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Outwardly, the m a n i f e s t a t i o n of t a c k l i n g t h i s o p e r a t i o n a l i s a t i o n i s s u e 
i s the s t i p u l a t i o n and enforcement of broad scope and l i m i t s which 
o r g a n i z a t i o n a l a c t i v i t i e s , r e s o u r c e movements and u t i l i s a t i o n , and 
i n t e r p e r s o n a l behaviour should a p p r o p r i a t e l y abide by and occur w i t h i n 
(key a c t i o n a r e a p o l i c y implementation). 

( i ) Corporate Share of E x e c u t i v e R e s p o n s i b i l i t y 

I t i s strange t h a t although a voluminous amount has been w r i t t e n about 

the need f o r lower l e v e l management to p a r t i c i p a t e i n the planning and 

formulation of organization-wide c h a l l e n g e s , h a r d l y any s y s t e m a t i c a l l y 

r e s e a r c h e d m a t e r i a l s can be found which provide a comprehensive account 

of the extent which top management should p a r t i c i p a t e i n the e x e c u t i o n 

and enforcement of such c h a l l e n g e s . Thus, w h i l s t d e c e n t r a l i s a t i o n of 

decision-making to d i v i s i o n a l managers has been e x t e n s i v e l y covered, 

the s h a r i n g of e x e c u t i v e r e s p o n s i b i l i t i e s by corporate o f f i c e r s has 

only been marked by a d i s t u r b i n g p a u c i t y . 

T h e r e f o r e , our f i r s t task i s to examine the extent of corporate 

involvement i n e x e c u t i v e matters t h a t i s h e l d to be a p p r o p r i a t e and 

d e s i r a b l e by the d i v i s i o n a l managers of the three f o c a l f i r m s . R e f e r r i n g 

to T a b l e s 8-1 and 8-2, we can observe, u s i n g the measures of the 

e x t e n s i t y and i n t e n s i t y of a c t u a l e x p e c t a t i o n s t h a t a r e h e l d of corp o r a t e 

o f f i c e r s i n connection w i t h the o p e r a t i o n a l i s a t i o n i s s u e , t h a t d i v i s i o n a l 

management c l e a r l y i n d i c a t e d t h a t they would want corporate involvement 

i n the e x e c u t i o n and enforcement of p o l i c i e s which a r e p r e s c r i b e d f o r 

t h e i r d i v i s i o n s . More s p e c i f i c a l l y , the management of d i v i s i o n Sigma 

i n d i c a t e d the s t r o n g e s t d e s i r e f o r corporate involvement as the 

o p e r a t i o n a l i s a t i o n e x p e c t a t i o n was h e l d of 71% of corporate o f f i c e r s 

and the pro p o r t i o n of such e x p e c t a t i o n was h e l d a t the 3.04 l e v e l . 
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The management of d i v i s i o n Alpha p r o j e c t e d themselves as bearing the 

next s t r o n g e s t d e s i r e for corporate involvement i n the ex e c u t i o n of 

p o l i c i e s by holding the o p e r a t i o n a l i s a t i o n e x p e c t a t i o n of 53% of 

corporate o f f i c e r s and the p r o p o r t i o n of such e x p e c t a t i o n was h e l d a t 

the 2.20 l e v e l . I n c o n t r a s t , d i v i s i o n Beta has the lowest d e s i r e f o r 

corporate involvement i n e x e c u t i v e matters as the o p e r a t i o n a l i s a t i o n 

e x p e c t a t i o n was only h e l d of 417« of corporate o f f i c e r s and the 

pr o p o r t i o n of such e x p e c t a t i o n was h e l d a t the 2.18 l e v e l . 

Next, to t r a c e the p r e c i s e a r e a s where the corporate o f f i c e r s a r e 

i n v o l v e d o p e r a t i o n a l l y as they seek to implement d i v i s i o n a l p o l i c i e s , 

Q.16 and Q.17 (Appendix 11) were designed and a d m i n i s t e r e d to the 

respondents. The former que s t i o n a s c e r t a i n s the extent of corporate 

involvement i n making o p e r a t i o n a l d e c i s i o n s p e r t a i n i n g to s a l e s , product-

mix, p r o d u c t - q u a l i t y standards, p r o d u c t i o n - e f f i c i e n c y standards, 

manpower needs, s e l e c t i o n of e x e c u t i v e personnel and e x e c u t i v e performance 

a p p r a i s a l systems. The l a t t e r q u e s t i o n e s t a b l i s h e s whether corporate 

involvement i n eleven key d i v i s i o n a l f u n c t i o n s i s of a p o l i c y s e t t i n g 

k i n d , t h a t i s , a d v i s i n g and p r o v i d i n g b a s i c approaches, or of an a c t i v e 

and o p e r a t i n g k i n d . The r e s u l t s of these two questions a r e compiled 

and presented as T a b l e s 8-8 and 8-12, r e s p e c t i v e l y . 

From these two t a b l e s , one can see th a t none of the de p i c t e d a c t i v i t i e s 

or f u n c t i o n s i s the e x c l u s i v e e x e c u t i v e r e s p o n s i b i l i t y of d i v i s i o n a l 

management. More important, an a s s o c i a t i o n between the extent which 

cor p o r a t e o f f i c e r s a r e expected by d i v i s i o n a l managers to be i n v o l v e d 

i n o p e r a t i o n a l i z i n g the organization-wi d e c h a l l e n g e s and t h e i r a c t i v e 

involvement i n key f u n c t i o n s i s apparent when the c o n c l u s i o n drawn 

e a r l i e r from T a b l e s 8-1 and 8-2 i s a n a l y s e d a g a i n s t the f i n d i n g s of 

T a b l e s 8-8 and 8-12. Thus, from Table 8-8, one can de t e c t t h a t 
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corporate involvement i n making o p e r a t i o n a l d e c i s i o n s i s h i g h e s t f o r 

d i v i s i o n Sigma ( 1 . 5 5 ) , next h i g h e s t f o r d i v i s i o n Alpha (1.40) and lowest 

fo r d i v i s i o n Beta ( 1 . 1 7 ) . L i k e w i s e , when examining Table 8-12, corporate 

involvement i n key f u n c t i o n s of d i v i s i o n Sigma appears to be of a h i g h l y 

a c t i v e and o p e r a t i n g k i n d ( 1 . 7 1 ) , followed next by corporate involvement 

i n d i v i s i o n Alpha which i s of a moderately a c t i v e and o p e r a t i n g k i n d (1.66) 

and l a s t l y by corporate involvement i n d i v i s i o n Beta which i s of a l e a s t 

a c t i v e and operating k i n d ( 1 . 3 8 ) . The best e x p l a n a t i o n obtained f o r t h i s 

connection between a high corporate r e s p o n s i b i l i t y i n e x e c u t i n g 

d i v i s i o n a l p o l i c i e s and the high corporate o p e r a t i o n a l involvement i n 

key d i v i s i o n a l f u n c t i o n s comes from the commercial d i r e c t o r of firm 

SIGMA. 

"We a t the corporate l e v e l take a keen i n t e r e s t i n s e e i n g t h a t those 

p o l i c i e s which we l a y down w i l l a c t u a l l y be adhered to. Some have 

argued that a w e l l designed budgetary c o n t r o l system w i l l be a b l e 

to a c h i e v e t h a t , and yet g i v e people i n the o p e r a t i n g u n i t s the 

autonomy to run t h e i r own show and c o n t r i b u t e to what our i n d u s t r i a l 

psychology c o n s u l t a n t s have p e d a n t i c a l l y termed t h e i r ' i n c r e a s i n g 

r e t u r n s l e a r n i n g curve' and ' s e l f - a c t u a l i s a t i o n ' . Not t h a t we don't 

b e l i e v e i n the reasonings of such an approach, but i t i s j u s t t h a t 

from experience we f e e l t h a t the s u r e s t route to implementing 

p o l i c i e s i s to do i t y o u r s e l f and be p a r t i c u l a r l y w a t c h f u l of t h e i r 

a p p l i c a t i o n i n c r i t i c a l f u n c t i o n a l a r e a s . T h i s way, t h i n g s get done 

s p e e d i l y and we minimize c o n f l i c t i n g argument of one p a r t y l o s i n g 

out to another as a r e s u l t of c e r t a i n p o l i c i e s . You see, we 

e x e r c i s e our o v e r r i d i n g a u t h o r i t y to enforce them and i f need be, 

we can make immediate s u r g i c a l r e p a i r s to f a u l t y p a r t s of p o l i c i e s 

a t the p o i n t of a p p l i c a t i o n " . 
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Upon f u r t h e r probing of d i f f e r e n t a s p e c t s of t h i s c o n v e r s a t i o n the 

w r i t e r was a b l e to draw t h r e e b a s i c reasons to e x p l a i n why the 

implementation of p o l i c i e s r e q u i r e s the s h a r i n g of e x e c u t i v e 

r e s p o n s i b i l i t y i n key d i v i s i o n a l o p e r a t i o n s ' 

- F i r s t l y , when there i s a need to expedite the implementation of 

p o l i c i e s which a r e urgent. I t seems that corporate i n t e r v e n t i o n 

i n such circumstances w i l l c r e a t e an aura of exigency to r a l l y 

c o ncerted e f f o r t s toward the implementation of c r u c i a l p o l i c i e s . 

T h i s form of corporate e x e c u t i v e i n t e r v e n t i o n i s most evident, f o r 

i n s t a n c e , i n d i v i s i o n a l p r o f i t c r i s . s s i t u a t i o n s caused by, say, 

low p r o d u c t i v i t y which r e q u i r e s the immediate implementation of new 

p o l i c i e s to revamp manufacturing p r o c e s s e s and methods. Another 

common s i t u a t i o n which prompts f o r corporate i n t e r v e n t i o n i s during 

pe r i o d s of damaging i n d u s t r i a l u n r e s t which r e q u i r e the implementation 

of r e v i s e d p o l i c i e s to improve labour r e l a t i o n s . 

- Secondly, when there i s a need to o v e r r u l e o p p o s i t i o n and 

p r o c r a s t i n a t i o n i n implementing c o n t r o v e r s i a l p o l i c i e s which s e r v e 

the i n t e r e s t s of one p a r t y more than another. For example, when 

corporate o f f i c e r s i n t e r v e n e i n s i t u a t i o n s where the p o l i c y c a l l i n g 

f o r r a p i d customer s a t i s f a c t i o n i n a v a r i e t y of product l i n e s has 

r e s u l t e d i n o p p o s i t i o n from the production department as i t s 

manufacturing runs w i l l l o s e c o n t i n u i t y and e f f i c i e n c y of s c a l e . 

- T h i r d l y , when there i s a need f o r f l e x i b i l i t y i n implementing as y e t 

u n t r i e d p o l i c i e s . For i n s t a n c e , i n implementing a p o l i c y on f l e x i b l e 

working hours amongst lower l e v e l manufacturing employees, c l o s e 

corporate involvement i s u s e f u l to s w i f t l y modify or abandon any 

i m p r a c t i c a l p a r t s of the p o l i c y before widespread chaos can be caused. 

Remembering t h a t major p o l i c i e s a r e u s u a l l y i n t r o d u c e d or r e v i s e d 
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once a year, t h i s g r a s s - r o o t corporate involvement i s s e n s i b l e to 

prevent prolonged and w a s t e f u l d i s r u p t i o n s to o r g a n i z a t i o n a l r o u t i n e s . 

Having e s t a b l i s h e d t h a t corporate involvement i n a c t i v e implementation 

of p o l i c i e s i s not shunned by d i v i s i o n a l management and a l s o the main 

reason f o r corporate management to p a r t i c i p a t e i n o p e r a t i o n a l m a t t e r s , 

the w r i t e r proceeded to a s c e r t a i n how s u c c e s s f u l l y corporate managenent 

have been ab l e to perform such e x e c u t i v e t a s k s . To ac h i e v e t h i s i n s i g h t , 

the views of d i v i s i o n a l managers as to how s a t i s f i e d they a r e of 

corporate f u l f i l m e n t of t h e i r a c t u a l o p e r a t i o n a l i s a t i o n e x p e c t a t i o n s as 

w e l l as the corporate o f f i c e r s ' p e r c e p t i o n of t h e i r own performance to 

such e x p e c t a t i o n s were procured. T h e i r views a r e compiled and presented 

i n Table 8-13. As the d i f f e r e n c e i n t h e i r views was not found to be 

s t a t i s t i c a l l y s i g n i f i c a n t , and i n order to o b t a i n a more o b j e c t i v e 

assessment of the corp o r a t e o f f i c e ' s s u c c e s s i n f u l f i l l i n g t h e i r 

e x e c u t i v e r o l e , the views of the d i v i s i o n a l management were s i n g l e d out 

f o r a n a l y s i s and d i s c u s s i o n . A c c o r d i n g l y , i t emerged t h a t the corporate 

o f f i c e of f i r m SIGMA was most s u c c e s s f u l i n performing t h e i r e x e c u t i v e 

f u n c t i o n ( 3 . 6 0 ) , followed next i n the l e v e l of s u c c e s s f u l performance 

by the corporate o f f i c e of f i r m ALPHA (3.33) and l a s t l y by the corporate 

o f f i c e of fi r m BETA ( 3 . 0 0 ) . 

I n comparing t h i s a n a l y s i s and those p r e v i o u s l y d e s c r i b e d , i t appears 

t h a t the more e x t e n s i v e l y and i n t e n s i v e l y corporate o f f i c e r s a r e i n v o l v e d 

i n the execution of d i v i s i o n a l p o l i c i e s and r e l a t e d o p e r a t i o n a l t a s k s , 

the more s u c c e s s f u l they a r e i n c a r r y i n g out such f u n c t i o n . The reason 

f o r t h i s a s s o c i a t i o n i s , as i t t r a n s p i r e d from i n t e r v i e w c o n v e r s a t i o n s 

w i t h the respondents, t h a t as corporate o f f i c e r s a r e more i n v o l v e d i n 

such e x e c u t i v e r o l e , they tend to become more f a m i l a r and s k i l f u l i n 

d i s c h a r g i n g the t a s k s i n v o l v e d . To summarize our d i s c u s s i o n s so f a r , 
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the f o l l o w i n g p r o p o s i t i o n s are presented: 

P r o p o s i t i o n 37 

The o p e r a t i o n a l i s a t i o n of organization-wide c h a l l e n g e s r e q u i r e s the 

implementation of broad d i v i s i o n a l p o l i c i e s by corporate o f f i c e r s 

through t h e i r p a r t i c i p a t i o n i n e x e c u t i n g key d i v i s i o n a l d e c i s i o n s and 

f u n c t i o n a l o p e r a t i o n s . The major reasons f o r such e x e c u t i v e involvement 

can be summarized as seeking to expedite the implementation of urgent 

p o l i c i e s , to o v e r r u l e o p p o s i t i o n s to c o n t r o v e r s i a l p o l i c i e s and to 

a c h i e v e p o l i c y f l e x i b i l i t y and c o n t i n u i t y . 

P r o p o s i t i o n 38 

The amplitude of corporate p a r t i c i p a t i o n i n the o p e r a t i o n a l i s a t i o n of 

organization-wide c h a l l e n g e s determines the s a t i s f a c t o r i n e s s of i t s 

f u l f i l m e n t . Thus, the more e x t e n s i v e and i n t e n s i v e i s corporate 

p a r t i c i p a t i o n i n o p e r a t i o n a l i z i n g the o r g a n i z a t i o n - w i d e c h a l l e n g e s , 

the more f a m i l a r , s k i l f u l and s a t i s f a c t o r y w i l l corporate management be 

i n f u l f i l l i n g t h i s r o l e . 

( i i ) F o r m a l i s a t i o n and O p e r a t i o n a l i s a t i o n C o n t r o l -
A Non-Zero Sum P e r s p e c t i v e 

So f a r we have e s t a b l i s h e d the circumstances where corporate o f f i c e r s ' 

p a r t i c i p a t i o n i n the o p e r a t i o n a l i s a t i o n of o r g a n i s a t i o n - w i d e c h a l l e n g e s 

tend to a l s o i n v o l v e them i n the o p e r a t i o n a l a f f a i r s of t h e i r d i v i s i o n s . 

I n a d d i t i o n , we have a l s o shown t h a t the more i n v o l v e d they a r e i n such 

e x e c u t i v e m a t t e r s , the more s a t i s f a c t o r y they become i n performing them. 

These f i n d i n g s c l e a r l y p r esent an a n a c h r o n i s t i c dilemma f o r the 

c o n v e n t i o n a l a t t i t u d e toward management c o n t r o l . On the one hand, i t i s 

deemed a d v i s a b l e t h a t d i v i s i o n a l managers should have a b s o l u t e e x e c u t i v e 

power i f they a r e to be h e l d wholly accountable f o r t h e i r performance. 

Yet, on the other hand, the need for s h a r i n g e x e c u t i v e power w i t h 

corporate u t H c c r s appears j u s t i f i e d and irom the opinions of d i v i s i o n a l 
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managers, even d e s i r a b l e . Furthermore, t h i s dilemma i s exacerbated by 

the apparent l i n e a r i t y between the s u c c e s s f u l employment of such 

e x e c u t i v e power by the corporate o f f i c e r s to the amount of e x e c u t i v e 

power t h a t i s a c t u a l l y wielded by them. 

I n an attempt to d i s c o v e r whether such l o s s of e x e c u t i v e power by the 

d i v i s i o n a l managers may be a s s o c i a t e d to or indeed, compensated by a 

corresponding gain i n l e g i s l a t i v e power, as when i n t e r a c t i o n s between 

the corporate and d i v i s i o n a l managements over the f o r m a l i s a t i o n i s s u e 

take on a more e x t e n s i v e and i n t e n s i v e pace, the Spearman Rank 

C o r r e l a t i o n C o - e f f i c i e n t T e s t was computed between p a i r e d items of the 

f o r m a l i s a t i o n and o p e r a t i o n a l i s a t i o n v a r i a b l e s . From the r e s u l t s as 

compiled i n Table 8-14, we can immediately n o t i c e the f o l l o w i n g s e t s of 

c o r r e l a t i o n s which a re germane to our i n v e s t i g a t i o n . 

1. I n f i r m s ALPHA and BETA, a v e r y strong p o s i t i v e c o r r e l a t i o n between 

a high i n t e n s i t y of f o r m a l i s a t i o n i n t e r a c t i o n and a high i n t e n s i t y 

of o p e r a t i o n a l i s a t i o n i n t e r a c t i o n (p<.05). 

2. I n firms BETA and SIGMA, a ve r y strong p o s i t i v e c o r r e l a t i o n between 

a high e x t e n s i t y of f o r m a l i s a t i o n i n t e r a c t i o n and a high e x t e n s i t y 

of o p e r a t i o n a l i s a t i o n i n t e r a c t i o n (p<. 0 5 ) . 

3. I n f i r m SIGMA, a very strong p o s i t i v e c o r r e l a t i o n between a high 

e x t e n s i t y of f o r m a l i s a t i o n i n t e r a c t i o n and a high i n t e n s i t y of 

o p e r a t i o n a l i s a t i o n i n t e r a c t i o n (p<.01) 

These c o r r e l a t i o n s , t h e r e f o r e , permit us to suggest t h a t an i n c r e a s e i n 

the s h a r i n g of l e g i s l a t i v e power, t h a t i s , i n c r e a s e i n f o r m a l i s a t i o n 

i n t e r a c t i o n , i s l i n e a r l y r e l a t e d to an i n c r e a s e i n the s h a r i n g of 

e x e c u t i v e power, t h a t i s , i n c r e a s e i n o p e r a t i o n a l i s a t i o n i n t e r a c t i o n . 
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More important, i t i n d i c a t e s that i n s o f a r as the f o r m a l x s a t i o n and 

o p e r a t i o n a l i s a t i o n i s s u e s are concerned, they are not h e l d by the 

managements of the f o c a l firms to be an " e v e r y t h i n g " or "nothing" 

arrangement. The u n d e r l y i n g t h i n k i n g beneath t h i s w i l l i n g n e s s to trade 

the e x e c u t i v e and l e g i s l a t i v e power i s best summed up by the managing 

d i r e c t o r of d i v i s i o n Beta* 

"Strange t h a t we should touch on t h i s s u b j e c t ( t h e d i s t r i b u t i o n 

of e x e c u t i v e and l e g i s l a t i v e r e s p o n s i b i l i t i e s ) but f r a n k l y , we a r e 

not power-hungry or emotional about a c t i v e corporate involvement 

i n some of our o p e r a t i o n s . We work ve r y c l o s e l y i n the i n i t i a l 

p l anning and design of a l l the p o l i c i e s and p r o j e c t s which we have 

to embark on over the next one to f i v e y e a r s and so by the time we 

get to work on them, what needs to be done i s w e l l i r o n e d out and 

c l e a r i f corporate people can spare the time and energy to 

lend us a hand and work along j o i n t l y agreed l i n e s , we more than 

welcome them. B e s i d e s , I am a l s o the T e c h n i c a l D i r e c t o r a t the 

Group Board and so, we have v e r y good l i a i s o n w i t h c o r p o r a t e people 

and can k i c k a f u s s a t the h i g h e s t l e v e l i f they mess about or 

d i s r u p t our o p e r a t i o n s . " 

T h e r e f o r e , from t h i s c o n v e r s a t i o n , i t i s c l e a r t h a t f o r m a l i s a t i o n 

i n t e r a c t i o n has a compensatory e f f e c t which n e u t r a l i z e s any l o s s of 

o p e r a t i o n a l i s a t i o n a u t h o r i t y . I n other words, d i v i s i o n a l management 

appears not to o b j e c t to the s h a r i n g of t h e i r e x e c u t i v e r e s p o n s i b i l i t i e s 

p rovided corporate o f f i c e r s have an a c c u r a t e awareness of such 

r e s p o n s i b i l i t i e s and a r e a b l e to d i s c h a r g e them e f f i c i e n t l y . I n t h i s 

c o n t e x t , then, d i v i s i o n a l p a r t i c i p a t i o n i n the l e g i s l a t i v e p r o c e s s i s 

n e c e s s a r y because i t pr o v i d e s . 
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An opportunity to m u t u a l l y develop and consent to those n e c e s s a r y 

t a s k s or operations so t h a t no d i s p u t e s concerning t h e i r s p e c i f i c 

requirements or scope w i l l a r i s e when corporate o f f i c e r s assume 

r e s p o n s i b i l i t y for t h e i r accomplishment. 

An opportunity to v o i c e opinions on a r e a s where corporate 

involvement may prove most f e a s i b l e or e f f e c t i v e . 

An opportunity to r e c l a i m e x c l u s i v e e x e c u t i v e a u t h o r i t y should 

corporate o f f i c e r s prove i n c a p a b l e of d i s c h a r g i n g t h e i r e x e c u t i v e 

r e s p o n s i b i l i t i e s . 

The n e c e s s i t y of a c h i e v i n g s a t i s f a c t o r y i n t e r a c t i o n over such l e g i s l a t i v e 

p r o c e s s (fbrmalisation i n t e r a c t i o n ) p r i o r to the d i s t r i b u t i o n of 

e x e c u t i v e r e s p o n s i b i l i t i e s to corporate o f f i c e r s ( o p e r a t i o n a l i s a t i o n 

i n t e r a c t i o n ) i s a l s o r e f l e c t e d by the f o l l o w i n g s e t s of c o r r e l a t i o n s 

which are a l l e x t r a c t e d from Table 8-14. 

1. I n firms ALPHA and SIGMA, a very strong p o s i t i v e c o r r e l a t i o n between 

a high s a t i s f a c t i o n of f o r m a l i s a t i o n i n t e r a c t i o n and a h i gh 

s a t i s f a c t i o n of o p e r a t i o n a l i s a t i o n i n t e r a c t i o n (p<.05) 

2. I n firms BETA and SIGMA, a very strong p o s i t i v e c o r r e l a t i o n between 

a high i n t e n s i t y of f o r m a l i s a t i o n i n t e r a c t i o n and a high 

s a t i s f a c t i o n of o p e r a t i o n a l i s a t i o n i n t e r a c t i o n (p<.01 and p<JD5, 

r e s p e c t i v e l y ) . 

3. I n f i r m SIGMA, a v e r y s t r o n g p o s i t i v e c o r r e l a t i o n between a high 

e x t e n s i t y of f o r m a l i s a t i o n i n t e r a c t i o n and a high s a t i s f a c t i o n of 

o p e r a t i o n a l i s a t i o n i n t e r a c t i o n (p<.05). 
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Therefore; i n concluding t h i s d i s c u s s i o n , one can s t a t e that-

P r o p o s i t i o n 39 

The c o n t r o l of the f o r m a l i s a t i o n and o p e r a t i o n a l i s a t i o n i s s u e s i s not 

regarded as a zero-sum game by corporate or d i v i s i o n a l management. Thus, 

the l o s s of c o n t r o l by corporate management i n the f o r m a l i s a t i o n i s s u e 

i s compensated by a corresponding gain i n c o n t r o l i n the o p e r a t i o n a l i s a t i o n 

i s s u e . S i m i l a r l y , the l o s s of c o n t r o l by d i v i s i o n a l management i n the 

o p e r a t i o n a l i s a t i o n i s s u e i s compensated by a corresponding gain i n c o n t r o l 

i n the f o r m a l i s a t i o n i s s u e . 

P r o p o s i t i o n 40 

The s h a r i n g and accomplishment of d i v i s i o n a l e x e c u t i v e r e s p o n s i b i l i t i e s 

by corporate o f f i c e r s i s contingent on the o v e r r i d i n g o b j e c t i v e s , 

p o l i c i e s , and r e l a t e d o p e rations being m u t u a l l y planned by corporate 

and d i v i s i o n a l managements. Thus, the more o f t e n a p a r t i c i p a t i v e approach 

has been adopted to pl a n the o v e r r i d i n g o b j e c t i v e s , p o l i c i e s and r e l a t e d 

o p e r a t i o n s , the more o f t e n w i l l d i v i s i o n a l e x e c u t i v e r e s p o n s i b i l i t i e s be 

shared w i t h and be s a t i s f a c t o r i l y accomplished by corporate o f f i c e r s . 

TRANSLATION INTO SECTIONAL-TASK CHALLENGES 

I n the previous d i s c u s s i o n , we have t r a c e d and d e s c r i b e d the c o n t i n g e n c i e s 

which u n d e r l i e the primary a c t i v i t i e s undertaken by corporate and 

d i v i s i o n a l managements to cope w i t h e x t e r n a l t h r e a t s and o p p o r t u n i c i e s 

and to absorb them as org a n i z a t i o n - w i d e c h a l l e n g e s . We s h a l l now proceed 

f u r t h e r by i n v e s t i g a t i n g how such organization-wide c h a l l e n g e s are being 

transformed i n t o s p e c i f i c s e c t i o n a l - t a s k c h a l l e n g e s which a r e amenable 

to being disseminated to, and i d e n t i f i e d with, d i f f e r e n t f u n c t i o n a l groups 
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w i t h i n the o r g a n i z a t i o n . More im p o r t a n t l y , we s h a l l a s c e r t a i n whether 

the corporate managements' i n t e r e s t i n t h e i r d i v i s i o n s i s l i k e l y to 

continue and extend to t h i s t r a n s l a t i o n process and i f so, to d e f i n e 

the t r a n s l a t i o n i s s u e s which are of i n t e r e s t to them, the c i r c u m s t a n c e s 

which compel them to take such i n t e r e s t , and the i m p l i c a t i o n s of t h e i r 

i n t e r e s t for the e f f e c t i v e management of t h e i r d i v i s i o n s . T h i s p u r s u i t 

i s e s p e c i a l l y s a l i e n t when one c o n s i d e r s t h a t contemporary management 

l i t e r a t u r e appeares to have ground to a h a l t and to be content w i t h only 

uncovering the l i m i t s of corporate involvement i n the making of major and 

i - A • • f ,u • A- • • (27,28,29) minor p o l i c y d e c i s i o n s or t h e i r d i v i s i o n s • 

1. R a t i o n a l i s a t i o n 

As the g r a d a t i o n of organization-wide c h a l l e n g e s i n t o s p e c i f i c t a s k 

c h a l l e n g e s f o r v a r i o u s s e c t i o n s of the d i v i s i o n a l community n e c e s s i t a t e s 

the r a t i o n a l s e l e c t i o n of those t a s k s that a r e a p p r o p r i a t e and f e a s i b l e , 

we s h a l l commence by e s t a b l i s h i n g whether the a c t i v i t y of supplying 

t e c h n i c a l and managerial opinions p r i o r to making r a t i o n a l task c h o i c e s 

w i l l form a b a s i s f o r i n t e r a c t i v e l i n k s between cor p o r a t e o f f i c e r s and 

d i v i s i o n a l managers (Key a c t i o n area- c o n s u l t a t i o n ) . The purpose of 

s e c u r i n g t h i s i n s i g h t i s two-fold. 

F i r s t l y , to understand the scope of c o r p o r a t e - d i v i s i o n a l c o n s u l t a t i o n 

on t e c h n i c a l and managerial matters when the i n p u t , throughput and 

output domains of the d i v i s i o n are s u b j e c t e d to v a r y i n g s t a t e s of 

s t a b i l i t y . 

_ Secondly, to understand the i m p l i c a t i o n s u n d e r l y i n g the s t a t e of 

c o n s u l t a t i v e l i n k a g e which spans between corporate and d i v i s i o n a l 

managements i n the f o c a l f i r m s . 
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( i ) Input - Throughput - Output Domain S t a b i l i t y and 
The Scope of C o n s u l t a t i v e L i n k s 

I n Chapter 5, we have i n v e s t i g a t e d the s t a b i l i t y of the input and output 

domains by studying the s i g n i f i c a n c e of change i n competition l e v e l i n 

the f i r s t , second and t h i r d order t a s k environments ( s e e T a b l e s 5-2, 

5-3 & 5-4). From t h i s i n v e s t i g a t i o n , we have concluded that d i v i s i o n 

Beta has the most s t a b l e input and output domains, followed next by 

d i v i s i o n Alpha, and then by d i v i s i o n Sigma as i t has the l e a s t s t a b l e 

domains. 

As our concern i s with the evolvement of s e c t i o n a l - t a s k c h a l l e n g e s , the 

w r i t e r reasoned t h a t m order to a c h i e v e a r e a l i s t i c p e r s p e c t i v e of the 

o p e r a t i o n a l environment of d i v i s i o n a l management, the c o n d i t i o n of the 

throughput domain must a l s o be known. Thus, to o p e r a t i o n a l i z e and 

e s t a b l i s h the r e l a t i v e s t a b i l i t y of the throughput domain of the f o c a l 

d i v i s i o n s , Q.30 was designed and a d m i n i s t e r e d to a s c e r t a i n the r a p i d i t y 

of change i n d i v i s i o n a l manufacturing p r o c e s s e s and products as a r e s u l t 

of t e c h n o l o g i c a l advancement. I n a d d i t i o n , t h i s q u e s t i o n a l s o a s c e r t a i n s 

the r e l a t i v e importance of such change f o r the p r o f i t a b i l i t y of the 

d i v i s i o n s . The model o u t l i n i n g the manner which the input - throughput -

output domain s t a b i l i t y i s o p e r a t i o n a l i z e d i n t o t a l i s d i a g r a m m a t i c a l l y 

presented i n F i g u r e 8-1. 

The responses which are obtained from Q.30 are compiled i n Table 8-15 and 

from i t we can observe t h a t d i v i s i o n Beta has the most s t a b l e throughput 

domain as i t encounters the s l o w e s t change i n i t s manufacturing p r o c e s s e s 

and products ( 3 . 1 3 ) . D i v i s i o n Alpha followed next (3.39) and l a s t l y by 

d i v i s i o n Sigma which has the most u n s t a b l e throughput domain ( 4 . 4 6 ) . 

T h e r e f o r e , from t h i s t o t a l input - throughput - output domain p e r s p e c t i v e , 

we can f o r the f i r s t time measure the t r u e o p e r a t i o n a l d i f f i c u l t i e s which 
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the f o c a l d i v i s i o n s have to contend w i t h . I n a d d i t i o n , from Table 8-15 

we can a l s o see the a s s o c i a t i o n between the r a p i d i t y of change i n 

d i v i s i o n a l manufacturing p r o c e s s e s and products and the importance of 

such change for d i v i s i o n a l p r o f i t a b i l i t y . Thus, i n d i v i s i o n Beta, which 

experiences the slowest change i n i t s manufacturing p r o c e s s e s and 

products, the importance of such change for i t s p r o f i t a b i l i t y has been 

ranked a t the lowest l e v e l (3.69) and followed by d i v i s i o n Alpha whose 

ranking f o r the importance of change for i t s p r o f i t a b i l i t y i s a t a next 

higher l e v e l ( 4 . 3 9 ) . I n c o n t r a s t , d i v i s i o n Sigma which e x p e r i e n c e s the 

most r a p i d change i n i t s manufacturing process and products has ranked 

the importance of such change fo r i t s p r o f i t a b i l i t y a t the h i g h e s t 

l e v e l ( 4 . 8 5 ) . T h i s a n a l y s i s , t h e r e f o r e , suggests t h a t the more u n s t a b l e 

the throughput domain, the more impact i t w i l l have on d i v i s i o n a l 

p r o f i t a b i l i t y . 

As such, when a d i v i s i o n i s confronted with an u n s t a b l e input -

throughput - output domain which has been shown to be c l e a r l y capable 

of impeding i t s p r o f i t a b l e p r o g r e s s , j u s t how e f f e c t i v e w i l l the 

corporate o f f i c e be i n p r o v i d i n g a p p r o p r i a t e t e c h n i c a l and managerial 

a d v i c e to cope w i t h t h i s dilemma? To ob t a i n the answer, the d i v i s i o n a l 

managers' p e r c e p t i o n of the p r o p o r t i o n of r a t i o n a l i s a t i o n e x p e c t a t i o n s 

which they should a p p r o p r i a t e l y hold of t h e i r corporate c o l l e a g u e s was 

examined. T h i s i n f o r m a t i o n of the extent which the d i v i s i o n a l managers 

p e r c e i v e they should c o n s u l t t h e i r corporate c o l l e a g u e s on t e c h n i c a l 

and managerial matters w i l l provide us w i t h an o b j e c t i v e measure of the 

d i v i s i o n a l managers' confidence of t h e i r corporate o f f i c e as a source 

for t e c h n i c a l and managerial a d v i c e . A c c o r d i n g l y , Table 8-16 was 

examined and from i t , one can see that the managers of d i v i s i o n Beta 

hold the h i ^ h e s L proportion of p e r c e i v e d r a t i o n a l i s a t i o n e x p e c t a t i o n s 
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of t h e i r corporate c o l l e a g u e s ( 3 . 7 9 ) , followed by the managers of 

d i v i s i o n Alpha who hold the next h i g h e s t proportion of p e r c e i v e d 

r a t i o n a l i s a t i o n e x p e c t a t i o n s ( 3 . 5 0 ) , and then by the managers of d i v i s i o n 

Sigma w i t h the lowest proportion of p e r c e i v e d r a t i o n a l i s a t i o n e x p e c t a t i o n s 

( 3 . 3 8 ) . 

I n a d d i t i o n , to check whether the d i v i s i o n a l managers' confidence of 

t h e i r corporate c o l l e a g u e s i s matched by a s i m i l a r confidence of the 

corporate o f f i c e r s i n themselves as a source to be c o n s u l t e d on for 

t e c h n i c a l and managerial a d v i c e , the corporate o f f i c e r s ' views of the 

pro p o r t i o n of r a t i o n a l i s a t i o n e x p e c t a t i o n s which they a c t u a l l y expect 

t h e i r d i v i s i o n a l managers to hold of them was a l s o examined. By 

a b s t r a c t i n g a g a i n from Table 8-16, we can observe t h a t the corporate 

o f f i c e r s of f i r m BETA hold the h i g h e s t proportion of a c t u a l r a t i o n a l i s a t i o n 

e x p e c t a t i o n s of t h e i r d i v i s i o n a l managers ( 4 . 3 3 ) , i m p l y i n g t h a t they 

s t r o n g l y expect t h e i r d i v i s i o n a l managers to c o n s u l t them over t e c h n i c a l 

and managerial task m a t t e r s . The corporate o f f i c e r s of f i r m ALPHA 

followed next by holding the second h i g h e s t proportion of a c t u a l 

r a t i o n a l i s a t i o n e x p e c t a t i o n s of t h e i r d i v i s i o n a l managers ( 2 . 9 0 ) . I n 

c o n t r a s t , the corporate o f f i c e r s of f i r m SIGMA l e a s t expect to be 

co n s u l t e d on t e c h n i c a l and managerial task matters as they hold the 

lowest proportion of a c t u a l r a t i o n a l i s a t i o n e x p e c t a t i o n s of t h e i r 

d i v i s i o n a l managers ( 1.83). 

Based on the above a n a l y s e s , i t i s c l e a r t h a t the s t r e n g t h of the 

r a t i o n a l i s a t i o n l i n k a g e between the corporate and d i v i s i o n a l managements 

i s contingent on the s t a b i l i t y of the input - throughput - output 

domain. As i t t r a n s p i r e d from i n t e r v i e w c o n v e r s a t i o n s w i t h d i v i s i o n a l 

managers, the primary reason why there i s ap p a r e n t l y more c o n s u l t a t i o n 

with corporate o f f i c e r s during periods when the domain i s s t a b l e i s 
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t h a t corporate o f f i c e r s have an o v e r r i d i n g o b l i g a t i o n to look a f t e r the 
w e l f a r e of a l l d i v i s i o n s and as such, they a r e f o r c e d to concentrate t h e i r 
e f f o r t s on r o u t i n e problems which are common to as many d i v i s i o n s as 
p o s s i b l e and which a r e a l s o amenable to s t a n d a r d i s e d s o l u t i o n s . For 
i n s t a n c e , on such matters as f i n a n c i a l c o n t r o l , e x t e r n a l r e l a t i o n s , 
o r g a n i z a t i o n and method ( 0 & M), and t r a f f i c and t r a n s p o r t a t i o n . 
U n f o r t u n a t e l y , such c o n c e n t r a t i o n of e f f o r t s on r o u t i n e problems has 
meant t h a t i n s i t u a t i o n s when the d i v i s i o n a l i n p u t - throughput -
output domain i s u n s t a b l e and thus, g i v i n g b i r t h to new problems and 
requirements, corporate o f f i c e r s w i l l n e i t h e r be cognizant of t h e i r root 
cause nor w i l l they command the s p e c i a l i z e d know-how to o f f e r sound 
opinions on how best to s o l v e them. T h i s contingency r e l a t i o n s h i p 
between domain s t a b i l i t y and c o n s u l t a t i v e l i n k s i s a l s o p e r c e i v e d by 
Burns and S t a l k e r who, although they d i d not have a c o r p o r a t e - d i v i s i o n a l 
context i n mind, a l s o e x p l a i n e d the i n a b i l i t y of one h i e r a r c h i c a l l e v e l 
to lend support to another as due to the: 

"Changing c o n d i t i o n s which give r i s e c o n s t a n t l y to f r e s h problems 

and unforseen requirements f o r a c t i o n which cannot be broken down 

or d i s t r i b u t e d a u t o m a t i c a l l y to the f u n c t i o n a l r o l e s d e f i n e d with 

a h. e r a r c h i c s t r u c t u r e " . 

To summarize the main p o i n t s of our d i s c u s s i o n , we w i l l propose t h a t : 

P r o p o s i t i o n 41 

The s t a b i l i t y of the throughput domain i s h e l d by d i v i s i o n a l management 

to have d i r e c t bearing on the p r o f i t a b i l i t y of t h e i r d i v i s i o n s . Thus, 

the more u n s t a b l e the throughput domain, th a t i s , the higher the r a p i d i t y 

which manufacturing p r o c e s s e s and products change as a r e s u l t of 

t e c h n o l o g i c a l advancement, the g r e a t e r w i l l be the impact of change on 

d i v i s i o n a l p r o f i t a b i l i t y . 
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P r o p o s i t i o n 42 

The s t a b i l i t y of the d i v i s i o n a l input - throughput - output domain i s 

a s s o c i a t e d with the degree of confidence which d i v i s i o n a l management 

has i n the corporate o f f i c e as a source for j u d i c i o u s t e c h n i c a l and 

managerial a d v i c e concerning f u t u r e task programmes. Thus, the more 

un s t a b l e the input - throughput - output domain, which give r i s e to 

new problems r e q u i r i n g non-routine s o l u t i o n s , the l e s s confidence w i l l 

d i v i s i o n a l management have i n t h e i r corporate o f f i c e r s ' a b i l i t y to 

o f f e r sound t e c h n i c a l and managerial opinions to r a t i o n a l i z e t h e i r task 

c h o i c e s . 

P r o p o s i t i o n 43 

The s t a b i l i t y of the d i v i s i o n a l i n p u t - throughput - output domain i s 

a s s o c i a t e d with the extent which corporate management p e r c e i v e they a r e 

a b l e to o f f e r j u d i c i o u s t e c h n i c a l and managerial a d v i c e to r a t i o n a l i z e 

d i v i s i o n a l f u t u r e t a s k programmes. Thus, the more u n s t a b l e the input -

throughput - output domain, which give r i s e to new problems r e q u i r i n g 

non-routine s o l u t i o n s , the l e s s w i l l corporate management be able to 

o f f e r sound t e c h n i c a l and managerial opinions to r a t i o n a l i z e d i v i s i o n a l 

t a s k c h o i c e s . 

( i i ) The S t a t e of C o n s u l t a t i v e L i n k s and the P r o j e c t i o n of Needs 

F i n a l l y , to conclude t h i s s e c t i o n , we w i l l i n v e s t i g a t e what consequences 

may s u r f a c e i n a s i t u a t i o n of u n s t a b l e input - throughput - output 

domain and weak r a t i o n a l i s a t i o n l i n k a g e between corporate and d i v i s i o n a l 

managements. R e c a l l i n g our e a r l i e r d i s c u s s i o n t h a t i n a s i t u a t i o n of 

u n s t a b l e domain where new problems and requirements w i l l be c r e a t e d f o r 

the d i v i s i o n , the most p r e s s i n g i s s u e i s c l e a r l y t h a t concerned with 

e s t a b l i s h i n g the approach which d i v i s i o n a l management w i l l employ to 
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obtain r e s o u r c e s to manage t h e i r new c h a l l e n g e s . The focus on t h i s 

a spect i s even more urgent when one remembers that domain i n s t a b i l i t y 

i m p l i e s slower corporate s e n s i t i v e n e s s to the changing problems and 

requirements of the d i v i s i o n and l e s s e r p r o b a b i l i t y of r o u t i n i z i n g the 

a l l o c a t i o n of a p p r o p r i a t e r e s o u r c e s to s p e e d i l y meet the needs of the 

d i v i s i o n . 

A predicament c l e a r l y e x i s t s and one which i s best n a r r a t e d by the 

commercial d i r e c t o r of d i v i s i o n Sigma-

"One of the problems, as I see i t , of being big i s that of s l u g g i s h 

corporate response i n times of d i v i s i o n a l c r i s e s . People have a 

n a t u r a l i n s t i n c t f o r s u r v i v a l i n the corporate j u n g l e and the 

popular route i s to get entrenched i n s a f e ways and abide by w e l l -

chalked g u i d e l i n e s . They are apprehensive and love to stay c l e a r 

of requests which i n t h e i r eyes are unconventional for s o l v i n g 

e q u a l l y unconventional problems. At b e s t , they may c o n s i d e r our 

appeals but they take time and when they are ready to decide, i t 

w i l l probably be too l a t e now you can understand why we 

are g e t t i n g a bashing from the Japanese and l a t e l y , from the Koreans, 

as w e l l " 

I n seeking to understand how d i v i s i o n a l management were able to 

overcome t h i s dilemma, our r e s e a r c h was e n l i g h t e n e d by the work of 

Dutton who found that the "overstatement of needs i s a p a r t i c u l a r , but 

u n i v e r s a l l y employed, i n f l u e n c e t a c t i c i n i n t e r u n i t d e c i s i o n s i t u a t i o n s " 

To a s c e r t a i n whether such a t a c t i c may have been employed by the 

d i v i s i o n s , e s p e c i a l l y during s i t u a t i o n s where the input - throughput -

output domain i s u n s t a b l e , Q.15 was designed and administered. E s s e n t i a l l y , 

t h i s question e s t a b l i s h e s the extent to which d i v i s i o n a l management b e l i e v e 

i t i s n e c e s s a r y for them to o v e r s t a t e t h e i r needs, e.g. funds and 
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a u t h o r i t y to embark on new ventures or o p e r a t i o n a l a c t i v i t i e s , i n order 

to secure prompt and s a t i s f a c t o r y response from t h e i r corporate 

management. The r e s u l t s which were obtained have been compiled under 

Table 8-17 and from i t , we can see a d e f i n i t e a s s o c i a t i o n between a 

p e r c e i v e d n e c e s s i t y to o v e r s t a t e d i v i s i o n a l needs and a s i t u a t i o n where 

the d i v i s i o n a l i n p u t - throughput - output domain i s u n s t a b l e . Thus, 

the management of d i v i s i o n Beta which has the most s t a b l e domain has 

p e r c e i v e d the lowest n e c e s s i t y to o v e r s t a t e t h e i r needs ( 2 . 0 0 ) , followed 

by d i v i s i o n Alpha whose management has p e r c e i v e d the n e c e s s i t y to 

o v e r s t a t e t h e i r needs a t a next higher l e v e l ( 2 . 2 5 ) . I n c o n t r a s t , the 

management of d i v i s i o n Sigma which has the most u n s t a b l e domain has 

pe r c e i v e d the h i g h e s t n e c e s s i t y to o v e r s t a t e t h e i r needs ( 2 . 6 7 ) . 

Therefore, from t h i s a n a l y s i s , we can suggest that 

P r o p o s i t i o n 44 

I n a s i t u a t i o n of u n s t a b l e input - throughput - output domain and 

decreasing r a t i o n a l i s a t i o n l i n k s , the s e n s i t i v i t y of corporate 

management to the changing problems of the d i v i s i o n and s a t i s f a c t i o n 

of i t s needs w i l l be impeded. Thus, the more u n s t a b l e i s the input -

throughput - output domain, the more w i l l the corporate management's 

s e n s i t i v i t y to d i v i s i o n a l problems and s a t i s f a c t i o n of i t s needs to 

be impeded. 

P r o p o s i t i o n 45 

The s e n s i t i v i t y of corporate management to the problems of t h e i r 

d i v i s i o n and the promptness with which they respond to t h e i r d i v i s i o n ' s 

requirements w i l l determine the extent which d i v i s i o n a l management w i l l 

o v e r s t a t e t h e i r needs. Thus, the l e s s s e n s i t i v e a r e corporate management 

to d i v i s i o n a l problems and the l e s s prompt they are i n responding to 
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d i v i s i o n a l requirements, the higher w i l l be the p r o p e n s i t y for 

d i v i s i o n a l management to o v e r s t a t e t h e i r needs. 

2. R e c o n s t i t u t i o n 

T h i s s e c t i o n continues with studying the evolvement of s e c t i o n a l - t a s k 

c h a l l e n g e s by focusing on the process by which they are r e c o n s t i t u t e d 

from the organisation-wide c h a l l e n g e s . I n t h i s r e s p e c t , we s h a l l 

i n v e s t i g a t e the r o l e s of corporate and d i v i s i o n a l managements i n the 

a c t u a l formation of both t e c h n i c a l and a d m i n s t r a t i v e t a s k s as w e l l as 

the development of a p p r o p r i a t e p r o c e s s e s and procedures f o r t h e i r 

accomplishment (key a c t i o n areas- ( 1 ) i d e n t i f i c a t i o n and s p e c i f i c a t i o n 

of t e c h n i c a l and / or a d m i n i s t r a t i v e t a s k s ( 2 ) design and e s t a b l i s h m e n t 

of t e c h n i c a l and / or a d m i n i s t r a t i v e t a s k p r o c e s s e s and p r o c e d u r e s ) . 

More s p e c i f i c a l l y , we s h a l l endeavour to e s t a b l i s h -

Whether the d i v i s i o n a l managements of the f o c a l firms p e r c e i v e i t 

d e s i r a b l e or n e c e s s a r y f o r t h e i r corporate o f f i c e r s to be drawn 

i n t o the r e c o n s t i t u t i o n a c t i v i t i e s which, obv i o u s l y , r e q u i r e c l o s e 

and continuous involvement i f they ( c o r p o r a t e o f f i c e r s ) are to be 

e f f i c i e n t . 

Should corporate involvement i n the r e c o n s t i t u t i o n a c t i v i t i e s be 

p e r c e i v e d by the d i v i s i o n a l managements as d e s i r a b l e or n e c e s s a r y , 

to t r a c e those c o n s i d e r a t i o n s which prompt such p e r c e p t i o n which 

c l e a r l y i m p l i e s s a n c t i o n i n g corporate i n t r u s i o n i n a r e s p o n s i b i l i t y 

a r e a where t h e o r e t i c a l l y they should command ex e c u t i v e p r e r o g a t i v e . 

( i ) C o n t r a s t i n R e c o n s t i t u t i o n R o l e s 

To i d e n t i f y the v a r i a t i o n of corporate and d i v i s i o n a l involvement i n 

the r e c o n s t i t u t i o n i s s u e , we have to r e f e r to Table 8-16 and examine 

the a c t u a l e x p e c t a t i o n s of the d i v i s i o n a l managers as w e l l as the 
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perceived expectations of the corporate o f f i c e r s . Accordingly, we can 

observe t h a t the managers of a l l three d i v i s i o n s a c t u a l l y expect t h e i r 

corporate colleagues to be more i n v o l v e d i n the r e c o n s t i t u t i o n issue 

than what the corporate o f f i c e r s themselves perceived to be the 

appropriate l e v e l of involvement. For instance, the p r o p o r t i o n of 

a c t u a l r e c o n s t i t u t i o n expectations i s held by the managers of d i v i s i o n 

Alpha at the 3.00 l e v e l but the p r o p o r t i o n of corporate o f f i c e r s ' 

perceived expectations i s only h e l d a t the 2.08 l e v e l . S i m i l a r l y , i n 

d i v i s i o n Beta, the a c t u a l expectations i s he l d at the 2.78 l e v e l but 

the corporate o f f i c e r s have no perceived expectations at a l l . I n other 

words, the corporate o f f i c e r s b e l i e v e t h a t they are not r e q u i r e d t o 

f u l f i l any r e c o n s t i t u t i o n o b l i g a t i o n s f o r t h e i r d i v i s i o n which i s 

under study. As f o r d i v i s i o n Sigma, where the p r o p o r t i o n of a c t u a l 

expectations t h a t i s held by i t s managers i n the r e c o n s t i t u t i o n issue 

i s the lowest when compared to those h e l d by managers i n d i v i s i o n s Alpha 

and Beta, the tre n d i s also s i m i l a r . Here, the d i v i s i o n a l a c t u a l 

expectations are h e l d at the 2.00 l e v e l whereas the corporate perceived 

expectations are only h e l d at the 1.50 l e v e l . 

This tendency f o r corporate o f f i c e r s t o b e l i e v e t h a t they should only 

be s u p e r f i c i a l l y i n v o l v e d w i t h the r e c o n s t i t u t i o n issue, t h a t i s , h o l d i n g 

a lower p r o p o r t i o n of perceived expectations, can be a t t r i b u t e d to three 

primary f a c t o r s . 

F i r s t l y , the corporate o f f i c e r s b e l i e v e t h a t involvement w i t h any 

r e c o n s t i t u t i o n a c t i v i t i e s would r e q u i r e i n t i m a t e understandings of 

the o p e r a t i o n a l r o u t i n e s a t a l l l e v e l s of the d i v i s i o n and t h a t 

they are not i n an appropriate h i e r a r c h i c a l p o s i t i o n to accumulate 

nor command such understanding. Thus, they b e l i e v e t h a t any 

s u b s t a n t i a l involvement by them would not be j u s t i f i e d or e f f i c i e n t . 
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Secondly, the corporate o f f i c e r s b e l i e v e that s u b s t a n t i a l involvement 

by them i n any r e c o n s t i t u t i o n a c t i v i t i e s w i l l d i s r u p t the n a t u r a l 

chain of command and confuse subordinates as to the appr o p r i a t e 

source f o r t h e i r i n s t r u c t i o n s and d i r e c t i o n s . 

T h i r d l y , through i n t e r v i e w conversations w i t h corporate o f f i c e r s 

and from such exclamations as " i t i s p a r t of t h e i r c o n t r a c t u a l 

d u t i e s and they must be wh o l l y accountable f o r i t s outcome", the 

w r i t e r concluded t h a t the corporate o f f i c e r s r e a l i z e t h a t any 

s u b s t a n t i a l involvement by them i n the r e c o n s t i t u t i o n issue w i l l 

deny them the j u s t i f i c a t i o n to hol d t h e i r d i v i s i o n a l managers 

completely accountable f o r any f u t u r e task performance which i s 

less than s a t i s f a c t o r y . 

( i i ) Considerations Compelling the Sharing of the 
R e c o n s t i t u t i o n R e s p o n s i b i l i t y 

Despite the above reasons which make any s u b s t a n t i a l i n t e r v e n t i o n by 

corporate o f f i c e r s i n the r e c o n s t i t u t i o n a f f a i r s of the d i v i s i o n s unwise, 

our a n a l y s i s has shown t h a t the d i v i s i o n a l managers do not appear t o 

share the same sentiments and are q u i t e prepared t o i n v i t e corporate 

involvement. For instance, the managers of d i v i s i o n Alpha have 

expressed the strongest desire f o r t h e i r corporate colleagues to be 

in v o l v e d i n the r e c o n s t i t u t i o n a c t i v i t i e s (3.00), followed by the managers 

of d i v i s i o n Beta w i t h the next strongest desire (2.78) and l a s t l y , by the 

managers of d i v i s i o n Sigma w i t h the lowest desire (2.00) (See Table 8-16). 

I n f a c t , when the importance of the a c t u a l expectations as r a t e d by the 

d i v i s i o n a l holders, which i n d i c a t e d the importance which the d i v i s i o n a l 

managers ascribe t o corporate p a r t i c i p a t i o n i n the r e c o n s t i t u t i o n issue 

f o r t h e i r i n d i v i d u a l work performance, was examined, there i s a p o s i t i v e 
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a s s o c i a t i o n between a high p r o p o r t i o n of a c t u a l r e c o n s t i t u t i o n 

expectations and a high importance of such expectations f o r the work 

performance of d i v i s i o n a l managers. Thus, from Table 8-18, one can 

observe t h a t the managers of d i v i s i o n Alpha have r a t e d the importance 

of t h e i r a c t u a l expectations a t the highest l e v e l (3.50), f o l l o w e d 

next by the r a t i n g of managers from d i v i s i o n Beta (3.47), and then by 

the r a t i n g s of managers from d i v i s i o n Sigma (3.25). 

C l e a r l y , t h i s i s an enigma. Not only do the d i v i s i o n a l managers expect 

t h e i r corporate colleagues to be i n v o l v e d i n the r e c o n s t i t u t i o n issue 

but those who h o l d a high p r o p o r t i o n of t h i s expectation a c t u a l l y 

b e l i e v e t h a t corporate f u l f i l m e n t of i t i s important f o r t h e i r own work 

performance. To o b t a i n a j u d i c i o u s i n t e r p r e t a t i o n of t h i s t u r n 

of events, the w r i t e r re-examined h i s recordings of h i s i n t e r v i e w 

conversations w i t h the d i v i s i o n a l managers, i n p a r t i c u l a r the i n t e r v i e w s 

h e l d w i t h the commercial d i r e c t o r of d i v i s i o n Sigma th a t was quoted i n 

the preceding s e c t i o n of t h i s chapter. From t h a t and s i m i l a r i n t e r v i e w s , 

i t was n o t i c e d t h a t the concern which i s uppermost i n the minds of 

d i v i s i o n a l managers i s t h a t of securing prompt corporate response to t h e i r 

needs e s p e c i a l l y i n time of c r i s i s . Equally important, i t was also found 

t h a t some d i v i s i o n s seemed able to secure prompt corporate response w h i l e 

others appeared to be less successful. For instance, i f we examine Table 

8-19, which i s constructed from the answers obtained through Q.12, we can 

see t h a t the promptness of corporate response to f i v e key resource 

requests i s highest f o r d i v i s i o n Alpha (2.72), next highest f o r d i v i s i o n 

Beta (2.66), and lowest f o r d i v i s i o n Sigma (2.40). 

I f we r e c a l l the rankings of the d i v i s i o n s i n terms of t h e i r managers' 

r a t i n g of t h e i r r e l a t i v e p r o p o r t i o n of a c t u a l expectations and the 

importance of such expectations f o r t h e i r work performance, we can 
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immediately n o t i c e t h a t the rankings f o l l o w a l i n e a r p a t t e r n . For 

instance, the managers of d i v i s i o n Alpha who have he l d the highest 

p r o p o r t i o n of a c t u a l expectations and who have ascribed the highest 

importance r a t i n g s t o such expectations f o r t h e i r own work performance 

have also enjoyed the most prompt corporate response t o t h e i r key 

resource requests. From t h i s evidence, the w r i t e r would suggest t h a t 

the c o n s i d e r a t i o n which compels a stronger desire f o r corporate 

involvement i n the r e c o n s t i t u t i o n issue i s the necessity t o i n s t i l i n t o 

the corporate o f f i c e a c l e a r e r understanding of d i v i s i o n a l task 

c h a r a c t e r i s t i c s and problems so t h a t the corporate o f f i c e w i l l be more 

r e c e p t i v e and prompt i n supplying the resources t o cope w i t h such task 

challenges. Quite obviously, i n the case of d i v i s i o n Sigma, such a 

t a c t i c a l move has been l e a s t employed, as i t s managers h o l d the lowest 

a c t u a l expectation f o r corporate involvement i n the r e c o n s t i t u t i o n 

issue as w e l l the lowest importance r a t i n g f o r such expectations, and 

so not s u r p r i s i n g l y , corporate response t o i t s resource requests has 

emerged as being the l e a s t prompt. 

From these analyses, we can now summarize corporate and d i v i s i o n a l 

managements' t h i n k i n g toward the r e c o n s t i t u t i o n issue. 

P r o p o s i t i o n 46 

Corporate management tends to adopt a conservative a t t i t u d e about the 

extent which they should be i n v o l v e d w i t h the r e c o n s t i t u t i o n a c t i v i t i e s 

of t h e i r d i v i s i o n s . The major considerations u n d e r l y i n g t h i s conservatism 

can be summarized as the lack of a working knowledge of the o p e r a t i o n a l 

r o u t i n e s a t a l l l e v e l s of the d i v i s i o n , the desire to prevent d i s r u p t i o n 

to the n a t u r a l chain of command through which i n s t r u c t i o n s and d i r e c t i o n s 

flow between the upper and lower d i v i s i o n a l l e v e l s , and the fear of 

eroding the scope f o r which d i v i s i o n a l managers can j u s t i f i a b l y be h e l d 

accountable f o r t h e i r own performance. 
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P r o p o s i t i o n 47 

Divisional management tends t o expect t h e i r corporate management to be 

more in v o l v e d i n the r e c o n s t i t u t i o n a c t i v i t i e s of t h e i r d i v i s i o n . The 

major c o n s i d e r a t i o n u n d e r l y i n g t h i s expectation i s the necessity t o 

heighten the corporate management's understanding of d i v i s i o n a l task 

c h a r a c t e r i s t i c s and problems so t h a t they w i l l respond more promptly 

to d i v i s i o n a l requests f o r resources to cope w i t h the task challenges. 

Thus, the more the corporate management are expected to p a r t i c i p a t e i n 

the r e c o n s t i t u t i o n a c t i v i t i e s , the greater w i l l be t h e i r understanding 

of d i v i s i o n a l task c h a r a c t e r i s t i c s and problems and the more prompt 

w i l l be t h e i r response t o d i v i s i o n a l requests f o r resources. 

3. Deployment 

I n the previous two chapter sections, we have gathered and analysed the 

major considerations leading to and c r i t i c a l consequences a r i s i n g from 

the choice and development of s p e c i f i c task challenges t h a t are 

appropriate f o r d i f f e r e n t sectors of the d i v i s i o n a l community. Our aim 

here i s to sharpen our understanding of the process and route by which 

these e s t a b l i s h e d task challenges w i l l be deployed t o appr o p r i a t e 

l o c a t i o n s i n the d i v i s i o n (key a c t i o n area d e l e g a t i o n of t a s k s ) . 

( i ) A Neoclassical Perspective of Delegation 

* 8 

The p r i n c i p l e of de l e g a t i o n together w i t h other c l a s s i c a l 

p r i n c i p l e s of management such as the u n i t y of command, matching a u t h o r i t y 

and r e s p o n s i b i l i t y , and l i m i t e d spans of c o n t r o l have survived unscathed 

since t h e i r i n c e p t i o n . With the exception of some c r i t i c i s m s about 

t h e i r c r e a t o r s ' assumption of u n i v e r s a l a p p l i c a b i l i t y and lack of 

behavioural s e n s i t i v i t y , these p r i n c i p l e are, nevertheless, s t i l l 

defended vehemently by numerous management scholars. For instance, i n 
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h i s notable a r t i c l e "The Management Theory Jungle", Harold Koontz 

sharply attacked the c r i t i c s of c l a s s i c a l p r i n c i p l e s by s t a t i n g . 

"Those who f e e l t h a t they gain caste or a clean s l a t e f o r 

advancing a p a r t i c u l a r n o t i o n or approach o f t e n d e l i g h t i n 

cast i n g away anything which smacks of management p r i n c i p l e s . 

Some have r e f e r r e d t o them as p l a t i t u d e s , f o r g e t t i n g t h a t a 

p l a t i t u d e i s s t i l l a t r u i s m and a t r u t h does not become 

worthless because i t i s f a m i l i a r " 

Although the w r i t e r shares s i m i l a r sentiments about the basic t r u t h and 

usefulness of such p r i n c i p l e s and emphasizes t h a t h i s research o b j e c t i v e 

i s not to reproach these p r i n c i p l e s , per se, he, nevertheless, believes 

t h a t there i s a need t o discover and e l u c i d a t e on those contingencies 

which i n f l u e n c e t h e i r a p p l i c a t i o n i n modern business organisations such 

as those which are c u r r e n t l y being studied. To f u l f i l t h i s task, l e t 

us f i r s t examine the t h i n k i n g which u n d e r l i e s the c l a s s i c a l p r i n c i p l e 

of d elegation. 

( 49, 50, 51) 

B a s i c a l l y , the c l a s s i c a l p r i n c i p l e of deleg a t i o n 

advocates the t r a n s f e r r i n g by top management of p a r t of t h e i r formal 

d u t i e s , p a r t i c u l a r l y those which are of r o u t i n e nature, to t h e i r 

subordinates i n order to avoid creeping task overload and i n e f f i c i e n c y . 

This fundamental o b j e c t i v e of delegation i s c l e a r l y r e f e r r e d t o by the 

c l a s s i c a l t h e o r i s t s , Mooney and R e i l e y , when they wrote 

"One of the tragedies of business experience i s the frequency 

w i t h which men, always e f f i c i e n t i n anything they personally 

can do, w i l l f i n a l l y be crushed and f a i l under the weight of 

accumulated duties t h a t they do not know and cannot le a r n how 
( 52) 

to delegaLc" 
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Thus, i m p l i c i t i n t h i s c l a s s i c a l approach to delegation are the 

f o l l o w i n g presuppositions: 

That a d i r e c t , v e r t i c a l chain of command r e l a t i o n s h i p e x i s t s between 

a superior and a subordinate t o l e g i t i m i z e the transference of d u t i e s 

or work. That i s , the superior w i l l hold the r i g h t to choose the 

subordinate to the j o b and i m p l i c i t l y , he r e t a i n s the r i g h t t o 

replace the chosen subordinate should h i s actions or performance 

f a i l t o comply w i t h h i s ( s u p e r i o r ' s ) expectations. 

That there i s a formal ownership by a superior of those duties or 

work which he i s t r a n s f e r r i n g to a subordinate. This presupposition 

i s underscored by the primary purpose of d e l e g a t i o n . For i n s t a n c e , 
(53) 

i n h i s research and w r i t i n g s , Drucker has observed t h a t 

delegation seemed t o be merely to give r e l i e f to the owner when he 

d i s t r i b u t e s h i s work load. 

That a c l e a r h i e r a r c h i c a l demarcation of the superordinated and 

subordinated p o s i t i o n s i s i n place. 

That only a superior holds the r i g h t t o decide and i n i t i a l the 

t r a n s f e r of duties or work to a subordinate. That i s , the 

transference of duties or work i s always from a superior to a 

subordinate. 

To what extent then w i l l these presuppositions continue to form the 

basis of d e l e g a t i o n i n a d i v i s i o n a l i s e d organization? To f a c i l i t a t e our 

a n a l y s i s and response to t h i s question, we w i l l approach deleg a t i o n i n 

two ways, f i r s t l y , as a "top - down" and then, as a "bottom - up" 

managerial process. 
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a. Conventional "Top - Down" Delegative Route 

When analysing the a c t u a l expectations which the d i v i s i o n a l managers 

hold of t h e i r corporate o f f i c e r s concerning the deployment of tasks to 

themselves, from the data as presented i n Table 8-16, we can see t h a t 

the conventional procedure of d e l e g a t i n g by a top to a lower management 

l e v e l i s s t i l l o p e r a t i v e as d i v i s i o n a l management c l e a r l y expects the 

corporate management to delegate tasks t o them. However, when the 

s p e c i f i c a c t u a l expectations were analysed and discussed w i t h t h e i r 

d i v i s i o n a l holders, i t soon became apparent t h a t the bases upon which 

delegation i s conducted i n d i v i s i o n a l i s e d organizations are d i f f e r e n t 

from those which u n d e r l i e the c l a s s i c a l approach to delegation. 

F i r s t l y , we have found t h a t delegation has taken place even though there 

i s no d i r e c t , chain of command r e l a t i o n s h i p between t h e " t r a n s f e r o r " 

and " r e c e i v e r " of duties concerned. As an example, the p l a n t d i r e c t o r 

of d i v i s i o n Sigma i s delegated tasks by the t e c h n i c a l d i r e c t o r of the 

United Kingdom board, who i s h i s formal chain of command boss, as w e l l 

as by the t e c h n i c a l d i r e c t o r of the parent board headquartered i n 

another European country. The r a t i o n a l e f o r such a p a t t e r n of delegation 

i s t w o - f o l d 

1, Delegation by the t e c h n i c a l d i r e c t o r of the U.K. board i s intended 

to r e l i e v e h i s work burden and pressures a r i s i n g from having t o be 

responsible f o r a chain of f i v e major and t h i r t e e n feeder p l a n t s i n 

t h i s country. He i s wholly accountable f o r t h e i r productive and 

t e c h n i c a l e f f i c i e n c y but i s forced t o delegate the r o u t i n e , o p e r a t i o n a l 

duties to h i s p l a n t d i r e c t o r s i n order to minimize task overload, slow 

decision making, and entropy. I n a d d i t i o n , delegation of t h i s nature 

i s intended t o provide the p l a n t d i r e c t o r of d i v i s i o n Sigma w i t h an 

e q u i t a b l e share of task r e s p o n s i b i l i t y as w e l l as a l e g i t i m a t e c l a i m t o 
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a steady flow of m a t e r i a l and i n f o r m a t i o n a l resources from other 

v e r t i c a l l y i n t e g r a t e d p l a n t s which are a l l s e q u e n t i a l l y interdependent 
*9(54) 

on each other. That i s t o say, a s u p p l i e r p l a n t must perform 

i t s tasks p r o p e r l y before the r e c i p i e n t p l a n t can act, and the 

r e c i p i e n t p l a n t must also perform i t s tasks p r o p e r l y before the 

su p p l i e r p l a n t can solve i t s output problems. 

2. Delegation by the t e c h n i c a l d i r e c t o r of the parent board who has no 

d i r e c t , chain of command l i n k w i t h the p l a n t d i r e c t o r i s intended 

to ensure t h a t non-routine tasks designed by the parent o r g a n i z a t i o n 

w i l l be prescribed and monitored by a superior who has sp e c i a l 

knowledge of such tasks and who could devote the e x t r a time to 

c o n t r o l t h e i r implementation. Examples of the more f r e q u e n t l y 

encountered tasks are those i n v o l v e d w i t h s t a n d a r d i s i n g some 

manufacturing procedures throughout a l l the p l a n t s , or those designed 

to q u i c k l y take advantage of some innovations that have been 

developed by the research u n i t at the headquarters. 

As a r e s u l t of these two equally important sources f o r r o u t i n e and 

s p e c i a l i z e d tasks, we found the p l a n t d i r e c t o r of d i v i s i o n Sigma 

expressing h i s a c t u a l expectations of the two t e c h n i c a l d i r e c t o r s , 

even though one has no d i r e c t , chain of command r e l a t i o n s h i p w i t h him, 

concerning the delegation of tasks to himself. 

Secondly, we have found t h a t tasks which were delegated need not 

nec e s s a r i l y have been f o r m a l l y owned by the delegator, t h a t i s , there 

i s no i n d i c a t i o n t h a t such tasks which are delegated w i l l n e c e s s a r i l y 

reduce, or are intended t o reduce, the o v e r a l l work burden of the delegator. 

For instance, when the deputy group managing d i r e c t o r of f i r m ALPHA was 

int e r v i e w e d about h i s perceived expectations of the d i v i s i o n a l general 
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manager, h i s explanation was t h a t as he had p r e v i o u s l y headed the 

d i v i s i o n , he i s i n an i d e a l p o s i t i o n t o n o t i c e any a d m i n i s t r a t i v e or 

t e c h n i c a l tasks t h a t when performed w i l l lead t o an improvement i n the 

e f f e c t i v e n e s s of the d i v i s i o n . I n other words, he believes t h a t 

besides the r o u t i n e tasks which he i s f o r m a l l y responsible f o r d e l e g a t i n g 

to the general managers of d i v i s i o n Alpha and s i x other major d i v i s i o n s 

i n the group, he should,and o f t e n does,delegate tasks t h a t are beyond the 

requirements of h i s p o s i t i o n a l duty. For instance, when he delegated to 

the general manager of d i v i s i o n Alpha the task of studying and 

redesigning the basis f o r compensating the d i s t r i b u t o r s of t h e i r products, 

he i s c l e a r l y exceeding h i s p o s i t i o n a l duty f o r the sake of wanting to 

improve the e f f e c t i v e n e s s of the d i v i s i o n . Thus, we are w i t n e s s i n g the 

delegation of tasks which the deputy group managing d i r e c t o r does not 

f o r m a l l y own and i r r e s p e c t i v e of whether he does or does not delegate 

them, the work burden which he i s f o r m a l l y committed to bear w i l l not 

be a l t e r e d at a l l . Therefore, when f o r m a l l y owned tasks are delegated, 

we conceive the owner as one who wishes t o seek r e l i e f from h i s work 

burden and f o r obvious reasons, he may a p p r o p r i a t e l y be c a l l e d a " r e l i e f 

seeking delegator". However, when we are r e f e r r i n g to a manager who 

delegates tasks which he does not f o r m a l l y own nor a f f o r d him any r e l i e f 

from h i s work burden, then we are speaking of a manager who i s more 

concerned about the e f f e c t i v e n e s s of the t o t a l o r g a n i z a t i o n . For obvious 

reasons, such a manager might a p p r o p r i a t e l y be c a l l e d an " a l t r u i s t i c 

delegator". 

b. Unconventional "Bottom - Up" Delegative Route 

Further a n a l y s i s and discussion w i t h the d i v i s i o n a l managers concerning 

t h e i r perceived expectations revealed the s t a r t l i n g f a c t t h a t managers 

of a l l the three f o c a l d i v i s i o n s b elieve t h a t they have an o b l i g a t i o n 
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t o delegate tasks to corporate o f f i c e r s . A summary of the p r o p o r t i o n 

of such perceived expectations as h e l d by the d i v i s i o n a l managers of 

t h e i r corporate o f f i c e r s i s given i n Table 8-16. Two main f a c t o r s 

which l e d to such "unconventional" p r a c t i c e were i s o l a t e d and they are-

F i r s t l y , the o p p o r t u n i t i e s f o r d i v i s i o n a l managers to delegate tasks 

to corporate o f f i c e r s appear t o be augmented i n s i t u a t i o n s where the 

demarcation l i n e d i s t i n g u i s h i n g between superordinated and subordinated 

members i s less than clear, and where "Linking p i n " p o s i t i o n s 

abound. For example, the managing d i r e c t o r of d i v i s i o n Beta(who i s also 

a group t e c h n i c a l d i r e c t o r i s t a c i t l y accepted as senior t o the corporate 

s t a f f and other d i v i s i o n a l general managers w i t h i n the group, a t par w i t h 

other group d i r e c t o r s , j u n i o r to major corporate executives, but h i s 

p o s i t i o n i s less than c e r t a i n when i t comes to minor corporate executives. 

As these r e l a t i v e p o s i t i o n rankings have not been e x p l i c i t l y s t a t e d i n 

formal s t r u c t u r a l documents, the managing d i r e c t o r of d i v i s i o n Beta 

maintains t h a t he i s a t l i b e r t y t o delegate tasks to everyone i n the 

o r g a n i z a t i o n w i t h the exception of the corporate chairman and managing 

d i r e c t o r . Thus, he has expressed perceived expectations of almost a l l 

the corporate and group o f f i c e r s concerning the d e l e g a t i o n of tasks t o 

them. 

Secondly, where task forces or committees; such as group management 

committees, t e c h n i c a l e v a l u a t i o n board or permanent c r o s s - d i v i s i o n a l 

committees, which are s t a f f e d by a mixture of corporate o f f i c e r s and 

d i v i s i o n a l managers, e x i s t to solve both r o u t i n e and non-routine problems, 

the scope f o r delegation by a lower to a higher l e v e l management appears 

to be widened. I n such a s i t u a t i o n , the power of the d i v i s i o n a l members 

to delegate tasks to more senior corporate o f f i c e r s w i l l be enhanced 

e s p e c i a l l y when the task force or committee has been commissioned by top 
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management to solve a major problem and / or i s chaired by one of the 

d i v i s i o n a l members on account of h i s p r o f e s s i o n a l s k i l l s and leadership 

standing. This i s so because the r u l i n g s t h a t are pronounced by the 

task force or committee w i l l transcend a l l h i e r a r c h i c a l boundaries, and 

any tasks designed t o solve the issue at hand can be delegated even t o 

senior corporate executives. 

Therefore, from such circumstances as we have described, a "bottom -

up" delegative p r a c t i c e i s c l e a r l y evident m complex m u l t i d i v i s i o n a l 

o r g a n i z a t i o n s . More important, such delegation procedure brings i n t o 

doubt the v a l i d i t y of the remaining two c l a s s i c a l presuppositions 

and thus, the adequacy of a c l a s s i c a l c o n c e p t u a l i z a t i o n of de l e g a t i o n . 

As we have shown, deleg a t i o n has occurred and even appears t o have been 

augmented where there i s no c l e a r h i e r a r c h i c a l d e l i n e a t i o n of the 

superordinated and subordinated p o s i t i o n s and de l e g a t i o n can i n v o l v e 

the transference of d u t i e s or work by a subordinated member to a 

superordinated c o l l e a g u e ( s ) . From our a n a l y s i s , i t i s t h e r e f o r e , c l e a r 

t h a t the concept of delega t i o n i s not merely a s t r a i g h t f o r w a r d attempt t o 

r e l i e v e superior members of t h e i r work burden as i s intended by i t s 

o r i g i n a l proponents^ but has evolved i n t o a r a t h e r complex a r t t h a t i s 

contingent on both the s t r u c t u r a l set-up of the o r g a n i z a t i o n and the 

circumstances which surround i t . 

To summarize our analyses and f i n d i n g s , we w i l l propose that-

P r o p o s i t i o n 48 

The delegation of tasks along a "top - down" route i n a d i v i s i o n a l i s e d 

o r g a n i z a t i o n i s not r e s t r i c t e d between dyads of " t r a n s f e r o r " and 

"r e c e i v e r " of tasks who have a d i r e c t , v c h a i n of command r e l a t i o n s h i p 

w i t h each other. Members outside t h i s chain are seen to delegate to 
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the " r e c e i v e r " of tasks when they have s p e c i a l i z e d knowledge of those 

tasks which i s unbeknown t o t h e " t r a n s f e r o r " and when they can devote 

e x t r a time and energy to c o n t r o l the accomplishment of those tasks. 

P r o p o s i t i o n 49 

Tasks which are delegated along a "top - down" route can e i t h e r be 

f o r m a l l y owned by the " t r a n s f e r o r " , and i n such case the purpose i s t o 

provide r e l i e f to h i s work burden; or not f o r m a l l y owned by the 

" t r a n s f e r o r " and whose purpose i s mainly to enhance the e f f e c t i v e n e s s 

of the o r g a n i z a t i o n concerned. The former type of t r a n s f e r o r has been 

termed as a " r e l i e f - s e e k i n g delegator" w h i l s t the l a t t e r i s termed as 

an " a l t r u i s t i c delegator" 

P r o p o s i t i o n 50 

The delegation of tasks along a "bottom - up" route i n a d i v i s i o n a l i s e d 

o r g a n i z a t i o n i s augmented, f i r s t l y , when the h i e r a r c h i c a l d i s t i n c t i o n 

between the superordinated and subordinated p o s i t i o n s i s not c l e a r l y 

defined and when " l i n k i n g p i n " arrangements permit subordinated members 

to transcend formal o r g a n i z a t i o n a l boundaries. Secondly, when 

subordinated members w i t h respected p r o f e s s i o n a l s k i l l s and leadership 

standing are co-opted i n t o the membership or headship of task forces 

and committees which, being leg i t i m a t e ' organs of c o n t r o l , w i l l e f f e c t i v e l y 

empower them to deploy tasks to superordinated members. 

4. Empowerment 

This i s the l a s t issue which the w r i t e r conceptualized as necessary f o r 

concluding the t r a n s l a t i o n of organization-wide challenges i n t o 

s e c t i o n a l - t a s k challenges. I t i s reasoned t h a t once the s e c t i o n a l - t a s k 

challenges have been r a t i o n a l i s e d , r e c o n s t i t u t e d and deployed t o 
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appropriate d i v i s i o n a l members, the r e c i p i e n t s must be accorded adequate 

i n s t i t u t i o n a l i z e d power and status to execute such delegated task 

r e s p o n s i b i l i t i e s (key a c t i o n area a u t h o r i t y ) . I n t h i s respect, we w i l l 

i n v e s t i g a t e the potency of the corporate management as a source upon 

which d i v i s i o n a l management must r e l y on f o r t h e i r a u t h o r i t y and the 

f a c t o r s which c o n t r i b u t e t o the power r e l a t i o n s which may evolve between 

these two management groups. 

( i ) The Nature and Formation of Power Relations 

Previous studies of power r e l a t i o n s i n organizations have i n v a r i a b l y 

assumed two c h a r a c t e r i s t i c s . F i r s t l y , they have tended to focus on the 

i n d i v i d u a l and to neglect subunit or management-group power. This 

neglect has l e d Perrow to s t a t e : 

"Part of the problem, I suspect, stems from the p e r s i s t e n t attempt 

to define power i n terms of i n d i v i d u a l s and as a s o c i a l - p s y c h o l o g i c a l 

phenomenon .... Even s o c i o l o g i c a l studies tend t o measure power by 

asking about an i n d i v i d u a l .... I am not a t a l l c l e a r about the 

matter, but I t h i n k the term takes on a d i f f e r e n t meaning when the 

u n i t , or power-holder, i s a formal group m an open system w i t h 

m u l t i p l e goals, and the system i s assumed t o r e f l e c t a p o l i t i c a l -

domination model of o r g a n i z a t i o n , r a t h e r than only a co-operative 

model .... The f a c t t h a t a f t e r a cursory search I can f i n d only a 

s i n g l e study t h a t asks survey questions regarding the power of 

f u n c t i o n a l groups s t r i k e s me as odd. Have we conceptualized power 

i n such a way as to exclude t h i s well-known phenomenon?" ^ 6 ) 

Secondly, they have adopted research designs, where e m p i r i c a l work i s 

a c t u a l l y undertaken, which t y p i c a l l y t r e a t e d power as the independent 

v a r i a b l e . Power has been used i n community studies t o e x p l a i n decisions 
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on community programs, on resource a l l o c a t i o n , and on v o t i n g behaviour, 

i n small groups i t has been used to e x p l a i n decision-making, and i t has 

been used i n studies of work organizations t o e x p l a i n morale and 

a l i e n a t i o n . > U n f o r t u n a t e l y , w i t h i n work o r g a n i z a t i o n s , power 

i t s e l f has not been explained. 

I n t h i s study, t h e r e f o r e , i t was decided t o t r e a t power as 

the dependent v a r i a b l e and to focus on corporate and d i v i s i o n a l 

managements as two d i s c r e t e subunits. To commence our i n v e s t i g a t i o n , 
(59) 

we have adopted Dahl's concept of power , as many have done 
/„ „ , (60) _ (61) . (62) ( 6 3 ) . (Bennis, e t . a l . , Emerson , Harsanyi , Tannenbaum ), 

where power i s defined as the determination of the behaviour of one 

s o c i a l u n i t by another. I n t h i s context, we conceptualized t h a t the 

amount of a u t h o r i t y which corporate management v a r i e s and accords t o 

t h e i r d i v i s i o n a l colleagues f o r executing t h e i r task r e s p o n s i b i l i t i e s 

w i l l form a primary means by which corporate i n f l u e n c e w i l l be exerted 

on d i v i s i o n a l actions and behaviour. Taking i n t o c o n s i d e r a t i o n t h i s 

c o n c e p t u a l i z a t i o n and the i n t e n t i o n t o study o b j e c t i v e l y the f a c t o r s 

c o n t r i b u t i n g t o the v a r i a b i l i t y of corporate power, we f i r s t 

o p e r a t i o n a l i z e d the measure of power by a s c e r t a i n i n g the percentage of 

corporate o f f i c e r s whom the d i v i s i o n a l managers a c t u a l l y expect to 

accord them the a u t h o r i t y necessary f o r executing t h e i r task r e s p o n s i b i l i t i e s , 

Hence, when we examine the extensiveness of a c t u a l expectations t h a t are 

he l d by the d i v i s i o n a l managers of t h e i r corporate colleagues, we found 

t h a t the corporate management of f i r m SIGMA wielded the greate s t power as 

a c t u a l empowerment expectations were he l d of 86% of i t s members, followed 

next by the corporate management of f i r m BETA w i t h the empowerment 

expectations h e l d of 37% of i t s members and l a s t l y , by f i r m ALPHA where 

the empowerment expectations were he l d of only 337° of i t s corporate 

members (see Table 8-21). 
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Next, i n a s c e r t a i n i n g what independent v a r i a b l e s may account f o r the 

v a r i a b i l i t y i n corporate power i n the f o c a l f i r m s , m a t e r i a l i s drawn 

from the analysis of our i n t e r v i e w conversations w i t h the d i v i s i o n managers 

and t h e i r a c t u a l expectations concerning corporate involvement w i t h the 

r a t i o n a l i s a t i o n , r e c o n s t i t u t i o n and deployment issues. As these issues 

are a l l interconnected f o r the purpose of t r a n s l a t i n g and forming 

s e c t i o n a l - t a s k challenges, i t i s conceivable t h a t the evolvement of 

corporate power may be a t t r i b u t e d to the extent which corporate 

management have c o n t r o l over them. 

F i r s t l y , t o understand why corporate management's c o n t r o l over the 

r a t i o n a l i s a t i o n issue i s l i k e l y to form the basis upon which corporate 

power i s b u i l t , we must remember t h a t the s i n g l e most demanding challenge 

which confronts d i v i s i o n a l management, or f o r t h a t matter, the managements 

of any other o r g a n i z a t i o n a l subunits, i s t h a t of u n c e r t a i n t y about f u t u r e 

events and the a b i l i t y to make a r a t i o n a l choice of tasks t h a t are 

appropriate f o r coping w i t h the u n c e r t a i n t i e s i n the sources of i n p u t s , 

u n c e r t a i n t i e s i n the processing of throughputs, and u n c e r t a i n t i e s i n the 

disposal of outputs. This challenge i s c l e a r l y p r o j e c t e d by Thompson 
(65) 

when he took a viewpoint from Cyert and March and h a i l e d i t as a 

newer t r a d i t i o n : 

"A new t r a d i t i o n enables us t o conceive of the o r g a n i z a t i o n as an 

cpen system, indeterminate and faced w i t h u n c e r t a i n t y , but subject 
to c r i t e r i a of r a t i o n a l i t y and hence needing c e r t a i n t y we 

suggest t h a t organizations cope w i t h u n c e r t a i n t y by c r e a t i n g c e r t a i n 

p a r t s s p e c i f i c a l l y to deal w i t h i t , s p e c i a l i z i n g other p a r t s i n 

o p erating under con d i t i o n s of c e r t a i n t y , or near c e r t a i n t y . " 

I t i s conceivable, then, t h a t those subunits who by v i r t u e of t h e i r 

a b i l i t y to r a t i o n a l i z e and s e l e c t those tasks necessary f o r coping w i t h 
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such u n c e r t a i n t i e s w i l l be the c e n t r e s of power w i t h i n an o r g a n i z a t i o n . 

As C r o z i e r had suggested i n h i s study of the French tobacco manufacturing 

i n d u s t r y t h a t power i s r e l a t e d to "the kind of u n c e r t a i n t y upon which 

depends the l i f e of the o r g a n i z a t i o n " . ^ 6 ) March and Simon had 
(68 ) 

e a r l i e r made the same point, and Perrow had d i s c u s s e d the s h i f t i n g 

domination of d i f f e r e n t groups i n o r g a n i z a t i o n s f o l l o w i n g the s h i f t i n g 

u n c e r t a i n t i e s of r e s o u r c e s and the r o u t i n i z a t i o n of s k i l l s . 

T h e r e f o r e , one can suggest t h a t when the corporate management i s c o n s u l t e d 

by t h e i r d i v i s i o n a l c o u n t e r p a r t for the purpose of r a t i o n a l i z i n g t h e i r 

t a s k c h o i c e s to overcome u n c e r t a i n t y , the corporate management w i l l be 

i n a powerful p o s i t i o n to i n f l u e n c e the a c t i o n s and behaviour of the 

d i v i s i o n a l management by v a r y i n g the nature of the opinions they give 

concerning the s u i t a b i l i t y and n e c e s s i t y of p a r t i c u l a r task programmes. 

By the f a c t t h a t corporate management i s c o nsulted, i t i s i m p l i c i t t h a t 

d i v i s i o n a l management i s e i t h e r unsure of the most e f f e c t i v e task 

programmes to adopt, or that they a r e r e q u i r e d to o b t a i n corporate 

feedback before they can e x e r c i s e t h e i r options. I n both c a s e s , the 

corporate o f f i c e ' s a u t h o r i t a t i v e p o s i t i o n i s confirmed and the s h i f t i n 

power r e l a t i o n s i n i t s favour i s unavoidable. I n other words, the 

growth of corporate power seems n a t u r a l when t h e i r opinions concerning 

the r a t i o n a l i s a t i o n of t a s k s a r e h e l d to be d e s i r a b l e by d i v i s i o n a l 

management for h e l p i n g them to cope w i t h the u n c e r t a i n t i e s that they 

are f a c i n g . That such opinions may be l e s s t h a t s a t i s f a c t o r y i n an 

u n c e r t a i n c l i m a t e seemed to be l e s s d i s c o n c e r t i n g than having no opinion 

a t a l l . 

Secondly, when the corporate management i s i n v o l v e d i n the r e c o n s t i t u t i o n 

i s s u e , that i s , i n the design of both the contents of t a s k s and the 

procedures for t h e i r accomplishment, t h e i r power of i n f l u e n c e over 

d i v i s i o n a l behaviour and a c t i o n s appeared to be even more d e c i s i v e . By 
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a d j u s t i n g the nature of the t a s k s which the d i v i s i o n a l managers can or 

cannot undertake and the means to d i s c h a r g e them, corporate management 

has an e f f e c t i v e c o n t r o l over the behaviour of the d i v i s i o n a l managers. 

Moreover, i n most s i t u a t i o n s where corporate management i s i n v o l v e d i n 

the r e c o n s t i t u t i o n of t a s k s , the d i v i s i o n a l managers a r e of the opinion 

t h a t corporate management pos s e s s e s some e x p e r t i s e or p r i v i l e g e d 

i n f o r m a t i o n which l e g i t i m i z e s i t s involvement, and a r e r e s i g n e d to 

a c c e p t i n g what the corporate management s t i p u l a t e s as t h e i r proper 

course of behaviour or a c t i o n . T h i s p o i n t was borne out i n a c o n v e r s a t i o n 

h e l d with the group product manager of d i v i s i o n Sigma where he had s t a t e d -

" U n t i l the marketing and t e c h n i c a l s p e c i a l i s t s a t H.Q. v o i c e d t h e i r 

approval t h a t a t a c t i c a l programme i s f e a s i b l e i n the l i g h t of 

p o s s i b l e impact on the s a l e s of a s s o c i a t e d companies and probable 

d i s r u p t i o n s to the manufacturing r o u t i n e s of our feeder and main 

component p l a n t s , we a r e r e l u c t a n t , indeed, unable to move a s i n g l e 

i n c h . " 

T h e r e f o r e , i t can be suggested t h a t the corporate management's 

involvement i n the r e c o n s t i t u t i o n i s s u e forms another b a s i s upon which 

t h e i r power i s d e r i v e d from, i n p a r t i c u l a r , the type which French and 

Raven had c l a s s i f i e d as 'expert power' ^69) 

T h i r d l y , through the deployment of t a s k r e s p o n s i b i l i t i e s to d i f f e r e n t 

s e c t o r s of the d i v i s i o n , corporate management a c q u i r e s power of y e t 

another k i n d . E s s e n t i a l l y , t h i s power i s d e r i v e d from the matching of 

jobs to people and thus, the b a s i s of i t s evolvement takes on a more 

ma n i p u l a t i v e and d i r e c t c h a r a c t e r . Depending on whether such corporate 

involvement i n the deployment i s s u e occurs i n an o r g a n i z a t i o n whose 

philosophy of management i s one of e g a l i t a r i a n d i f f u s i o n or c e n t r a l i s e d 
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domination, t h i s b a s i s of power may be p e r c e i v e d by d i v i s i o n a l management 

to be e i t h e r l e g i t i m a t e or c o e r c i v e . Thus, we have on r e c o r d 

such i n t e r v i e w statements which range from 

"Yes, we acknowledge t h a t i t i s as much t h e i r ( c o r p o r a t e management's) 

r i g h t to p r e s c r i b e a p p r o p r i a t e t a s k s for us as i t i s f o r us to them. 

We are complementary to each other. Corporate boys perch on a h i g h e r 

p l a t e a u and see things f a r but not i n f i n e d e t a i l s . We a r e a t the 

g r a s s - r o o t l e v e l and we often spot dangers or o p p o r t u n i t i e s which 

they would pass o f f as i n s i g n i f i c a n t " 

to 

" I t may h i n t of the melodramatic but I b e l i e v e i t i s a simple c a s e 

of b i g brother r i d i n g roughshod over us i n t o t a s k s we f e e l are not 

s u i t a b l e under p r e v a i l i n g c o n d i t i o n s . But, what choice have we? 

The c e n t r e s t i p u l a t i n g t a s k s to i t s p e r i p h e r y i s an o l d h a b i t and 

d i f f i c u l t to shake loose, we have to go along or q u i t " 

The involvement of the corporate management i n the r a t i o n a l i s a t i o n , 

r e c o n s t i t u t i o n and deployment of t a s k s as the b a s i s upon which t h e i r 

power i s dependent i s f u r t h e r a t t e s t e d when we examine and c o n t r a s t 

the percentage of corporate o f f i c e r s who are expected by the d i v i s i o n a l 

managers to be i n v o l v e d i n these t h r e e i s s u e s and the r e l a t i v e amount 

of power which the c o r p o r a t e o f f i c e r s wielded. Thus, when examining 

Table 8-20, we can see the e x t e n s i t y of corporate involvement i n the 

r a t i o n a l i s a t i o n , r e c o n s t i t u t i o n and deployment i s s u e s i s h i g h e s t f o r 

f i r m SIGMA (100%, 57%, 71%, r e s p e c t i v e l y ) , next h i g h e s t f o r f i r m BETA 

(47%, 26%, 26%, r e s p e c t i v e l y ) , and lowest f o r f i r m ALPHA (41%, 7%, 9%, 

r e s p e c t i v e l y ) . When these r e s u l t s a r e juxtaposed and compared with the 

r e l a t i v e power t h a t was found e a r l i e r to be w i e l d e d by the corporate 
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managements of the f o c a l f i r m s , we can see a c l e a r a s s o c i a t i o n between 
them. Thus, the corporate management of fi r m SIGMA who i s most i n v o l v e d 
w i t h the three i s s u e s has wielded the g r e a t e s t power, followed by f i r m 
BETA whose corporate management's involvement i s next h i g h e s t and who 
a l s o p o s s e s s e s the next g r e a t e s t power. F i n a l l y , i n the case of f i r m 
ALPHA, whose corporate management's involvement i n the three i s s u e s i s 
the lowest, the power th a t i s wielded by them i s found to be 
correspondingly lower. T h i s l i n e a r a s s o c i a t i o n , t h e r e f o r e , permits 
us to conclude t h a t the extent of corporate power e x e r c i s e d over d i v i s i o n 
management, c o n t r a r y to contemporary c o n c e p t u a l i z a t i o n , can be t r e a t e d 
as a dependent v a r i a b l e and the extent of i t s v a r i a b i l i t y i s dependent 
on the s c a l e of corporate involvement i n the r a t i o n a l i s a t i o n , 
r e c o n s t i t u t i o n and deployment of d i v i s i o n a l t a s k s . To summarize those 
c o n t i n g e n c i e s which u n d e r l i e the power r e l a t i o n s of the observed 
d i v i s i o n a l i s e d f i r m s , we propose t h a t : 

P r o p o s i t i o n 51 

Due to t h e i r d i f f e r e n t o r g a n i z a t i o n a l context, goal p r i o r i t i e s , f u n c t i o n a l 

r e s p o n s i b i l i t i e s and interdependency needs, the corporate and d i v i s i o n a l 

managements a r e e s s e n t i a l l y d i s t i n c t s u b u n i t s whose power r e l a t i o n s h i p 

r e v o l v e s mainly over the g r a n t i n g of a u t h o r i t y by the corporate 

management to t h e i r d i v i s i o n a l managers before they ( d i v i s i o n a l managers) 

can undertake or proceed to di s c h a r g e c e r t a i n task c h o i c e s . I m p l i c i t l y , 

t h i s i n v e s t s w i t h i n the corporate management the power to i n f l u e n c e and 

c o n t r o l the a c t i o n s and behaviour of t h e i r d i v i s i o n a l managers. 

P r o p o s i t i o n 52 

The power t h a t i s wielded by the corporate management, i n terms of t h e i r 

a b i l i t y to i n f l u e n c e and c o n t r o l the a c t i o n s and behaviour of t h e i r 

d i v i s i o n a l managers, i s not an independent or determinate c o n s t r u c t . 
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I n s t e a d , i t i s a c o n s t r u c t whose v a r i a b i l i t y i s a s s o c i a t e d to, and 

dependent, on the extent which corporate management i s i n v o l v e d with 

the r a t i o n a l i s a t i o n , r e c o n s t i t u t i o n and deployment i s s u e s of t h e i r 

d i v i s i o n . Thus, the more i n v o l v e d corporate management i s i n these 

i s s u e s , the g r e a t e r w i l l be t h e i r command of power to i n f l u e n c e and 

c o n t r o l the a c t i o n s and behaviour of t h e i r d i v i s i o n a l managers 

TRANSLATION INTO INDIVIDUAL CHALLENGES 

The purpose of t h i s primary chapter s e c t i o n i s to i n v e s t i g a t e and d i s c u s s 

the evolvement of ap p r o p r i a t e c h a l l e n g e s for i n d i v i d u a l o r g a n i z a t i o n a l 

members. U n l i k e the two e a r l i e r t r a n s l a t i v e d i s c o u r s e s which d e a l t w i t h 

c h a l l e n g e s of an impersonal organization-wide and s e c t o r a l k i nd, the 

emphasis here i s on s p e c i f i c i n d i v i d u a l s and c h a l l e n g e s which r e l a t e to 

them p e r s o n a l l y . I n other words, we are now f o c u s i n g on the micro-

c u l t u r e of o r g a n i z a t i o n a l l i f e and seeking to u n r a v e l the process by 

which i n d i v i d u a l s are i n t e g r a t e d w i t h t h e i r o r g a n i z a t i o n s . More 

s p e c i f i c a l l y , we plan to a s c e r t a i n : 

The extent which corporate o f f i c e r s a r e i n v o l v e d i n the i n t e g r a t i o n 

process and the p r e c i s e i n t e g r a t i o n r o l e s they p l a y . 

The e f f e c t i v e n e s s of the corporate o f f i c e r s ' i n t e g r a t i o n e f f o r t s 

and i t s impact upon the d i v i s i o n a l managers' a b i l i t y to i n t e r n a l i z e 

t h e i r c h a l l e n g e s and undertake t h e i r r o l e requirements. 

1. C o n d i t i o n i n g 

I n our E x p e c t a t i o n s Framework, as d e s c u b e d i n chapter seven, we have 

argued t h a t o r g a n i z a t i o n s may c o n d i t i o n t h e i r i n d i v i d u a l members to be 

more r e c e p t i v e of t h e i r p r e s c r i b e d c h a l l e n g e s by t a k i n g i n t o c o n s i d e r a t i o n 
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t h e i r o pinions, needs, a b i l i t i e s and b e h a v i o u r a l tendencies when 
formulating such c h a l l e n g e s . I n a d d i t i o n , we have a l s o suggested t h a t 
two main approaches may be adopted to f a c i l i t a t e the c o n d i t i o n i n g p r o c e s s . 
These, namely, are by a d i r e c t - r e s p o n s e or by an i n d i r e c t - r e p r e s e n t a t i o n 
approach, (key a c t i o n a r e a s : ( 1 ) responding ( 2 ) r e p r e s e n t i n g ) . For 
i n s t a n c e , i n the context of a c o r p o r a t e - d i v i s i o n a l r e l a t i o n s h i p , some 
of a d i v i s i o n a l manager's viewpoints and needs may be responded to 
d i r e c t l y by a corporate o f f i c e r w i t h whom he has a d i r e c t i n t e r a c t i v e 
r e l a t i o n s h i p and who t h e r e f o r e , i s both aware and a b l e to respond to h i s 
opinions and needs. An example of such i n t e r a c t i v e r e l a t i o n s h i p i s t h a t 
between a d i v i s i o n a l s a l e s manager and h i s immediate group marketing 
d i r e c t o r . A l t e r n a t i v e l y , some of a d i v i s i o n a l manager's opinions and 
needs may have to be r e p r e s e n t e d by an i n t e r m e d i a r y to another corporate 
o f f i c e r who has no i n t e r a c t i v e r e l a t i o n s h i p w i t h the d i v i s i o n a l manager 
but who, n e v e r t h e l e s s , i s p e r c e i v e d by him as the most a p p r o p r i a t e person 
to address h i s viewpoints and r e q u e s t s . The case of a group engine e r i n g 
d i r e c t o r making some form of r e p r e s e n t a t i o n to the corporate production 
d i r e c t o r on behalf of a d i v i s i o n a l t e c h n i c a l manager i s an example of 
an i n t e r m e d i a r y mediating between two i n d i v i d u a l s w i t h no i n t e r a c t i v e 
r e l a t i o n s h i p . 

( i ) L i m i t s and Paths to I n t e g r a t i v e Compromise 

I m p l i c i t i n such attempts to c o n d i t i o n the i n d i v i d u a l i n t o a c c e p t i n g and 

i n t e r n a l i z i n g h i s c h a l l e n g e s i s the need for compromise or what A r g y r i s 

has a p t l y c a l l e d the a c t of " g i v i n g a l i t t l e to gain a l i t t l e . " However, 

one of the major i s s u e s i n a r e l a t i o n s h i p between the i n d i v i d u a l and h i s 

o r g a n i z a t i o n i s how much should each " g i v e " 7 C l e a r l y , i t i s doubtful 

t h a t such r e l a t i o n s h i p can be maximized as i t i s u n l i k e l y t h a t a s e t of 

c r i t e r i a which permits a l l a l t e r n a t i v e courses of behaviour and a c t i o n 
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w i l l ever e x i s t to allow the optimal a l t e r n a t i v e to be s e l e c t e d by 

e i t h e r the i n d i v i d u a l or the o r g a n i z a t i o n . Borrowing from March and 

Simon we suggest t h a t a t best what may be attempted i s to " s a t i s f i c e " 

the r e l a t i o n s h i p between the two p a r t i e s i n question. U n l i k e o p t i m i z i n g , 

a " s a t i s f i c i n g " r e l a t i o n s h i p i s based on a s e t of c r i t e r i a that d e l i m i t s 

m i n i m a l l y s a t i s f a c t o r y a l t e r n a t i v e s , and the a l t e r n a t i v e ( s ) s e l e c t e d for 

compromise meets or exceeds a l l these c r i t e r i a . 

I n t h i s r e s p e c t , i t i s c o n c e i v a b l e that the outcomes of c o n d i t i o n i n g w i l l 

provide the input with which both corporate and d i v i s i o n a l managements 

use to d e f i n e what such c r i t e r i a ought to be. By promptly r e c e i v i n g an 

i n f l o w of each o t h e r ' s viewpoints and e x p r e s s i o n s of needs, both 

management groups w i l l be m a b e t t e r p o s i t i o n to e s t a b l i s h mutually 

s a t i s f i c i n g courses of behaviour and a c t i o n . Judging by Tables 8-24, 

8-25 and 8-26 which c l e a r l y show the w i l l i n g n e s s and a b i l i t y of these 

two management groups to express the e x t e n s i t y (percentage) and i n t e n s i t y 

( p r o p o r t i o n ) of t h e i r c o n d i t i o n i n g e x p e c t a t i o n s of each other as w e l l as 

the r e l a t i v e importance of such e x p e c t a t i o n s for t h e i r work performance, 

i t i s apparent t h a t the process of c o n d i t i o n i n g does e x i s t to i n t e g r a t e 

these i n d i v i d u a l s , and between them and t h e i r o r g a n i z a t i o n , by p r o v i d i n g 

them with a p p r o p r i a t e d e f i n i t i o n of what t h e i r work ought to be i n 

r e t u r n for meeting t h e i r needs. 

How, then, does the process of c o n d i t i o n i n g a c t u a l l y o perate' The s e a r c h 

fo r an answer was based on a s c e r t a i n i n g and a n a l y s i n g the i n t e n s i t y and 

importance of e x p e c t a t i o n s that were h e l d by the two management groups 

i n the responding and r e p r e s e n t i n g s u b - a c t i v i t i e s of the c o n d i t i o n i n g 

p r o c e s s . From such a n a l y s e s , of Tables 8-22 and 8-23, and a c a r e f u l 

review of i n t e r v i e w c o n v e r s a t i o n s as h e l d w i t h the corporate and 

d i v i s i o n a l respondents, two o p e r a t i v e paths can be d i s t i n g u i s h e d -
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F i r s t l y , for the d i v i s i o n a l managements of Alpha, Sigma and Beta, a 

higher proportion of t h e i r a c t u a l e x p e c t a t i o n s were found to be h e l d i n 

the responding (3.70, 2.20 and 2.00, r e s p e c t i v e l y ) than i n the 

r e p r e s e n t i n g (3.35, 1.75 and 1.60, r e s p e c t i v e l y ) key a c t i o n a r e a . 

S i m i l a r l y , when the importance of such e x p e c t a t i o n s for the work 

performance of the d i v i s i o n a l managers was examined, the responding key 

a r e a was found to be regarded as more important (2.90, 2.60, 3.20, 

r e s p e c t i v e l y ) than the r e p r e s e n t i n g key a r e a (2.40, 2.00, 2.40, 

r e s p e c t i v e l y ) . A diagrammatical r e p r e s e n t a t i o n of t h i s r e l a t i v e 

emphasis i n the two c o n d i t i o n i n g paths i s given i n F i g u r e 8-2. The 

c o n s i d e r a t i o n s f r e q u e n t l y expressed by d i v i s i o n a l managers as those 

which prompted a higher emphasis toward the responding path are as 

follows• 

There p r e v a i l s a strong b e l i e f by the d i v i s i o n a l managers th a t 

being s e n i o r management per s o n n e l s , they should have d i r e c t a c c e s s 

to most, i f not a l l , corporate e x e c u t i v e s when e x p r e s s i n g t h e i r 

opinions or needs r a t h e r than having to channel them through some 

i n t e r m e d i a r i e s . As such, a p r e f e r e n c e f o r the d i r e c t - r e s p o n s e 

r a t h e r than the i n d i r e c t - r e p r e s e n t a t i o n path i s understandable. 

I n t e r e s t i n g l y , when the d i v i s i o n a l managers were questioned, v i a 

Q.25 of the N0CAM q u e s t i o n n a i r e , about the r e l a t i v e a c c e s s i b i l i t y 

of t h e i r corporate o f f i c e s , the trend of t h e i r answers tends to 

resemble the p a t t e r n which they d e c l a r e the proportion of t h e i r 

responding e x p e c t a t i o n s . Thus, when e x t r a c t i n g from Table 8-27, 

we f i n d the corporate o f f i c e of d i v i s i o n Alpha as being the most 

a c c e s s i b l e ( 4 . 0 0 ) , followed next by the c o r p o r a t e o f f i c e of 

d i v i s i o n Sigma (3.67) and l a s t l y by the c o r p o r a t e o f f i c e of 

d i v i s i o n Beta ( 3 . 0 0 ) . Deducing from v a r i o u s i n t e r v i e w c o n v e r s a t i o n s , 
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the w r i t e r i s i n c l i n e d to suggest that these a s s o c i a t e d trends 

i n d i c a t e d t h a t the pre f e r e n c e for a d i r e c t - r e s p o n s e path may to a 

l a r g e extent be contingent on whether corporate o f f i c e r s permit 

themselves to be made f r e e l y a c c e s s i b l e or opt to s h i e l d themselves 

from e x c e s s i v e c o n t a c t s by r i g i d l y adhering to the formal, 

h i e r a r c h i c a l network of command. 

I n a d d i t i o n , the d i v i s i o n a l managers b e l i e v e that a d i r e c t a c c e s s 

and response i n t e g r a t i v e path helps to overcome e i t h e r i n a c c u r a c y 

or even complete f a i l u r e to t r a n s m i t t h e i r opinions or e x p r e s s i o n 

of needs to appropriate corporate o f f i c e r s . Such d i s t o r t i o n or 

break i n upward communication has been e x p l a i n e d on a few o c c a s i o n s 

by the d i v i s i o n a l managers as due to the tendency of i n t e r m e d i a r i e s 

who are a l s o t h e i r immediate s u p e r i o r s to "tone down" t h e i r 

viewpoints or requests f o r f e a r that these w i l l be i n t e r p r e t e d by 

other o r g a n i z a t i o n a l s u p e r i o r s as a d i r e c t r e f l e c t i o n of t h e i r 

( i n t e r m e d i a r i e s ) inadequacy i n managing t h e i r own s i t u a t i o n s . 

However, on most o c c a s i o n s , such communication d i s t o r t i o n or break 

has been a t t r i b u t e d to the i n t e r m e d i a r i e s ' r e s p o n s i b i l i t y for a 

number of d i v i s i o n s i n v o l v e d w i t h a v a r i e t y of business ventures 

and problems which, thus, renders them g e n e r a l i s t s w i t h l i t t l e 

indepth a p p r e c i a t i o n of the importance of l o c a l i s e d opinions or 

urgency of needs. I n both c a s e s , the r e s u l t i s that i n d i r e c t 

r e p r e s e n t a t i o n through i n t e r m e d i a r i e s i s not looked upon favo u r a b l y 

as a path to f a c i l i t a t e the c o n d i t i o n i n g p r o c e s s . 

Secondly, f o r the corporate managements of fi r m ALPHA and BETA, a 

higher proportion of t h e i r a c t u a l e x p e c t a t i o n s are h e l d i n the 

r e p r e s e n t i n g (4.50 and 1.00, r e s p e c t i v e l y ) than i n the responding (3.20 

and N.E.H., r e s p e c t i v e l y ) key a c t i o n a r e a . As for the corporate 
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management of fi r m SIGMA, equal p r o p o r t i o n of exp e c t a t i o n s were h e l d i n 

both the r e p r e s e n t i n g and responding key a c t i o n areas ( a t the 2.00 l e v e l ) . 

The r e l a t i v e emphasis p l a c e d by these two s e t s of firms i n the 

c o n d i t i o n i n g paths are i l l u s t r a t e d i n F i g u r e s 8-3 and 8-4 r e s p e c t i v e l y . 

The c o n s i d e r a t i o n u n d e r l y i n g t h i s h igher emphasis on the r e p r e s e n t i n g 

key a r e a i s that corporate o f f i c e r s o f t e n view t h e i r d i v i s i o n a l managers 

as a p e r i p h e r a l e x t e n s i o n of themselves and should, t h e r e f o r e , r e p r e s e n t 

on t h e i r b e h a l f a p p r o p r i a t e e x p e c t a t i o n s , viewpoints and r a t i o n a l e f o r 

t h e i r behaviour and a c t i o n s to other d i v i s i o n a l members. T h i s emphasis 

i n d e a l i n g w i t h other d i v i s i o n a l members v i a the d i v i s i o n a l managers may 

a l s o r e f l e c t a r e s t r a i n e d i n t e r v e n t i o n i s t p o l i c y i n s o f a r as d i v i s i o n a l 

a f f a i r s are concerned. By s e c u r i n g d i v i s i o n a l response and co-operation 

through i t s managers r a t h e r than through d i r e c t i n t e r a c t i o n w i t h other 

d i v i s i o n a l members, i t i s c o n c e i v a b l e t h a t t h i s may be a t a c t i c a l 

manoeuvre i n support of a broader design to s h i e l d corporate o f f i c e r s 

from e x c e s s i v e involvement i n a wide range of d i v i s i o n a l problems and 

a c t i v i t i e s . T h i s s u s p i c i o n i s j u s t i f i e d i f we r e c a l l , as f u l l y 

d e s c r i b e d i n chapter s i x , the s i g n i f i c a n t d e s i r e of firms ALPHA and 

BETA for a S e l e c t i v e Involvement and Co n t r o l ( S . I . C . ) Approach f o r 

managing t h e i r d i v i s i o n s . (The a n a l y s i s from which t h i s c o n c l u s i o n i s 

drawn i s summarized under Table 6-1) Thus, when such a "minimally 

i n v o l v e d " management philosophy i s upheld, i t i s not s u r p r i s i n g t h a t a 

r e s t r a i n e d , i n d i r e c t - r e p r e s e n t i n g path i s emphasized. S i m i l a r l y , the 

i n f l u e n c e of the management philosophy upon the choice of c o n d i t i o n i n g 

path i s a l s o evident i n f i r m SIGMA. As can be n o t i c e d from Table 6-1, 

fi r m SIGMA has not i n d i c a t e d any s i g n i f i c a n t d e s i r e for e i t h e r an 

i n v o l v e d or non-involved management philosophy. Consequently, i t s 

Corporate O f f i c e has p l a c e d equal emphasis on both the d i r e c t - r e s p o n d i n g 
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and i n d i r e c t - r e p r e s e n t i n g paths toward i n t e g r a t i n g d i v i s i o n a l members. 

To summarize our a n a l y s e s and d i s c u s s i o n s , we propose* 

P r o p o s i t i o n 53 

The purpose of the c o n d i t i o n i n g process as o p e r a t i o n a l i z e d through the 

" d i r e c t - r e s p o n d i n g " and / or " i n d i r e c t - r e p r e s e n t i n g " paths i s two-fold 

F i r s t l y , to b r i n g about g r e a t e r i n t e r n a l i s a t i o n and f u l f i l m e n t of 

c h a l l e n g e s by c o n s i d e r i n g and i n c o r p o r a t i n g the corporate o f f i c e r s ' and 

d i v i s i o n a l managers' viewpoints and needs when forming such c h a l l e n g e s 

for them. Secondly, to b r i n g about more " s a t i s f i c i n g " r e l a t i o n s h i p s 

between corporate o f f i c e r s and d i v i s i o n a l managers by a d j u s t i n g and 

agreeing on these r e s p o n s i b i l i t i e s which they should undertake i n 

exchange for some d e s i r e d b e n e f i t s . 

P r o p o s i t i o n 54 

D i v i s i o n a l managers tend to p l a c e g r e a t e r emphasis upon the " d i r e c t -

responding" path i n f a c i l i t a t i n g the c o n d i t i o n i n g p r o c e s s . T h i s 

emphasis i s d e r i v e d l a r g e l y from the c o n s i d e r a t i o n t h a t d i r e c t a c c e s s 

to corporate o f f i c e r s for a t t e n t i o n i s a j u s t i f i a b l e r i g h t which 

transcends a l l h i e r a r c h i c a l boundaries, that corporate o f f i c e r s have 

t a c i t l y approved of such path by p e r m i t t i n g themselves to be made 

f r e e l y a c c e s s i b l e to the d i v i s i o n a l managers, and that such path w i l l 

ensure s a f e and u n d i s t o r t e d t r a n s m i s s i o n of d i v i s i o n a l viewpoints and 

e x p r e s s i o n s of needs to a p p r o p r i a t e corporate l o c a l i t i e s . 

P r o p o s i t i o n 55 

Corporate o f f i c e r s tend to p l a c e g r e a t e r emphasis upon the " i n d i r e c t -

r e p r e s e n t i n g " path i n f a c i l i t a t i n g the c o n d i t i o n i n g p r o c e s s . T h i s 

emphasis i s d e r i v e d l a r g e l y from the c o n s i d e r a t i o n t h a t d i v i s i o n a l 

managers a r e a p e r i p h e r a l e x t e n s i o n of the corporate e n t i t y and 

t h e r e f o r e should r e p r e s e n t on i t s b e h a l f a p p r o p r i a t e e x p e c t a t i o n s and 
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viewpoints to other d i v i s i o n a l members; and that the p r e v a l e n t 

management philosophy, i n t h i s c ase, a " S e l e c t i v e Involvement and 

C o n t r o l " philosophy, has d i c t a t e d the choice of such c o n d i t i o n i n g path. 

( i i ) S t r u c t u r a l - P r o c e s s u a l Antecedents to Role C o n f l i c t 

The study of r o l e c o n f l i c t has mainly focused on i n t r a p s y c h i c p r o c e s s e s 

(72, 73) i - u • < 7 4> 7 5 ) 

, on p e r s o n a l i t y c h a r a c t e r i s t i c s , and on p a t t e r n s 

of s o c i a l r e l a t i o n s amongst v a r i o u s r o l e incumbents By 

d e f i n i t i o n , r o l e c o n f l i c t i s assumed to have occurred when a r o l e 

incumbent f e e l s t h a t he or she i s faced w i t h incompatible e x p e c t a t i o n s 

and as R i z z o , House and L i r t z m a n have i d e n t i f i e d , there a r e 

four b a s i c i n t e r r e l a t e d types of r o l e c o n f l i c t t h a t a r e a l l based on 

pe r c e p t i o n s of i n c o n s i s t e n t demands. These, namely, are: ( 1 ) i n t e r s e n d e r 

c o n f l i c t when i n c o n s i s t e n t demands a r e made on the r o l e incumbent by one 

or more senders, ( 2 ) i n t e r r o l e c o n f l i c t when a person holds two or more 

p o s i t i o n s simultaneously, ( 3 ) i n t r a s e n d e r c o n f l i c t when the a v a i l a b i l i t y 

of time, r e s o u r c e s , and c a p a b i l i t i e s of the i n d i v i d u a l a r e incongruent 

w i t h the r o l e behaviour expected; and ( 4 ) p e r s o n - r o l e c o n f l i c t when the 

r o l e incumbent's i n t e r n a l standards or v a l u e s and the d e f i n e d r o l e 

behaviour a r e incompatible. 

On c l o s e r examination of these four types of r o l e c o n f l i c t , one can 

immediately r e c o g n i s e t h a t the root cause may be a l a c k of awareness and 

understanding by those who p r e s c r i b e c h a l l e n g e s f o r a r o l e incumbent of 

h i s a b i l i t i e s , work c a p a c i t y , and any re s o u r c e or a u t h o r i t y c o n s t r a i n t s . 

I n other words, r o l e c o n f l i c t may have a r i s e n simply because the 

c o n d i t i o n i n g process r e l a t i n g to the r o l e incumbent and h i s a c t u a l or 

p o t e n t i a l i n t e r a c t o r s has not been e f f e c t i v e l y managed or planned for 

As we have pointed out i n the previous d i s c u s s i o n , by the proper 
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management of the c o n d i t i o n i n g process and i t s s u b - a c t i v i t i e s of 
responding and r e p r e s e n t i n g , an i n d i v i d u a l ' s viewpoints, needs, 

a p t i t u d e s and b e h a v i o u r a l tendencies w i l l be t r a n s m i t t e d to and taken 

i n t o account by those who are r e s p o n s i b l e f o r designing and p r e s c r i b i n g 

h i s c h a l l e n g e s . Consequently, i t i s expected t h a t whatever c h a l l e n g e s 

or r o l e s that the i n d i v i d u a l w i l l be r e q u i r e d to undertake w i l l be 

devoid or reduced of c o n f l i c t . 

To t e s t t h i s h y p o t h e s i s , Q.33 of the NOCAM Que s t i o n n a i r e was 

a d m i n i s t e r e d to the d i v i s i o n a l managers of the f o c a l firms to measure 

the dependent v a r i a b l e s of r o l e c o n f l i c t and ambiguity. T h i s question 

i s i n c o r p o r a t e d i n t o the q u e s t i o n n a i r e on the b a s i s of twenty-two items 

t h a t were o r i g i n a l l y developed by R i z z o , House and L i r t z m a n and 

of these, the f i r s t eleven items measured the l e v e l of r o l e c o n f l i c t 

w h i l e the r e s t measured the l e v e l of r o l e ambiguity. The r e p o r t e d 
(81) 

c o e f f i c i e n t alpha (Cronbach) e s t i m a t e s of i n t e r n a l r e l i a b i l i t y 

were 0.82 for r o l e c o n f l i c t and 0.78 for r o l e ambiguity. The answers 

obtained from t h i s question has been ana l y s e d and compiled under Table 

8-28. I n a d d i t i o n , the independent v a r i a b l e of c o n d i t i o n i n g e f f e c t i v e n e s s 

was measured by a s c e r t a i n i n g the extent which d i v i s i o n a l managers were 

s a t i s f i e d with t h e i r corporate f u l f i l m e n t of t h e i r c o n d i t i o n i n g 

e x p e c t a t i o n s ( T a b l e 8-30) and e x p e c t a t i o n s i n the s u b - a c t i v i t i e s of 

responding and r e p r e s e n t i n g ( T a b l e 8-29). F i n a l l y , by a p p l y i n g the 

Spearman's rank c o r r e l a t i o n c o e f f i c i e n t t e s t the r e l a t i o n s h i p between 

these two v a r i a b l e s was then measured. 

Judging from Table 8-31, we can see t h a t with the exception of d i v i s i o n 

Beta where the c o r r e l a t i o n s t a t i s t i c s i s not computable because of 

i n s u f f i c i e n t number of i t s managers who are prepared to d e s c r i b e how 

s a t i s f i e d they are with corporate f u l f i l m e n t of t h e i r c o n d i t i o n i n g , 
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responding and r e p r e s e n t i n g e x p e c t a t i o n s , there i s a c l e a r p o s i t i v e 

r e l a t i o n s h i p between each p a i r of v a r i a b l e s a n a l y s e d . Even when a l l the 

a v a i l a b l e responses, as obtained from a l l the f o c a l d i v i s i o n s , were 

an a l y s e d j o i n t l y , the r e l a t i o n s h i p between the v a r i o u s p a i r s of 

i n t e r e s t e d v a r i a b l e s was i n the p r e d i c t e d d i r e c t i o n . Thus, from the 

same t a b l e , we can e x t r a c t the f o l l o w i n g s i g n i f i c a n t c o r r e l a t i o n s : 

1. A strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of s a t i s f a c t i o n 

w i t h the f u l f i l m e n t of e x p e c t a t i o n s connected w i t h the c o n d i t i o n i n g 

i s s u e and a low l e v e l of r o l e c o n f l i c t . 

2. A strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of s a t i s f a c t i o n 

w i t h the f u l f i l m e n t of e x p e c t a t i o n s connected w i t h the responding 

i s s u e and a low l e v e l of r o l e c o n f l i c t . 

3. A strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of s a t i s f a c t i o n 

w ith the f u l f i l m e n t of e x p e c t a t i o n s connected w i t h the r e p r e s e n t i n g 

i s s u e and a low l e v e l of r o l e c o n f l i c t . 

What c o n c l u s i o n s can we draw from such s t a t i s t i c a l t r e n d 9 F i r s t l y , i t 

supports our hypothesis t h a t r o l e c o n f l i c t can be t r a c e d to a more 

fundamental o r g a n i z a t i o n a l antecedent of d i s r u p t i o n i n the process of 

c o n d i t i o n i n g and more s p e c i f i c a l l y , i n the s u b - a c t i v i t i e s of responding 

and r e p r e s e n t i n g . H i t h e r t o , e x t e n s i v e e m p i r i c a l work has g e n e r a l l y 

shown the adverse outcomes of r o l e c o n f l i c t but s t r i k i n g l y , l i t t l e i n 

terms of the antecedents of r o l e c o n f l i c t . T h i s i s e s p e c i a l l y true with 

regard to i d e n t i f y i n g the s t r u c t u r a l - p r o c e s s u a l i n f l u e n c e s such as those 

j u s t pointed out. The use of s t r u c t u r a l - p r o c e s s u a l p r o p e r t i e s as a means 

of conveying formal, r o l e r e l e v a n t c h a l l e n g e s to i n d i v i d u a l s i s , 

i m p l i c i t l y a t l e a s t , among the most u b i q u i t o u s and enduring p r e s c r i p t i o n s 
(82 83 84) 

to be i n f e r r e d from o r g a n i z a t i o n a l theory ' ' , and y e t , 
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l i t t l e a t t e n t i o n has been p a i d to them as l i k e l y sources of r o l e c o n f l i c t . 
T h i s r e s e a r c h c e r t a i n l y seems to i n d i c a t e that the c o n d i t i o n i n g , 
responding and r e p r e s e n t i n g key p rocesses which bridge m u l t i p l e 
h i e r a r c h i c a l l e v e l s are where c o r r e c t i v e a c t i o n s must be focused i f r o l e 
c o n f l i c t i s to be minimized. 

Secondly, the data shows the potency of the corporate o f f i c e i n i n f l u e n c i n g 

the degree of r o l e c o n f l i c t t h a t i s experienced by d i v i s i o n a l managers. To 

a l a r g e extent, such c o n f l i c t has a r i s e n from d i f f i c u l t i e s i n determining a 

f a i r exchange, when s t i p u l a t i n g the demands that i n d i v i d u a l s of one 

management group can j u s t l y make on i n d i v i d u a l s of another group. As 
(85) 

Rogers , by u s i n g data from a n a t i o n a l survey, has found, t h a t when 

co n t a c t s between groups of i n d i v i d u a l s i n v o l v e the exchange of r e s o u r c e s 

or j o i n t d e c i s i o n making to provide n e c e s s a r y r e s o u r c e s , the d e s i r e to 

p r o t e c t t h e i r own i n t e r e s t s often c r e a t e s c o n f l i c t a r i s i n g from 

d i f f i c u l t i e s i n d e f i n i n g the terms of exchange between compliance to work 

requirements and r e c e i p t of r e s o u r c e b e n e f i t s . Thus, i n a corporate-

d i v i s i o n a l context where the exchange of corporate r e s o u r c e s for 

d i v i s i o n a l f u l f i l m e n t of d u t i e s and r e s p o n s i b i l i t i e s i s n e c e s s a r y , 

c o n f l i c t becomes i n e v i t a b l e and as shown by our a n a l y s i s , can be 

e l i m i n a t e d through the e f f e c t i v e management of the c o n d i t i o n i n g p r o c e s s . 

I t i s c l e a r then, that although the f o c a l d i v i s i o n s are autonomous p r o f i t 

c e n t r e s , the s t a t e of i t s s e n i o r managements' r o l e s are s t i l l v u l n e r a b l e 
(86, 87) 

to corporate i n f l u e n c e s . As other s t u d i e s have a l s o found, 

t h i s v u l n e r a b i l i t y of top management members who are boundary spanners, 

i s p r i m a r i l y a t t r i b u t e d to t h e i r i n t e r o r g a n i z a t i o n a l r e l a t i o n s h i p s than 

i n t r a o r g a n i z a t i o n a l r e l a t i o n s h i p s as would be the case f o r middle and 

lower l e v e l management members. Thus, i t i s Important to focus a t t e n t i o n 

on r e l a t i o n s h i p s which span a p p r o p r i a t e h i e r a r c h i c a l l e v e l s when i t comes 

to e r a d i c a t i n g s e n i o r d i v i s i o n a l managers' r o l e c o n f l i c t . 
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To h i g h l i g h t the main p o i n t s of our d i s c u s s i o n , we suggest that 

P r o p o s i t i o n 56 

Role c o n f l i c t as experienced by d i v i s i o n a l managers i s a t t r i b u t e d to the 

extent which the c o n d i t i o n i n g p r o c e s s , and responding and r e p r e s e n t i n g 

s u b - a c t i v i t i e s have been s a t i s f a c t o r i l y conducted. The more s a t i s f a c t o r y 

these process and a c t i v i t i e s have been conducted, the lower w i l l be the 

l e v e l of r o l e c o n f l i c t for d i v i s i o n a l managers. 

P r o p o s i t i o n 57 

The l e v e l of d i v i s i o n a l management whose r o l e c o n f l i c t i s a t t r i b u t e d to 

the a c t i o n s of corporate management i s p r i m a r i l y the l e v e l where 

boundary spanners w i t h d i r e c t exchange r e l a t i o n s h i p s with corporate 

o f f i c e r s r e s i d e . I m p l i c i t l y , t h e r e f o r e , the more s e n i o r the d i v i s i o n a l 

management, the more w i l l t h e i r r o l e c o n f l i c t be a t t r i b u t e d to the 

a c t i o n s of corporate management. 

2. Formation and E f f o r t S t i p u l a t i o n 

T h i s chapter s e c t i o n i s concerned w i t h the remaining stages of the 

i n d i v i d u a l c h a l l e n g e t r a n s l a t i o n p r o c e s s . I n the previous s e c t i o n we 

had i n v e s t i g a t e d the c o n d i t i o n i n g stage whereby feedback of the opi n i o n s , 

a b i l i t i e s , and p e r s o n a l and s o c i a l requirements of i n d i v i d u a l s a r e 

obtained and co n s i d e r e d p r i o r to the design and p r e s c r i p t i o n of 

ch a l l e n g e s f o r them. We s h a l l now progress f u r t h e r by studying the 

a c t u a l formation of the c h a l l e n g e s and the s t i p u l a t i o n of the minimum 

r e q u i r e d e f f o r t s that the h o l d e r s of such c h a l l e n g e s must devote to 

r e a l i z e t h e i r f u l f i l m e n t (key a c t i o n areas- ( 1 ) f u n c t i o n s and d u t i e s 

d e f i n i t i o n ( 2 ) standard and t a r g e t s e t t i n g ) . I n t h i s r e s p e c t , we s h a l l 

address our study to two questions 
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What e f f e c t s doee c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n over the 

formation and e f f o r t s t i p u l a t i o n issues have on the design process 

and nature of jobs f o r d i v i s i o n a l managers 7 

What i m p l i c a t i o n s does e f f e c t i v e c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n 

over the formation and e f f o r t s t i p u l a t i o n issues h o l d f o r the r o l e 

t h e o r y 7 

( i ) Factors and Considerations Underlying the Design of 
Jobs f o r D i v i s i o n a l Managers 

A considerable amount of research on j o b design has been accomplished 

i n the past two decades and i n v a r i a b l y , the research r e s u l t s p e r t a i n i n g 

t o j o b requirements can be summarized under three categories. The 

f i r s t category i s concerned w i t h the matter of "autonomy" whereby the 

job holders can regulate and c o n t r o l t h e i r own work worlds. They can 

decide when they are doing w e l l or p o o r l y , and they can organise 

themselves t o do what i s needed. Management's f u n c t i o n i s to s p e c i f y 

the work outcomes desired. I n other words, autonomy i m p l i e s s e l f -

r e g u l a t i o n and s e l f o r g a n i z a t i o n and t h a t those working w i l l be 

managed or evaluated on the basis of outcomes r a t h e r than on conformity 

to r u l e s . I n terms of the b e n e f i t s of autonomy i n jobs, past research 

suggests t h a t i t leads to high job meaning, higher s a t i s f a c t i o n and 

higher outcome performance. Such p o s i t i v e consequences have been 
(88 ) 

demonstrated i n s e t t i n g s such as coal mining chemical r e f i n e r y 
(89) (90) maintenance , and a i r c r a f t instrument manufacture 

The second category concerns "adaptation" whereby the elements of a j o b 

permit i t s holder t o l e a r n from what i s going on around him, to grow, 

to develop and t o a d j u s t . To provide a d a p t a b i l i t y , the j o b should 

permit the i n d i v i d u a l to set h i s own standards of q u a n t i t y and q u a l i t y 

of performance and to o b t a i n knowledge of r e s u l t s over time (long-loop 



281 

feedback). Where adaptation has been promoted i n the jobs of 
(91) (92) i n d i v i d u a l s i n o i l r e f i n e r i e s , automated chemical p l a n t s , 

(93) 

and paper and pulp p l a n t s , the research has demonstrated various 

p o s i t i v e outcomes. 

The t h i r d category concerns " v a r i e t y " whereby the elements of a job 

should be d i f f e r e n t and capable of p r o v i d i n g the necessary s t i m u l i t o 

su s t a i n the holder's a l e r t n e s s and i n t e r e s t i n t h e i r work and working 

environment The o r i g i n of t h i s category of j o b requirement i s on 

research t h a t were conducted on radar watchers soon a f t e r World War I I 

and on monkeys r a i s e d i n r e s t r i c t e d environmental c o n d i t i o n s 

E s s e n t i a l l y , i t was found t h a t under s i t u a t i o n s w i t h o u t stimulus or 

working w i t h o u t v a r i e t y , i n d i v i d u a l s g r a d u a l l y became mentally 

regressive and i n s e n s i t i v e to less obvious f a c t o r s t h a t could improve 

t h e i r work e f f i c i e n c y . 

C l e a r l y , i n the case of d i v i s i o n a l managers, the t h i r d category of j o b 

requirement w i l l not be s e r i o u s l y l a c k i n g . Being holders of a v a r i e t y 

of general management r e s p o n s i b i l i t i e s , as can be a t t e s t e d by the wide 

range of key a c t i o n areas where a c t u a l and perceived expectations are 

held of them, i t i s evident t h a t t h e i r jobs are r i c h w i t h s t i m u l i 

I nstead, what i s of i n t e r e s t to t h i s study i s whether '^autonomy" and 

" a d a p t a b i l i t y " are present i n the jobs of d i v i s i o n a l managers and i f 

thoy are, how they are brought about. 

F i r s t l y , t o study the issue of job autonomy, we must evaluate the 

r e l a t i v e emphasis t h a t corporate o f f i c e r s placed on work outcomes and 

work r u l e s . As p r e v i o u s l y noted, autonomy i n jobs i m p l i e s a stronger 

emphasis on the outcomes of a j o b holder's actions r a t h e r than on h i s 

conformance t o r u l e s . To a s c e r t a i n the extent which corporate 

o f f i c e r s concentrate on d i v i s i o n a l work outcomes, we proceeded t o 
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examine the views of d i v i s i o n a l managers on the importance of corporate 

i n t e r e s t and involvement i n d e f i n i n g t h e i r f u n c t i o n s and d u t i e s , t h a t i s , 

the desired outcomes. We reasoned th a t since the extent of such i n t e r e s t 

and involvement w i l l e v e n t u a l l y determine the importance of the corporate 

o f f i c e as a source upon which d i v i s i o n a l managers must depend on f o r a 

cle a r d e f i n i t i o n of what t h e i r jobs ought t o be, an accurate measure of 

corporate emphasis on outcomes w i l l be the importance which d i v i s i o n a l 

managers ascribe to corporate involvement i n such formation r o l e . Hence, 

from Table 8-26, we can observe t h a t corporate emphasis on outcomes i s 

highest f o r d i v i s i o n Sigma (3.00), moderate f o r d i v i s i o n Alpha (2.75), 

and lowest f o r d i v i s i o n Beta (2.33). 

Next t o a s c e r t a i n the r e l a t i v e emphasis placed on work r u l e s , we 

examined the d i v i s i o n a l managers' responses to Q.26 of the NOCAM 

questionnaire. By computing the product of the amount of the r u l e s 

t h a t are prescribed f o r the managers and the nature, t h a t i s , the 

g e n e r a l i t y or s p e c i f i c i t y , of such r u l e s (Table 8-32), we were able t o 

e s t a b l i s h t h a t the corporate emphasis on r u l e s i s highest f o r d i v i s i o n 

Sigma (2.10), moderate f o r d i v i s i o n Alpha (1.87), and lowest f o r 

d i v i s i o n Beta (1.65). 

From these analyses, two d i s t i n c t trends can be no t i c e d : 

1. When the f o c a l d i v i s i o n s are examined separately, the emphasis on 

outcomes i s stronger than on r u l e s . That i s , the emphasis on 

outcomes f o r d i v i s i o n s Sigma, Alpha and Beta, i s , r e s p e c t i v e l y , a t 

the 3.00, 2.75, 2.33 l e v e l whereas the emphasis on r u l e s i s at the 

2.10, 1 87 and 1.65 l e v e l . 

2. When the fo c a l d i v i s i o n s are examined j o i n t l y , the emphasis on 

outcomes appears t o have a l i n e a r r e l a t i o n s h i p to the emphasis on 
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r u l e s . That i s , the ranking f o r the emphasis on outcomes f o r 

d i v i s i o n s Sigma, Alpha and Beta i s , r e s p e c t i v e l y , at the highest, 

medium, lowest l e v e l and the ranking f o r the emphasis on r u l e s f o r 

these d i v i s i o n s i s also of the same order 

The conclusion drawn from these trends i s t h a t although job autonomy i s 

experienced by the d i v i s i o n a l managers, the scope f o r such autonomy i s 

contingent on the scale of corporate involvement i n the formation of 

t h e i r work outcomes. This r e l a t i o n s h i p i s also revealed when the 

Spearman C o r r e l a t i o n C o e f f i c i e n t t e s t was a p p l i e d t o the v a r i a b l e s of 

work r u l e s and work outcomes. Thus, one can observe the f o l l o w i n g 

s i g n i f i c a n t C o r r e l a t i o n from Table 8-33-

1. A higher emphasis on work outcomes i s p o s i t i v e l y c o r r e l a t e d w i t h a 

higher emphasis on work r u l e s 

This evidence suggests an u n d e r l y i n g tendency of corporate o f f i c e r s t o 

pre s c r i b e r u l e s i n order to ensure t h a t d i v i s i o n a l managers achieve 

those outcomes which they have designed and possess a d i r e c t i n t e r e s t 

i n . More important, i t questions whether the issue of autonomy 

permissible i n the jobs of d i v i s i o n a l managers can, as previous 

research has suggested, be enhanced by a s t r a i g h t f o r w a r d switch i n 

emphasis from work r u l e s t o work outcomes. As j u s t discussed, they both 

appear t o be i n e x t r i c a b l y and l i n e a r l y l i n k e d . 

To what degree are d i v i s i o n a l managers s a t i s f i e d w i t h t h e i r p r e scribed 

r u l e s and i s t h e i r s a t i s f a c t i o n r e l a t e d i n any way t o the amount and 

nature of these rules? To seek the answers, Q.26 designed t o 

measure the c h a r a c t e r i s t i c s of the r u l e s and Q.28, designed t o measure 

the s a t i s f a c t i o n l e v e l , were administered and the Spearman C o r r e l a t i o n 

C o e f f i c i e n t t e s t was a p p l i e d t o the r e s u l t a n t d i v i s i o n a l responses 
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(Table 8-32). From the a n a l y s i s , as documented under Table 8-33, we 

can observe two d i s t i n c t a t t i t u d e s toward the prescribed r u l e s * 

1. I n d i v i s i o n Sigma, there i s a p o s i t i v e c o r r e l a t i o n between a high 

amount and high s p e c i f i c i t y of r u l e s t o a high l e v e l of s a t i s f a c t i o n 

w i t h r u l e s . 

2. I n d i v i s i o n Alpha and Beta, there i s a negative c o r r e l a t i o n between 

a high amount and high s p e c i f i c i t y of r u l e s t o a high l e v e l of 

s a t i s f a c t i o n w i t h r u l e s . 

The reason f o r these opposing trends has been traced to two f a c t o r s : 

(1) the d i v e r s i t y of business (2) the corporate c o n t r o l approach. 

For instance, d i v i s i o n Sigma i s a prime d i v i s i o n which forms one of 

three main business groups i n the f i r m and i s subjected to close 

corporate s u r v e i l l a n c e and c o n t r o l . More o f t e n than not, the corporate 

o f f i c e intervenes i n primary p o l i c y decisions as w e l l as secondary 

operating decisions, as a t t e s t e d by the c e n t r a l i s a t i o n index of Table 

8-8, and as a r e s u l t , d i v i s i o n a l managers f i n d themselves h e a v i l y 

dependent on the corporate o f f i c e f o r i n s t r u c t i o n s and d i r e c t i o n s . I n 

such a s i t u a t i o n , the d i v i s i o n a l managers took the standpoint t h a t r u l e s 

are u s e f u l because they prevent u n c e r t a i n t i e s and disputes over the work 

t h a t they have been i n s t r u c t e d t o perform or courses of a c t i o n t h a t they 

have been d i r e c t e d t o pursue. I n c o n t r a s t , d i v i s i o n s Alpha and Beta 

form one of many d i v i s i o n s i n c o r p o r a t e d w i t h i n t h e i r f i r m s and corporate 

involvement i n t h e i r management takes on a l i m i t e d and l a r g e l y 

a d m i n i s t r a t i v e character. The managers of both d i v i s i o n s are given a 

f r e e hand t o manage t h e i r a f f a i r s and i n s t r u c t i o n s and d i r e c t i o n s are 

few and f a r between. As such, they view any i m p o s i t i o n of a vast amount 

of r u l e s , e s p e c i a l l y the d e t a i l e d and s p e c i f i c types, as being 

r e s t r i c t i n g and u n s a t i s f a c t o r y . 
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Furthermore, although the a b i l i t y t o i n f l u e n c e the f o r m u l a t i o n of r u l e s 

was found to have p o s i t i v e impact on the d i v i s i o n a l managers' a t t i t u d e s 

toward such r u l e s , i t was also discovered t h a t d i v i s i o n a l managers do 

not always exert t h e i r i n f l u e n c e t o reduce the amount of r u l e s or change 

them from being d e t a i l e d and s p e c i f i c to general and broad r u l e s . Such 

f i n d i n g s were made when, f i r s t l y , the responses from Q.28, designed t o 

measure the l e v e l of s a t i s f a c t i o n w i t h r u l e s , were c o r r e l a t e d w i t h the 

responses from Q.27, designed t o measure the l e v e l of i n f l u e n c e over 

the f o r m u l a t i o n of prescribed r u l e s . Thus, from Table 8-33, we can 

observe the f o l l o w i n g c o r r e l a t i o n f o r a l l f o c a l f i r m s : 

1. A higher l e v e l of i n f l u e n c e over the f o r m u l a t i o n of pr e s c r i b e d 

r u l e s i s p o s i t i v e l y c o r r e l a t e d w i t h a high l e v e l of s a t i s f a c t i o n 

w i t h such r u l e s . 

Secondly, when the responses from Q 27, designed to measure the l e v e l 

of i n f l u e n c e over the prescribed ru',es, were c o r r e l a t e d w i t h the 

responses from Q.26, designed to measure the amount and nature of r u l e s 

p r e s c r i b e d . Hence, from Table 8-33, we can e x t r a c t the f o l l o w i n g 

c o r r e l a t i o n s • 

1. I n d i v i s i o n Sigma, there i s a p o s i t i v e c o r r e l a t i o n between a high 

l e v e l of Influence over the prescribed r u l e s and a high amount and 

high s p e c i f i c i t y of such r u l e s . 

2. I n d i v i s i o n s Alpha and Beta, there i s a negative c o r r e l a t i o n between 

a high l e v e l of i n f l u e n c e over the prescribed r u l e s and a high amount 

and high s p e c i f i c i t y of such r u l e s . 

The reason f o r e x e r t i n g i n f l u e n c e t o b r i n g about d i f f e r e n t amount and 

nature of r u l e s i s mainly t h a t the managers of d i v i s i o n Sigma p r e f e r 
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r u l e s to guide t h e i r work behaviour and so do not attempt to reduce the 

amount or a l t e r the s p e c i f i c i t y of such r u l e s . As p r e v i o u s l y explained, 

such preference has evolved from a higher d i v i s i o n a l dependence on the 

corporate o f f i c e f o r i n s t r u c t i o n s and d i r e c t i o n s and a r e s u l t i n g need 

f o r r u l e s t o ensure t h e i r c o r r e c t i n t e r p r e t a t i o n and conduct. I n 

c o n t r a s t , the managers of d i v i s i o n s Alpha and Beta have a lower 

dependence on the corporate o f f i c e f o r i n s t r u c t i o n s and d i r e c t i o n s , and 

so accounts f o r the apparent tendency to exert i n f l u e n c e t o lessen the 

amount and s p e c i f i c i t y of p r e s c r i b e d r u l e s . 

Therefore, from the evidence j u s t presented, i t i s c l e a r t h a t the issue 

of j o b autonomy f o r d i v i s i o n a l managers hinges on important and complex 

con s i d e r a t i o n s . W h i l s t the a t t i t u d e s of the managers toward r u l e s or 

r e s t r i c t i o n of autonomy i s ameliorated by having the power to i n f l u e n c e 

i t s f o r m u l a t i o n , the d i r e c t i o n which such i n f l u e n c e i s exerted i s not 

unquestionably toward fewer r u l e s or lesser s p e c i f i c i t y . The 

s t r a t e g i c value of a d i v i s i o n and the p r o c l i v i t y of the corporate 

o f f i c e to subject i t t o close s c r u t i n y i n order t o preserve i t s value 

are key considerations which i n t e r v e n e i n the f i n a l d e c i s i o n t o r e s t r i c t 

j o b autonomy and indeed, i n determining whether the d i v i s i o n a l managers 

w i l l be r e c e p t i v e to, and supportive of, such r e s t r i c t i o n . 

To summarize our f i n d i n g s , we present Figure 8-5 and t o f a c i l i t a t e our 

e l u c i d a t i o n of i t s contents, we present the f o l l o w i n g p r o p o s i t i o n s * 

P r o p o s i t i o n 58 

The degree of autonomy which i s p e r m i t t e d f o r d i v i s i o n a l managers to 

discharge t h e i r jobs i s dependent on whether the corporate o f f i c e r s are 

i n i t i a l l y i n v o l v e d i n the formation of the desired outcomes of such j o b s . 

Thus, the more the corporate o f f i c e r s are aware of, have a d i r e c t i n t e r e s t 
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i n , and in v o l v e d w i t h the formation of the outcomes of jobs intended f o r 

d i v i s i o n a l managers, the greater w i l l be the tendency to prescribe r u l e s 

and the more s p e c i f i c and d e t a i l e d w i l l such r u l e s be t o ensure the 

attainment of the desired outcomes. (A) 

P r o p o s i t i o n 59 

The a t t i t u d e of d i v i s i o n a l managers toward a r e s t r i c t i o n of j o b autonomy 

i s i n f l u e n c e d by the degree which they are dependent on t h e i r corporate 

o f f i c e r s f o r i n s t r u c t i o n s and d i r e c t i o n s , and perception of whether 

s p e c i f i c r u l e s w i l l be u s e f u l to prevent u n c e r t a i n t i e s and disputes over 

the i n t e p r e t a t i o n of, and compliance with, such i n s t r u c t i o n s and d i r e c t i o n s . 

Thus, the greater the d i v i s i o n a l managers' dependence on t h e i r corporate 

o f f i c e r s f o r i n s t r u c t i o n s and d i r e c t i o n s and the greater t h e i r perception 

t h a t s p e c i f i c r u l e s w i l l f a c i l i t a t e the i n t e r p r e t a t i o n of, and compliance 

with, such i n s t r u c t i o n s and d i r e c t i o n s , the more they w i l l desire and be 

s a t i s f i e d w i t h such s p e c i f i c r u l e s (B) 

P r o p o s i t i o n 60 

The a t t i t u d e of d i v i s i o n a l managers toward t h e i r p r escribed r u l e s i n 

general i s dependent on whether they are able to exert i n f l u e n c e i n the 

i n i t i a l f o r m u l a t i o n of such r u l e s Thus, the greater the d i v i s i o n a l 

managers are able t o exert i n f l u e n c e on t h e i r prescribed r u l e s , the 

more s a t i s f i e d they w i l l be w i t h such r u l e s (C) 

P r o p o s i t i o n 61 

The d i r e c t i o n which d i v i s i o n a l managers w i l l attempt to i n f l u e n c e the 

amount and nature of r u l e s to be pr e s c r i b e d f o r them i s dependent on 

the extent which they perceive r u l e s are u s e f u l to prevent u n c e r t a i n t i e s 
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and disputes over the i n t e r p r e t a t i o n of, and compliance with, i n s t r u c t i o n s 

and d i r e c t i o n s . Thus, the greater the d i v i s i o n a l managers perceive t h a t 

r u l e s are u s e f u l to prevent u n c e r t a i n t i e s and disputes over the 

i n t e r p r e t a t i o n of, and compliance with, i n s t r u c t i o n s and d i r e c t i o n s , the 

more they w i l l exert i n f l u e n c e to secure a higher amount of r u l e s and 

of a more s p e c i f i c and d e t a i l e d form. (D) 

Having examined the l e v e l of autonomy t h a t i s allowed i n the jobs of 

managers i n the f o c a l d i v i s i o n s and the considerations which are e s s e n t i a l 

t o i t s evolvement, we s h a l l now focus our a t t e n t i o n on the other 

requirement which has o f t e n been proclaimed as important f o r i n d i v i d u a l s 

and which t h e i r jobs should seek t o provide. This, namely, concerns the 

need to promote "adaptation" by p e r m i t t i n g job holders to set t h e i r own 

q u a l i t y and q u a n t i t y ( e f f i c i e n c y ) standards of performance. More 

s p e c i f i c a l l y , we aim t o e s t a b l i s h the extent which the managers of the 

f o c a l d i v i s i o n s believe i t necessary to set t h e i r own work standards and 

thus, enhanced t h e i r own a d a p t a b i l i t y , and the i n t e r v e n i n g considerations 

t h a t may have prompted them to hold such b e l i e f . 

To f u l f i l t h i s task, we, f i r s t , examined the percentage of corporate 

o f f i c e r s whom the d i v i s i o n a l managers hold a c t u a l expectations t h a t are 

connected w i t h the e f f o r t - s t i p u l a t i o n issue, t h a t i s , concerning the 

s e t t i n g of q u a l i t y and e f f i c i e n c y benchmarks f o r guiding d i v i s i o n a l 

managers' work performance (key a c t i o n area- standard and t a r g e t s e t t i n g ) . 

I n a d d i t i o n , we also examined the percentage of d i v i s i o n a l managers whom 

the corporate o f f i c e r s h o l d perceived expectations over t h i s same issue. 

Next, by comparing the two sets of responses we were able to form an 

understanding of the extent which adaptation i s desired by the d i v i s i o n a l 

managers, the extent which adaptation i s promoted by the corporate 

o f f i c e r s , and the d i f f e r e n c e between the two a t t i t u d e s toward adaptation. 
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Accordingly, from Table 8-24, one can n o t i c e that the managers of a l l 

f o c a l d i v i s i o n s tend to expect more corporate o f f i c e r s to be i n v o l v e d 

i n d e f i n i n g t h e i r q u a l i t y and e f f i c i e n c y work benchmarks than the number 

of corporate o f f i c e r s who perceived i t necessary to do so. That i s , the 

managers of d i v i s i o n s Alpha, Beta and Sigma, r e s p e c t i v e l y , held a c t u a l 

e f f o r t - s t i p u l a t i o n " expectations of 100%, 75%, and 50% of t h e i r i n t e r a c t i n g 

corporate colleagues as opposed to only 50%, 25% and 33% of such colleagues 

who perceived such expectations were held of them. 

Likewise, when the p r o p o r t i o n ( i n t e n s i t y ) of the d i v i s i o n a l managers' 

a c t u a l expectations was compared to the p r o p o r t i o n of the corporate 

o f f i c e r s ' perceived expectations, the higher d i v i s i o n a l desire f o r 

corporate involvement m the s t i p u l a t i o n of work e f f o r t s i s also evident. 

Thus, from Table 8-25, one can observe th a t the p r o p o r t i o n of a c t u a l 

expectations t h a t were held by managers of d i v i s i o n s Alpha, Beta and 

Sigma i s at the 3.32, 3.33 and 2.00 l e v e l w h i l s t t h e i r corporate o f f i c e r s ' 

perceived expectations were held a t the 1.50, 3.00 and 2.00 l e v e l . 

What conclusions can one draw about the j o b requirement of adaptation 

from t h i s research evidence 7 F i r s t l y , we suggest t h a t i n s o f a r as these 

f o c a l d i v i s i o n s are concerned, there i s no f e r v e n t desire by t h e i r 

managers to achieve complete s e l f - d e t e r m i n a t i o n of the q u a l i t y and 

q u a n t i t y standards t h a t guide t h e i r work e f f o r t s . Instead, what we 

have witnessed reveals a strong i n c l i n a t i o n t o share the c o n t r o l of t h i s 

key aspect of t h e i r work l i f e . We, t h e r e f o r e , conclude t h a t i f , as 

p o s t u l a t e d by contemporary research ^ 6 ) ^ s e l f - d e t e r m i n a t i o n of the 

standards of one's performance i s the basis f o r gaming personal 

adaptation, development and growth, then i t i s c l e a r t h a t f o r those 

d i v i s i o n a l managers studied, i t i s not an avenue through which they w i l l 

proceed to achieve t h e i r a d aptation, development and growth. Indeed, 
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during the course of i n t e r v i e w sessions w i t h these managers, none of 
them has been recorded to have mentioned that s e t t i n g t h e i r own 
performance standards i s des i r a b l e f o r enhancing t h e i r personal 
adaptation, development or growth. 

Secondly, we suggest t h a t the apparent keenness of d i v i s i o n a l managers 

to share the r i g h t to determine t h e i r work standards can be a t t r i b u t e d 

to two i n t e r v e n i n g considerations. As drawn from i n t e r v i e w 

conversations, the f i r s t r e l a t e d t o a desire to develop a harmonious 

working r e l a t i o n s h i p w i t h the corporate o f f i c e r s . They argued t h a t by 

accepting corporate r u l i n g s on at l e a s t some of t h e i r performance 

standards, the psychological syndrome of "they must be slackening or 

have something to hide, otherwise why shouldn't independent standards 

be welcomed", which can r e a d i l y n u r t u r e m i s t r u s t and suspicion between 

themselves and t h e i r corporate colleagues, w i l l be removed. The 

removal of such syndrome w i l l then pave the way t o a more meaningful 

and harmonious working r e l a t i o n s h i p between them. The second i n t e r v e n i n g 

c o n s i d e r a t i o n r e l a t e d to a desire f o r more mutual i n f l u e n c e . By 

s a c r i f i c i n g the c o n t r o l of some key aspects of t h e i r work l i f e , the 

d i v i s i o n a l managers forsee t h e i r attainment of a greater i n f l u e n c e over 

t h e i r corporate colleagues i n the making of p o l i c y decisions which 

p e r t a i n to t h e i r d i v i s i o n . Statements such as "we have to accept some 

checks on the standards of our performance i f we wish to o b t a i n greater 

a u t h o r i t y and corporate confidence i n deciding our own d i v i s i o n a l 

p o l i c i e s " and "to be f a i r , corporate people cannot allow us t o have a 

good amount of freedom to run our business w i t h o u t at l e a s t some claim 

to the standards under which the managers should operate" reveals such 

t h i n k i n g , and which, t h e o r e t i c a l l y , resembles Skinner's concept of 

;xpect 
(98) 

(97) 
operant c o n d i t i o n i n g and expectancies and Tannenbaum's n o t i o n of 
in c r e a s i n g mutual c o n t r o l 
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To summarize the main points of our discussion, we propose 

P r o p o s i t i o n 62 

The n o t i o n of commanding greater s e l f - d e t e r m i n a t i o n of one's own q u a l i t y 

and e f f i c i e n c y work standards f o r the purpose of enhancing personal 

adaptation, development and growth i s not upheld by the d i v i s i o n a l manager 

studied. None of the d i v i s i o n a l managers regarded the s e t t i n g of one's 

own standards of work performance as i n h e r e n t l y d e s i r a b l e or as a 

mechanism through which they can achieve personal adaptation, development 

or growth. 

P r o p o s i t i o n 63 

The d i v i s i o n a l managers regarded the sharing of the r i g h t to determine 

t h e i r q u a l i t y and e f f i c i e n c y work standards as appropriate i n the face 

of two i n t e r v e n i n g considerations. F i r s t l y , t o eradicate the "must be 

slackening and g u i l t y of something" syndrome and thus, f a c i l i t a t e the 

c u l t i v a t i o n of a harmonious and meaningful working r e l a t i o n s h i p w i t h 

corporate o f f i c e r s . Secondly, t o j u s t i f y corporate confidence i n t h e i r 

work performance by s e t t i n g t h e i r e f f o r t s against standards t h a t are 

s t i p u l a t e d by the corporate o f f i c e r s and thus, j u s t i f y the r e c e i p t of 

greater a u t h o r i t y to formulate t h e i r own p o l i c y decisions. 

( i i ) Formation and E f f o r t - S t i p u l a t i o n Antecedents 
of Role Ambiguity 

I n the previous s e c t i o n , we have acquainted ourselves w i t h the 

i m p l i c a t i o n s of corporate involvement w i t h the formation and e f f o r t -

s t i p u l a t i o n issues f o r promoting the j o b autonomy and personal adaptation 

of d i v i s i o n a l managers. We s h a l l now proceed f u r t h e r by i n v e s t i g a t i n g 

the consequences th a t may a r i s e from the manner which corporate o f f i c e r s 

a c t u a l l y manage these issues. 
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To begin w i t h , we reasoned t h a t since these two issues are concerned 

w i t h the d e f i n i t i o n of the func t i o n s and duties of the d i v i s i o n a l managers, 

and the s e t t i n g of work standards and t a r g e t s , the manner which they are 

being handled may bear some r e l a t i o n s h i p to the degree of r o l e ambiguity 
(99) 

t h a t i s experienced by these managers. As Lyons has claimed, r o l e 

ambiguity may r e s u l t i f p o s i t i o n incumbents lack adequate r o l e - r e l e v a n t 

i n f o r m a t i o n , as when i n f o r m a t i o n i s r e s t r i c t e d or when r o l e expectations 
(100) 

are not c l e a r l y defined. Rizzo, House and Lirtzman also h e l d 

s i m i l a r views and argued t h a t r o l e ambiguity was r e l a t e d t o the 

p r e d i c t a b i l i t y of responses t o one's behaviour and the c l a r i t y of 

behavioural requirements or expectations. This l i n e of i n q u i r y i s 

t h e o r e t i c a l l y appealing because i f some r e l a t i o n s h i p s between the 

formation and e f f o r t - s t i p u l a t i o n issues, and r o l e ambiguity can be 

demonstrated, one can then p i n p o i n t the areas f o r remedial actions to 

eradicate any r o l e ambiguity. 

To conduct t h i s i n q u i r y , the extent which the corporate o f f i c e r s have 

s a t i s f a c t o r i l y managed the formation and e f f o r t - s t i p u l a t i o n issues was 

f i r s t e s t a b l i s h e d and recorded under Table 8-30. Next, the extent o f 

r o l e ambiguity t h a t was experienced by the d i v i s i o n a l managers was 

measured by a d m i n i s t e r i n g the l a s t eleven items of Q.33 of the NOCAM 

questio n n a i r e . The answers subsequently obtained have been compiled 

under Table 8-28. F i n a l l y , the Spearman C o r r e l a t i o n C o e f f i c i e n t 

t e s t was a p p l i e d t o these two sets of data to e s t a b l i s h the r e l a t i o n s h i p 

between them. The t e s t r e s u l t s have been compiled under Table 8-34 and 

from i t , one can e x t r a c t the f o l l o w i n g s i g n i f i c a n t c o r r e l a t i o n s : 

1. A strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of s a t i s f a c t i o n 

w i t h Lhc f u l f i l m e n t of expectations connected w i t h the formation 

issue and a low l e v e l of r o l e ambiguity. 
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2. A strong p o s i t i v e c o r r e l a t i o n between a high l e v e l of s a t i s f a c t i o n 

w i t h the f u l f i l m e n t of expectations connected w i t h the e f f o r t -

s t i p u l a t i o n issue and a low l e v e l of r o l e ambiguity. 

What i m p l i c a t i o n s can one draw from these f i n d i n g s ' F i r s t l y , i t r e a f f i r m s 

the importance of the corporate o f f i c e as a source which determines the 

work l i f e of the d i v i s i o n a l managers. More s i g n i f i c a n t l y , i t 

d i s t i n g u i s h e s the n o t i o n of d e c e n t r a l i s e d decision-making of p o l i c i e s 

and operations f o r d i v i s i o n s from t h a t of d e c e n t r a l i s e d decision-making 

of duties and standards of performance f o r d i v i s i o n a l managers and reveals 

th a t the two need not n e c e s s a r i l y be l i n e a r l y r e l a t e d . I n f a c t , i n s o f a r 

as the f o c a l d i v i s i o n s are concerned, there appears to be c e n t r a l i s e d 

corporate involvement i n both the formation and e f f o r t - s t i p u l a t i o n 

a c t i v i t i e s even though the d i v i s i o n s enjoy d e c e n t r a l i s e d autonomy i n 

making various p o l i c y and o p e r a t i o n a l d ecisions. This, again, r e f l e c t s 

the p o i n t r a i s e d i n the previous discussion t h a t corporate o f f i c e r s ' 

i n f l u e n c e over the work contents and standards of the d i v i s i o n a l managers 

provides them w i t h an a l t e r n a t i v e though s u b t l e form of c o n t r o l t o ensure 

t h a t autonomous power accorded to managers to run t h e i r d i v i s i o n s w i l l 

not be misused. 

Secondly, the f i n d i n g s reveal the key antecedents to r o l e ambiguity t h a t 

may be experienced by d i v i s i o n a l managers. Unlike other research which 

concentrated mainly on the a t t i t u d i n a l , psychosomatic and behavioural 
u . (101, 102, 103, 104) _ consequences of r o l e ambiguity , our e f f o r t s cast 

l i g h t on the areas and f a c t o r s t h a t are l i k e l y to cause r o l e ambiguity. 

As our c o r r e l a t i o n a l analysis has shown the p o s i t i v e a s s o c i a t i o n between 

the s a t i s f a c t o r y handling of the formation and e f f o r t - s t i p u l a t i o n 

a c t i v i t i e s and a low l e v e l of r o l e ambiguity, any f u t u r e attempts to curb 

r o l e ambiguity amongst d i v i s i o n a l managers should focus on the manner 
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which corporate o f f i c e r s have managed such a c t i v i t i e s and to seek more 
e f f e c t i v e ways of managing them. Therefore, we suggest t h a f 

P r o p o s i t i o n 64 

The extent of corporate involvement i n the making of d i v i s i o n a l p o l i c i e s 

and o p e r a t i o n a l decisions bears no r e l a t i o n s h i p to the extent of 

corporate involvement i n the formation of duties and s t i p u l a t i o n of 

performance standards f o r d i v i s i o n a l managers. The only common theme 

between them i s th a t they are both c o n t r o l mechanisms t h a t are employed 

by corporate o f f i c e r s . I n s i t u a t i o n s where autonomy i s accorded, as 

when p o l i c y and o p e r a t i o n a l decisions are d e c e n t r a l i s e d , the l a t t e r form 

of involvement provides corporate o f f i c e r s w i t h an a l t e r n a t i v e a l b e i t 

s u b t l e mechanism to ensure t h a t the autonomous power t h a t i s accorded 

to the d i v i s i o n a l managers w i l l not be misused. 

P r o p o s i t i o n 65 

The antecedents of r o l e ambiguity t h a t i s experienced by d i v i s i o n a l 

managers can be a t t r i b u t e d t o the extent which corporate o f f i c e r s are 

able t o s a t i s f a c t o r i l y manage the formation and e f f o r t - s t i p u l a t i o n 

issues. Thus, the more s a t i s f a c t o r y are the corporate o f f i c e r s ' 

e f f o r t s i n managing the formation and e f f o r t - s t i p u l a t i o n issues, the 

less r o l e ambiguity w i l l be experienced by the d i v i s i o n a l managers. 

D. SUMMARY AND CONCLUSION 

The analysis which has been presented i n t h i s chapter demonstrates the 

vast amount of u s e f u l i n f o r m a t i o n t h a t could be obtained by focusing on 

the " t r a n s l a t i o n processes" when studying about the management of 

m u l t i d i v i s i o n a l f i r m s . The i n s i g h t s which have been obtained has added 

to the sum knowledge of the w r i t e r i n terms of both h i s understanding of 
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the t h e o r i e s read i n connection w i t h the d i s c i p l i n e s of management and 

o r g a n i z a t i o n , and h i s a c q u i s i t i o n of newer perspectives connected w i t h 

the same. More important, these i n s i g h t s have r a i s e d questions about the 

appropriateness of some of the w r i t i n g s which other authors have made 

about management and o r g a n i z a t i o n . Being an i n d u c t i v e piece of research, 

these questions have only been r a i s e d when they are supportable by 

e m p i r i c a l data. 

As the w r i t e r i s also concerned w i t h o b t a i n i n g a p r a c t i c a l perspective 

f o r improving the e f f e c t i v e n e s s of d i v i s i o n a l i s e d o r g a n i z a t i o n s , t h i s 

research has sought t o uncover contingencies which p r a c t i c i n g managers 

can r e l a t e t o and act on. I n t h i s respect, f i f t y p r o p o s i t i o n s and the 

contingencies which underscored them were drawn about three key corporate-

d i v i s i o n a l i n t e r a c t i o n phases. 

The f i r s t phase of c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n , categorized under 

the r u b r i c of T r a n s l a t i o n i n t o Organization-Wide Challenges, r e l a t e s t o 

the e x t e r n a l environmental search f o r appropriate o p p o r t u n i t i e s to 

c a p i t a l i z e on and t h r e a t s t o be guarded against. I n t h i s respect, the 

elements of a l l the Three Order Task Environments provide the sources 

upon which the search i s d i r e c t e d at and the issues of Permeation, 

F o r m a l i s a t i o n and O p e r a t i o n a l i s a t i o n serve as the r a t i o n a l themes 

against which a l l search e f f o r t s must be r e l a t e d t o . 

The second phase of c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n , categorized under 

the r u b r i c of T r a n s l a t i o n i n t o Sectional-Task Challenges, r e l a t e s to 

the systematic break-down of broad challenges t h a t must be confronted 

by the d i v i s i o n i n t o manageable tasks f o r dissemination to appropriate 

sectors of the o r g a n i z a t i o n . I n t h i s respect, the issues of 

R a t i o n a l i s a t i o n , R e c o n s t i t u t i o n , Deployment and Empowerment serve as 
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the r a t i o n a l themes a g a i n s t which a l l t r a n s f o r m a t i o n and d i s s e m i n a t i o n 

e f f o r t s must be r e l a t e d to. 

The t h i r d phase of c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n , c a t e g o r i z e d under 

the r u b r i c of T r a n s l a t i o n i n t o I n d i v i d u a l Challenges r e l a t e s to the 

design and d e f i n i t i o n of the l i m i t s of i n d i v i d u a l a c t i o n s and behaviour 

to support the f u l f i l m e n t of a p p r o p r i a t e s e c t i o n a l and organization-wide 

c h a l l e n g e s . I n t h i s r e s p e c t , the i s s u e s of C o n d i t i o n i n g , Formation and 

E f f o r t - S t i p u l a t i o n s e r v e as the r a t i o n a l themes a g a i n s t which a l l 

i n d i v i d u a l work demarcation e f f o r t s must be r e l a t e d to. 

F i n a l l y , the i n v e s t i g a t i o n and f i n d i n g s have shown th a t the t r a n s l a t i o n 

f a c e t which has been developed a p r i o r i and b u i l t i n t o the E x p e c t a t i o n s 

Framework seemed to be j u s t i f i e d as items for study. The wealth of 

i n s i g h t s obtained about the dangers and o p p o r t u n i t i e s connected w i t h the 

management of d i v i s i o n a l i s e d o r g a n i z a t i o n s , and the frequent a c c l a i m 

by s e n i o r managers who p a r t i c i p a t e d i n t h i s r e s e a r c h that r e l a t i n g t h e i r 

e x periences and e x p e c t a t i o n s to the key a c t i o n areas connected w i t h the 

t r a n s l a t i o n p r o c e s s e s has helped them to r e t h i n k t h e i r purpose and 

p a t t e r n of i n t e r a c t i o n bears testimony to the v i a b i l i t y of the framework 

and v e r s a t i l i t y of the r e s e a r c h methodology t h a t have been used. The 

power of the methodology to capture r e c i p r o c a t e d data ( a c t u a l v e r s u s 

p e r c e i v e d e x p e c t a t i o n s ) and i t s a b i l i t y to r a i s e t e s t a b l e p r o p o s i t i o n s 

provides a u s e f u l medium for other contingent r e s e a r c h . 
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CHAPTER 8 FOOTNOTES 

1 The ter m " i n t e i a c t i o n " t h a t i s used m c o n n e c t i o n w i t h t h e 

E x p e c t a c i o n s Framework i s i n t e n d e d t o be s p e c i f i c and r e l a t e s 

t o t h e s i t u a t i o n where a res p o n d e n t h o l d s some a c t u a l o r 

p e r c e i v e d e x p e c t a t i o n s o f an o b j e c t . Thus, m such c o n t e x t , 

t h e r e s p o n d e n t may be s a i d t o be " i n t e r a c t i n g w i t h " t h e o b j e c t 

o r s i m p l y , t o be " h o l d i n g some e x p e c t a t i o n s o f " t h e o b j e c t . I n 

a d d i t i o n , t h i s r e l a t i o n s h i p may be d e s c r i b e d i n t e r c h a n g e a b l y as 

an " i n t e r a c t i o n l i n k " o r an " e x p e c t a t i o n l i n k " . By e x t e n s i o n , 

a s e t o f such r e l a t i o n s h i p s may be r e f e r r e d t o as "a n e t w o r k o f 

i n t e r a c t i o n l i n k s " o r "a ne t w o r k o f e x p e c t a t i o n l i n k s " . 

2 For an e l u c i d a t i o n o f how t h e s e i n t e r a c t i o n s t a t e s a r e t o be 

measured, p l e a s e r e f e r t o t h e s e c t i o n o f Chapter 7 t i t l e d 

" A n a l y t i c a l T r e a t m e n t o f Data O b t a i n e d f o r Key A c t i o n Areas". 

3 T h i s m e t h o d o l o g i c a l s t e p s e p a r a t i n g t h o s e e x p e c t a t i o n s which 

are h e l d t o b e n e f i t t h e m t e r a c t o r s t h e m s e l v e s f r o m t h o s e 

e x p e c t a t i o n s which a r e h e l d t o b e n e f i t some o t h e r t h i r d p a r t y i s 

u n d e r t a k e n t o i d e n t i f y and i s o l a t e t h o s e e x p e c t a t i o n s which 

r e l a t e d i r e c t l y t o t h e a c t u a l work performance o f t h e m t e r a c t o r s 

concerned. As our s t u d y i s p r i m a r i l y concerned w i t h t h e manner 

whic h t h e c o r p o r a t e and d i v i s i o n a l managements i n t e r a c t i n 

d i r e c t s u p p o r t o f each o t h e r , t h i s s t e p i s d e s i g n e d t o weed o u t 

any e x p e c t a t i o n s which a r e h e l d i n s u p p o r t o f some o t h e r t h i r d 

p a r t y . O t h e r w i s e , t h e i r i n c l u s i o n m t h e a n a l y s i s may d i s t o r t t h e 

t r u e p i c t u r e o f c o r p o r a t e - d i v i s i o n a l i n t e r d e p e n d e n c y . For 

i n s t a n c e , by s e p a r a t i n g a c o r p o r a t e chairman's e x p e c t a t i o n o f 

h i s d i v i s i o n a l g e n e r a l manager t o p r o v i d e h i m w i t h s u p p o r t and 

a s s i s t a n c e f r o m a n o t h e r e x p e c t a t i o n o f s i m i l a r s u p p o r t and 



a s s i s t a n c e f o r a s i s t e r d i v i s i o n w i l l g i v e us a more r e a l i s t i c 

measure o f how dependent t h e c o r p o r a t e chairman i s upon h i s 

d i v i s i o n a l g e n e r a l manager. To g a i n f u r t h e r i n s i g h t i n t o how 

t h i s m e t h o d o l o g i c a l s t e p i s o p e r a t i o n a l l z e d , p l e a s e r e f e r t o 

t h e s e c t i o n o f c h a p t e r seven t i t l e d " O p e r a t i o n a l i ? m g t h e 

E x p e c t a t i o n s rramework" and f o o t n o t e 8 o f t h e same c h a p t e r . 

4 A f u n c t i o n which Boddewyn^"^ has a l s o d e s c r i b e d as c r u c i a l t o 

t h e management o f t h e o r g a n i s a t i o n - e n v i r o n m e n t i n t e r f a c e b u t 

s a d l y , t h e s t a t e o f a r t a t p r e s e n t c l e a r l y shows t h a t i t i s a 

" c o r p o r a t e f u n c t i o n i n search o f c o n c e p t u a l i s a t i o n and t h e o r y " . 

5 Q u e s t i o n 14 was m o d e l l e d a l o n g a s i m i l a r l i n e o f q u e s t i o n i n g 
C 21 

as developed by Tannenbaum and Kahn . However, a d i s t i n c t 

d i f f e r e n c e m t h i s q u e s t i o n i s t h a t b o t h a c t u a l and d e s i r e d 

l e v e l o f i n f l u e n c e as p e r c e i v e d by a respondent has been 

c a p t u r e d . Q u e s t i o n 16 i s s i m i l a r t o t h a t d eveloped by Negandhi 
( 28} 

and Prasad b u t t h e ra n g e o f p o s s i b l e answers was m o d i f i e d t o 

s u i t a d i v i s i o n a l i s e d management c o n t e x t . 

( 3 4 ) 
6 F o l l o w i n g Tannenbaum's approach, p a r t i c i p a t i o n i s measured 

m terms o f t h e t o t a l volume o f c o r p o r a t e and d i v i s i o n a l i n f l u e n c e , 

t h a t i s , t h e sum o f t h e mean i n f l u e n c e t h a t i s e x e r c i s e d by each 

of t h e two management gro u p s . Thus, t h e g r e a t e r t h e sum o f t h e 

means, t h e more p a r t i c i p a t i v e i s t h e system o f o r g a n i s a t i o n . 

7 T h i s i s t h e qu o t e d d e s c r i p t i o n o f s c a l e 5 o f Q.19. For 

d e s c r i p t i o n s o f o t h e r s c a l e s , p l e a s e r e f e r t o Appendix 1 1 . 

8 The word " c l a s s i c a l " o f t e n i m p l i e s o u t o f d a t e and no l o n g e r 

used. However, t h i s word has been a p p l i e d t o t h e s e p r i n c i p l e s 

m a i n l y because t h e y have been around t h e l o n g e s t and s h o u l d n o t 

be m i s t a k e n l y t a k e n t o i m p l y t h a t t h e y a r e d e f u n c t and no l o n g e r 
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u s e f u l . I n a c t u a l i t y , t h e s e p r i n c i p l e s a r e s t i l l t h e o r e t i c a l l y 

sound and c o n t i n u e t o f o r m t h e bedrock o f modern management 

p r a c t i c e s . 

( 5 4 ) 

The work o f Thompson p r o v i d e s a v a l u a b l e t r e a t i s e on t h e 

v a r i o u s p a t t e r n s o f i n t e r d e p e n d e n c e w i t h which m u l t i d i v i s i o n a l 

f i r m s may be f a c e d . T h i s a u t h o r c o g e n t l y suggests t h a t t h r e e 

t y p e s o f i n t e r d e p e n d e n c e a r e commonly f o u n d m complex o r g a n i s a t ­

i o n s and b r i e f l y , t h e y a r e : 

( 1 ) P ooled I n t e r d e p e n d e n c e , where major o p e r a t i n g u n i t s may 

have v i r t u a l l y no c o n t a c t w i t h one a n o t h e r b u t where 

each u n i t r e n d e r s a d i s c r e t e c o n t r i b u t i o n t o t h e whole 

o r g a n i s a t i o n and m t u r n i s s u p p o r t e d by t h e whole. 

( 2 ) S e q u e n t i a l I n t e r d e p e n d e n c e , where t h e o u t p u t o f one m a j or 

u n i t i s t h e i n p u t f o r a n o t h e r u n i t . 

( 3 ) R e c i p r o c a l I n t e r d e p e n d e n c e , where t h e o u t p u t o f each u n i t 

r e p r e s e n t i n p u t f o r t h e o t h e r u n i t s . I n t h i s case, each 

u n i t p r e s e n t s d i r e c t c o n t i n g e n c i e s f o r every o t h e r u n i t . 
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Having explored the manner which the c h a l l e n g e s of the f o c a l d i v i s i o n s , 

of t h e i r major task s e c t o r s , and of t h e i r i n d i v i d u a l managers have 

evolved and being s t a b i l i z e d , our next task i s to i n v e s t i g a t e the 

processes which f a c i l i t a t e the f u l f i l m e n t of these c h a l l e n g e s . More 

s p e c i f i c a l l y , we aim to e v a l u a t e the c o n t r i b u t i o n s of the corporate 

management u n i t i n v a r i o u s key f a c i l i t a t i o n a r eas and uncover the 

c o n s i d e r a t i o n s and i m p l i c a t i o n s which u n d e r l i e such c o n t r i b u t i o n s . 

I m p l i c i t l y , t h i s i n v e s t i g a t i o n i s intended to a l s o e n r i c h our understanding 

of the wider i s s u e of corporate l e a d e r s h i p . 

Commonly, l e a d e r s h i p s t u d i e s have a conceptual base which i s b u i l t on 

a narrow theme of decision-making and the contentious i s s u e of the degree 

which subordinates should be permitted to p a r t i c i p a t e i n the p r o c e s s e s 

i n v o l v e d . That i s , the concern i s i n seeking a c l e a r e r understanding of 

the " a u t o c r a t i c " and 'Uemocratic" l e a d e r s h i p s t y l e s and of the attendant 

f a c t o r s which influence, and outcomes which r e s u l t from, the choice of 
C X 2 3 A) 

the d i f f e r e n t s t y l e s > > > . T o a v o i d r e p e t i t i o n , t h i s study p l a n s to 

extend i t s s i g h t to areas other than decision-making i n order to c o n s t r u c t 

a more comprehensive p i c t u r e of the f a c t o r s which form the l e a d e r s h i p 

p a t t e r n s which the corporate managements of the f o c a l firms choose to 

enact over t h e i r d i v i s i o n s . 

A. FACILITATION OF INDIVIDUAL CHALLENGE FULFILMENT 

I n the E x p e c t a t i o n s Framework, as i n t r o d u c e d i n chapter seven, i t was 

c o n c e p t u a l i z e d t h a t there are f i v e key i s s u e s where t i m e l y 
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and a p p r o p r i a t e corporate response w x l l be h e l p f u l to f a c i l i t a t e the 

f u l f i l m e n t of those c h a l l e n g e s that are p r e s c r i b e d for d i v i s i o n a l manager 

These, namely, are the development, d i r e c t i o n , motivation, a d v i s o r y , and 

r e s o u r c i n g i s s u e s . I n t h i s chapter s e c t i o n , we w i l l study them 

i n d i v i d u a l l y and c o l l e c t i v e l y to a s c e r t a i n t h e i r a c t u a l u s e f u l n e s s to 

d i v i s i o n a l managers, the manner which corporate o f f i c e r s respond to them, 

and the c o n c l u s i o n s which one can draw about the l e a d e r s h i p tendencies 

of the f o c a l f i r m s . 

1. Development 

T h i s i s s u e i s concerned with the p r o v i s i o n of a p p r o p r i a t e programmes, 

systems and f a c i l i t i e s for the development and t r a i n i n g of d i v i s i o n a l 

managers (key a c t i o n a r e a development and t r a i n i n g ) . T h e o r e t i c a l l y , 

managerial development i s important for two r e a s o n s . F i r s t l y , to 

i n c u l c a t e i n managers an a p p r o p r i a t e " a t t i t u d i n a l commitment to the 

philosophy, v a l u e s , and goals of t h e i r b u s i n e s s o r g a n i s a t i o n " and 

secondly, to supplement them w i t h " s k i l l s t h a t they l a c k but are 

i m p e r a t i v e f o r the e f f i c i e n t management of t h e i r job r e s p o n s i b i l i t i e s . " ^ 

When these purposes are viewed i n the context of d i v i s i o n a l i s e d f i r m s , 

two important questions immediately r a i s e to mind 

To what extent can the corporate o f f i c e s a t i s f a c t o r i l y manage the 

development of d i v i s i o n a l managers 7 

What i n t e r v e n i n g f a c t o r ( s ) i n f l u e n c e s the c a p a b i l i t y of the 

corporate o f f i c e to s a t i s f a c t o r i l y manage the development of 

d i v i s i o n a l managers? 

(1) Managing the Development of D i v i s i o n a l Managers 

According t o a r e c e n t r e s e a r c h p u b l i s h e d by Campbell, e t . a l . ^ \ 
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t r a i n i n g and development c o s t s have r i s e n to a point where, along w i t h 

the c o s t s of s a l a r i e s and m a t e r i a l s , they have come to r e p r e s e n t one of 

the major f i n a n c i a l c o s t s that o r g a n i z a t i o n s i n c u r . S i n c e no 

o r g a n i z a t i o n can f u n c t i o n e f f e c t i v e l y u n l e s s i t i s s t a f f e d by members 

who have the appropriate s k i l l s and m o t i v a t i o n a l p r o c l i v i t y to perform 

the j o b s , i t i s not hard to understand why o r g a n i z a t i o n s i n v e s t so much 

i n t r a i n i n g . Notwithstanding the v a s t f i n a n c i a l investments that a r e 

i n v o l v e d , there a r e many problems a s s o c i a t e d w i t h u s i n g t r a i n i n g as a 

way of a s s u r i n g that the members of an o r g a n i z a t i o n have the n e c e s s a r y 

s k i l l s and o r i e n t a t i o n s . T r a i n i n g and development i s a complex 

p s y c h o l o g i c a l process t h a t can be d i f f i c u l t to manage. 

Two fundamental problems a s s o c i a t e d with managerial development can 

r e a d i l y be d i s c e r n e d . The f i r s t problem i s connected w i t h d e c i d i n g the 

s o c i o - t e c h n i c a l s k i l l s t h a t a manager must be taught so to enable him 

to plan and c o n t r o l h i s work environment more e f f i c i e n t l y , and the 

c o g n i t i v e - emotional o r i e n t a t i o n that he must c u l t i v a t e i n order to 

motivate him toward more e f f e c t i v e work e f f o r t . The second problem 

i s connected w i t h a s c e r t a i n i n g which p a r t i c u l a r manager a c t u a l l y 

r e q u i r e s t r a i n i n g and development so that f i n a n c i a l investments so 

i n c u r r e d w i l l be e f f e c t i v e l y and economically u t i l i s e d . I t i s c l e a r 

from a survey of contemporary l i t e r a t u r e on development t h a t these 

fundamental i s s u e s only r e c e i v e a minute amount of a t t e n t i o n as compared 

to, say, an overwhelming preoccupation w i t h e x t o l l i n g the w o r k a b i l i t y 

of new t r a i n i n g techniques or le n d i n g c r i t i c i s m s a t some o l d ones. As 

Campbell a p t l y observes-

"By and l a r g e , the t r a i n i n g and development l i t e r a t u r e i s 

voluminous, n o n - e m p i r i c a l , n o n - t h e o r e t i c a l , poorly w r i t t e n , and 
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d u l l . As noted elsewhere, i t i s f a d d i s h to an extreme. The fads 

c e n t e r around the i n t r o d u c t i o n of new techniques and f o l l o w a 

c h a r a c t e r i s t i c p a t t e r n . A new technique appears on the horizon 

and develops a l a r g e s t a b l e of advocates who f i r s t d e s c r i b e i t s 

" s u c c e s s f u l " use i n a number of s i t u a t i o n s . A second wave of 

advocates busy themselves t r y i n g , o u t numerous m o d i f i c a t i o n s of the 

b a s i c techniques. A few e m p i r i c a l s t u d i e s may be c a r r i e d out to 

demonstrate that the method "works". Then the i n e v i t a b l e b a c k l a s h 

s e t s i n and a few v o c a l opponents begin to c r i t i c i z e the u s e f u l n e s s 

of the technique, most often i n the absence of data. Such 

c r i t i c i s m t y p i c a l l y has very l i t t l e e f f e c t . What does have an 

e f f e c t i s the appearance of another new technique and a r e p e t i t i o n 
( 8 ) 

of the same c y c l e . " 

Whether the corporate o f f i c e has a r o l e to p l a y i n the development of 

the d i v i s i o n a l managers appears not to be i n d i s p u t e . As can be 

a t t e s t e d by Table 9-3, the managers of the f o c a l d i v i s i o n s have d e s c r i b e d 

t h e i r a c t u a l e x p e c t a t i o n s of t h e i r corporate c o l l e a g u e s i n connection 

w i t h the development i s s u e as important for t h e i r work performance. More 

s p e c i f i c a l l y , the importance of such a c t u a l e x p e c t a t i o n s i s r a t e d a t the 

3.75, 3.27 and 3.50 l e v e l s by the managers of d i v i s i o n s Alpha, Beta and 

Sigma, r e s p e c t i v e l y . However, what seems to be p e r p l e x i n g i s how the 

corporate e x e c u t i v e s s a t i s f a c t o r i l y decide what development programmes 

are a p p r o priate and which d i v i s i o n a l managers should p a r t i c i p a t e or 

indeed, w i l l b e n e f i t from them. 

- ( 9 ) 

The w r i t i n g s of Gagne prove to be e s p e c i a l l y u s e f u l i n guiding our 

i n v e s t i g a t i o n on these i s s u e s . U n l i k e other p s y c h o l o g i s t s ( f o r example: 

Bass and Vaughan } McGhee and Thayer w h o emphasize the primacy 
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of the s o - c a l l e d t r a d i t i o n a l p r i n c i p l e s of l e a r n i n g ; that i s , on how the 

m a t e r i a l i s to be taught, and s t r e s s i n g the advantages of such matters 

as spaced,over massed, l e a r n i n g and the r o l e of reinforcement, Gagne, 

suggested that the p r i n c i p l e s of l e a r n i n g should be p l a c e d i n a 

secondary r o l e and the primary c o n s i d e r a t i o n should be given to an 

i n t e n s i v e a n a l y s i s on t r a i n i n g content and context. T y p i c a l l y , t o t a l 

performance on a job can be analysed as performance on a number of t a s k s 

which are r e l a t i v e l y d i s t i n c t from one another. Looked at t h i s way, 

the b a s i c procedure i n t r a i n i n g design i s to i d e n t i f y these separate 

ta s k s and what makes fo r s u c c e s s f u l performance on them. The next step 

i s to teach the employee how to perform each t a s k i n a way that w i l l 

f a c i l i t a t e t r a n s f e r when the whole job has to be performed. T h i s 

approach, i n s h o r t , suggests t h a t corporate o f f i c e r s who a r e r e s p o n s i b l e 

for t r a i n i n g should spend time a n a l y s i n g j o b s and t a s k s r e l e v a n t for 

d i v i s i o n a l managers, and looking a t the behaviours t h a t lead to 

s u c c e s s f u l performance on each t a s k . 

Deducing from t h i s suggestion, i t would appear t h a t i n order for the 

corporate o f f i c e r s to be a b l e to s a t i s f a c t o r i l y conduct the development 

of the d i v i s i o n a l managers, they must possess knowledge of two c r u c i a l 

f a c t o r s . F i r s t l y , they must be aware of the i n d i v i d u a l task 

r e s p o n s i b i l i t i e s of the d i v i s i o n a l managers so t h a t wherever n e c e s s a r y , 

s k i l l s s u i t a b l e for t h e i r performance can be imparted to them. Secondly, 

they must be conscious of the c o g n i t i v e - emotional o r i e n t a t i o n s of the 

managers so t h a t a p p r o p r i a t e programmes to i n f l u e n c e t h e i r m o t i v a t i o n a l 

d r i v e toward more e f f e c t i v e work performance can be implemented. 

B u i l d i n g on t h i s r easoning, we reexamine the corporate o f f i c e r s ' 

involvement i n the t r a n s l a t i o n of c h a l l e n g e s f o r i n d i v i d u a l managers, 

as e x p l a i n e d i n the previous chapter, to a s c e r t a i n whether they possess 
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such knowledge. I n t h i s r e s p e c t , we have to focus on how s a t i s f a c t o r i l y -
c orporate o f f i c e r s have managed the a c t u a l e x p e c t a t i o n s of t h e i r 
d i v i s i o n a l managers concerning the c o n d i t i o n i n g , formation, and e f f o r t -
s t i p u l a t i o n i s s u e s . R e c a l l i n g our a n a l y s i s of these i s s u e s i n the 
previous chapter, the manner m which corporate o f f i c e r s managed the f i r s t 
i s s u e w i l l provide us w i t h an i n d i c a t i o n of t h e i r awareness of the 
c o g n i t i v e - emotional needs of the d i v i s i o n a l managers w h i l e the second 
and t h i r d i s s u e s w i l l i n d i c a t e c o r p o r a t e awareness of the i n d i v i d u a l 
t ask r e s p o n s i b i l i t i e s of the d i v i s i o n a l managers. 

Hence, upon a n a l y s i n g Table 8-30, one can n o t i c e that the c orporate 

o f f i c e r s of f i r m BETA appeared to command the h i g h e s t awareness of the 

c o g n i t i v e - emotional needs and task r e s p o n s i b i l i t i e s of t h e i r 

d i v i s i o n a l managers as they have most s a t i s f a c t o r i l y managed the 

c o n d i t i o n i n g , formation and e f f o r t - s t i p u l a t i o n i s s u e s ( a t l e v e l s 3.30, 

3.00 and 3.50, r e s p e c t i v e l y ) . The corporate o f f i c e r s of f i r m ALPHA 

followed next as they have s a t i s f a c t o r i l y managed these same i s s u e s a t 

the next h i g h e s t l e v e l ( a t l e v e l s 2.55, 2.50 and 2.58, r e s p e c t i v e l y ) . 

I n c o n t r a s t , the corporate o f f i c e r s of f i r m SIGMA appeared to have the 

lowest awareness as t h e i r management of these i s s u e s i s a t the l e a s t 

s a t i s f a c t o r y l e v e l ( a t l e v e l s 2.17, 1.75 and 2.00, r e s p e c t i v e l y ) . 

Furthermore, when the a b i l i t y of the corporate o f f i c e r s to s a t i s f a c t o r i l y 

manage the development of t h e i r d i v i s i o n a l managers i s examined, t h e i r 

r e l a t i v e a b i l i t y i s found to f o l l o w a s i m i l a r trend. Thus, from Table 

9-4, one can observe that the c orporate o f f i c e r s of f i r m BETA have most 

s a t i s f a c t o r i l y f u l f i l l e d the a c t u a l e x p e c t a t i o n s of t h e i r d i v i s i o n a l 

managers concerning the development i s s u e ( a t the 3.25 l e v e l ) , followed 

next by the corporate o f f i c e r s of f i r m ALPHA ( a t the 3.07 l e v e l ) , and 

l a s t l y by the corporate o f f i c e r s of f i r m SIGMA who had managed the 

development i s s u e a t the l e a s t s a t i s f a c t o r y l e v e l ( a t the 2.88 l e v e l ) . 
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T h e r e f o r e , from t h i s l i n e a r r e l a t i o n s h i p between the a b i l i t y of the 

corporate o f f i c e r to s u c c e s s f u l l y manage the development i s s u e and the 

s u c c e s s f u l management of the c o n d i t i o n i n g , formation and e f f o r t 

s t i p u l a t i o n i s s u e s , one can conclude t h a t the s a t i s f a c t o r y development of 

d i v i s i o n a l managers i s contingent on the corporate o f f i c e r s having a 

working knowledge of the i n t r i n s i c o r i e n t a t i o n and the task 

r e s p o n s i b i l i t i e s of managers concerned. I n a d d i t i o n , t h i s f i n d i n g 

a l s o r e a f f i r m s and h i g h l i g h t s the importance of Gagne's emphasis on 

i n t e n s i v e a n a l y s i s of t r a i n i n g content and context r a t h e r than 

t r a d i t i o n a l p r i n c i p l e s of l e a r n i n g as the primary c o n s i d e r a t i o n i n 

planning the development of o r g a n i z a t i o n a l members. To summarize our 

d i s c u s s i o n , we propose 

P r o p o s i t i o n 66 

The e x tent which the corporate o f f i c e r s can s a t i s f a c t o r i l y manage the 

development of d i v i s i o n a l managers i s contingent on the knowledge which 

the corporate o f f i c e r s possess of the c o g n i t i v e - emotional needs and 

i n d i v i d u a l task r e s p o n s i b i l i t i e s of these managers. Thus, the g r e a t e r 

the corporate o f f i c e r s ' knowledge of the c o g n i t i v e - emotional needs of 

the d i v i s i o n a l managers and t h e i r i n d i v i d u a l task r e s p o n s i b i l i t i e s , the 

more s a t i s f a c t o r y w i l l the corporate o f f i c e r s be abl e to manage the 

development of these managers. 

P r o p o s i t i o n 67 

The e x tent of the corporate o f f i c e r s ' knowledge of the c o g n i t i v e -

emotional needs and i n d i v i d u a l task r e s p o n s i b i l i t i e s of the d i v i s i o n a l 

managers i s contingent on the extent which the corporate o f f i c e r s have 

s a t i s f a c t o r i l y managed the c o n d i t i o n i n g , formation and e f f o r t -

s t i p u l a t i o n i s s u e s . Thus, the more s a t i s f a c t o r i l y the corporate 
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o f f i c e r s have managed the c o n d i t i o n i n g , formation and e f f o r t -

s t i p u l a t i o n i s s u e s , the g r e a t e r w i l l be the corporate o f f i c e r s ' 

knowledge of the c o g n i t i v e - emotional needs and i n d i v i d u a l task 

r e s p o n s i b i l i t i e s of the d i v i s i o n a l managers. 

2. D i r e c t i o n 

Theodore Herbert, the eminent s c h o l a r of o r g a n i s a t i o n a l behaviour once 

wrote 

"The d i r e c t i n g a c t i v i t y of the manager r e l a t e s to the o r g a n i z a t i o n ' s 

human element. The manager, r e s p o n s i b l e as he i s f o r r e s u l t s , 

cannot l e a v e to chance the w i l l i n g n e s s or c a p a b i l i t y of h i s 

subordinates to c o n t r i b u t e t h e i r maximum e f f o r t s toward d e s i r e d 

r e s u l t s . Without d i r e c t i o n , o r g a n i z a t i o n a l members might soon 

l o s e t h e i r sense of purpose or l o s e s i g h t of the ways i n which 

t h e i r e f f o r t s f i t i n t o the o v e r a l l o p e r a t i o n . I f the manager 

f a i l s i n h i s d i r e c t i n g a c t i v i t y , h i s subordinates might w e l l f i n d 

themselves a l i e n a t e d , d i s s a t i s f i e d , unproductive, and a t odds w i t h 

« . t i (12) management." 

I n t h i s s e c t i o n , we w i l l i n v e s t i g a t e whether the d i r e c t i o n i s s u e (key 

a c t i o n a r e a d i r e c t i n g ) when viewed i n the context of corporate -

d i v i s i o n a l r e l a t i o n s h i p i s as important as Herbert has suggested. More 

s p e c i f i c a l l y , we w i l l focus on 

The extent to which corporate o f f i c e r s provide, and d i v i s i o n a l managers 

require, d i r e c t i o n s . 

The c o n s i d e r a t i o n s which impel corporate o f f i c e r s to provide, and 

d i v i s i o n a l managers to r e q u i r e , d i r e c t i o n s . 
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( i ) Determinants o f the E x t e n s i t y and I n t e n s i t y o f Corporate D i r e c t i o n 

O r g a n i s a t i o n a l w r i t e r s have f r e q u e n t l y p o s t u l a t e d that a key determinant 

o f the pr o p e n s i t y of a s u p e r i o r to i n t e r v e n e and d i r e c t the a c t i o n s of 

h i s subordinates i s the l e v e l of confidence which the su p e r i o r holds 

that h i s subordinates possess the ap p r o p r i a t e s k i l l s to independently 

and e f f i c i e n t l y accomplish t h e i r r e l a t e d task o b j e c t i v e s . As L i t t e r e r 

s u c c i n c t l y e x p l a i n s : 

"For any e x e c u t i v e to be w i l l i n g to delegate s u b s t a n t i a l amounts 

of r e s p o n s i b i l i t y and a u t h o r i t y , he must possess a high degree of 

confidence i n t h e i r a b i l i t y to handle matters m a way tha t w i l l 

r e f l e c t c r e d i t on both of them. A subordinate who f a i l s not only 

brings d i s g r a c e to h i m s e l f but a l s o to the s u p e r i o r to whom he 

rep o r t s and who i s h e l d accountable f o r h i s performance. I t i s 

u n l i k e l y that many people w i l l delegate f r e e l y to those i n whom 

they do not have c o n s i d e r a b l e confidence. S i n c e a g e n e r a l l y 

r e c o g n i s e d p o i n t i n management today i s that e x e c u t i v e s are made 

r a t h e r than born, t h i s means that any d e c e n t r a l i s e d o r g a n i s a t i o n 

must of n e c e s s i t y be deeply concerned w i t h t r a i n i n g and developing 

(1' 
e x e c u t i v e s to perform e f f i c i e n t l y and competently i n t h e i r p o s t s . " 

I m p l i c i t l y , L i t t e r e r suggests that d e l e g a t i o n i s a p p r o p r i a t e , and 

or g a n i s i n g and d i r e c t i n g the behaviour and a c t i o n s of e x e c u t i v e s becomes 

l e s s compulsory when they are s u i t a b l y competent and s k i l f u l i n 

d i s c h a r g i n g c e r t a i n task r e s p o n s i b i l i t i e s . 

Another f a c t o r which i s commonly h e l d to be important m i n f l u e n c i n g the 

i n c l i n a t i o n of a s u p e r i o r to make d e c i s i o n s and d i r e c t the a c t i o n s of 

h i s subordinates i n accordance w i t h these d e c i s i o n s i s the extent to which 

the s u p e r i o r b e l i e v e s the val u e systems of h i s subordinates, which 
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p e r t a i n to the philosophy, v a l u e s , and goals of t h e i r b u siness 

o r g a n i s a t i o n , are c o n s i s t e n t with h i s own. Kast and Rosenzweig 

d e s c r i b e t h i s i n c l i n a t i o n i n the f o l l o w i n g manner; 

" I n more dynamic i n d u s t r i e s and o r g a n i s a t i o n s , there i s an i n f l u x 

of people from the ou t s i d e and progress may be r e l a t i v e l y r a p i d up 

through the h i e r a r c h y . I n t h i s case more overt a t t e n t i o n may be 

p a i d to developing c o n s i s t e n t v a l u e systems throughout the 

o r g a n i s a t i o n . These development programs are c a r r i e d on i n 

a d d i t i o n to t r a i n i n g f o r s p e c i f i c s k i l l s and f u n c t i o n s w i t h i n the 

o r g a n i s a t i o n . The emphasis i s often on ge n e r a l management philosophy 

and i t s a p p l i c a t i o n i n a p a r t i c u l a r company I f the 

managerial group, by and l a r g e , has a c o n s i s t e n t v a l u e system w i t h 

regard to p e r t i n e n t o r g a n i s a t i o n a l i s s u e s , members of top 

management can delegate d e c i s i o n - making and be reasonably 

c o n f i d e n t that the r e s u l t s w i l l conform to t h e i r e x p e c t a t i o n s . 

That i s , the d e c i s i o n s w i l l be made j u s t as i f they were doing 

i t themselves. Without t h i s confidence, management i s l i k e l y to 

r e t a i n c e n t r a l i z e d c o n t r o l and r e s e r v e the r i g h t to make d e c i s i o n s 
( 1 4 ) 

or a t l e a s t review them a t the top l e v e l . " 

I n other words, these two f a c t o r s of managerial s k i l l s and va l u e systems 

are p r e c i s e l y those which the development i s s u e , as d i s c u s s e d i n the l a s t 

s e c t i o n , i s concerned w i t h . T h e r e f o r e , by examining the corporate 

o f f i c e r s ' p e r c e i v e d e x p e c t a t i o n s concerning the development i s s u e , one 

can obt a i n a measure of t h e i r confidence i n the s k i l l s and value systems 

of t h e i r d i v i s i o n a l managers. That i s , the l e s s e r the corporate o f f i c e r s ' 

confidence t h a t the s k i l l s of t h e i r d i v i s i o n a l managers are adequate or 

whose v a l u e systems are c o n s i s t e n t w i t h t h e i r s , the more w i l l the 

corpo r a t e o f f i c e r s p e r c e i v e t h a t they must develop the s k i l l s and v a l u e 

systems of t h e i r managers. 
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Accordingly, when examining Tables 9-1 and 9-2, one can see that the 

corporate o f f i c e r s ' p e r c e p t i o n of the e x t e n s i t y (percentage) and 

i n t e n s i t y ( p r o p o r t i o n ) of t h e i r involvement i n the development i s s u e 

i s marked. More s p e c i f i c a l l y , i n firms ALPHA, BETA and SIGMA, the 

e x t e n s i t y of the corporate o f f i c e r s ' p e r c e i v e d e x p e c t a t i o n s i s 50%, 

75% and 33%, r e s p e c t i v e l y , and the i n t e n s i t y of t h e i r p e r c e i v e d 

e x p e c t a t i o n s i s a t l e v e l s 1.00, 3.60 and 1.00, r e s p e c t i v e l y . T h i s 

c l e a r l y shows t h a t the corporate o f f i c e r s i n the f o c a l firms do not 

have complete confidence i n the s k i l l s and v a l u e systems of t h e i r 

d i v i s i o n a l managers as they f e l t compelled to undertake the 

development of t h e i r managers i n these m a t t e r s . 

T h e o r e t i c a l l y , then, one would expect the corporate o f f i c e r s to 

p e r c e i v e that they must organise and d i r e c t the a c t i o n s of t h e i r 

d i v i s i o n a l managers. However, upon a n a l y s i n g the p e r c e i v e d e x p e c t a t i o n s 

of the corporate o f f i c e r s i n a l l f o c a l f i r m s , t h i s does not appear to 

be g e n e r a l l y the c a s e . As can be observed from T a b l e s 9-1, 9-2 and 9-3, 

w i t h the exception of those corporate o f f i c e r s from f i r m SIGMA, none 

of the others from firms ALPHA and BETA p e r c e i v e t h a t they should be 

i n v o l v e d i n the d i r e c t i o n i s s u e or b e l i e v e t h a t such involvement i s 

important for the work performance of t h e i r d i v i s i o n a l managers. 

Therefore, i t i s c l e a r t h a t the l e v e l of corporate confidence i n the 

d i v i s i o n a l managers' s k i l l s and value systems i s only a r e l a t i v e l y weak 

f a c t o r i n i n f l u e n c i n g corporate d e c i s i o n to o r g a n i s e and d i r e c t the 

a c t i o n s and behaviour of d i v i s i o n a l managers. 

What, then, i s the stronger i n f l u e n c i n g f a c t o r ? F o l l o w i n g the a n a l y s i s 

of the q u e s t i o n n a i r e responses and i n t e r v i e w c o n v e r s a t i o n s , the w r i t e r 

i s i n c l i n e d to suggest t h a t the f a c t o r which accounts f o r the s t r o n g e r 

tendency by corporate o f f i c e r s from f i r m SIGMA to d i r e c t the a c t i o n s of 
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t h e i r d i v i s i o n a l managers i s consistent w i t h a form of a d m i n i s t r a t i v e 

r a t i o n a l i t y which f o r want of a b e t t e r name w i l l be c a l l e d 'Strategic 

Stringency'. B a s i c a l l y , i t i m p l i e s t h a t these corporate o f f i c e r s have 

adopted a s t r i n g e n t c o n t r o l over t h e i r d i v i s i o n a l managers by a c t i v e l y 

d i r e c t i n g t h e i r actions and behaviour f o r some s t r a t e g i c reasons. I n 

t h i s case, two main reasons can be discerned. F i r s t l y , because of the 

corporate perception t h a t the e x t e r n a l environment of i t s d i v i s i o n i s 

i n a c r i s i s s t a t e and d i r e c t corporate i n t e r v e n t i o n i n d i r e c t i n g i t s 

management i s u r g e n t l y needed to reverse the s i t u a t i o n . As we have 

discussed i n chapter f i v e and i n p a r t i c u l a r , when considering the 

manageability and s t a b i l i t y of the task environments and the pressure 

which they b r i n g t o bear on the s u r v i v a l prospect of d i v i s i o n Sigma, 

t h i s corporate apprehension appears to be w e l l founded. Secondly, 

because of the corporate b e l i e f t h a t d i v i s i o n Sigma, being v e r t i c a l l y 

i n t e g r a t e d w i t h other feeder and main component p l a n t s , would r e q u i r e 

d i r e c t i o n from a higher management a u t h o r i t y to ensure adequate 

c o - o r d i n a t i o n amongst a l l the o p e r a t i o n a l u n i t s concerned. 

The opposite a d m i n i s t r a t i v e r a t i o n a l i t y may be c a l l e d "Strategic 

Leniency". Gouldner and Blau were, perhaps, the only two 

authors who had touched b r i e f l y on t h i s subject when they n o t i c e d t h a t 

formal r u l e s and d i r e c t i v e s were d e l i b e r a t e l y not enforced by superiors 

f o r the e x p l i c i t purpose of c u l t i v a t i n g a good r e l a t i o n s h i p w i t h t h e i r 

subordinates and thus, enhancing t h e i r personal a u t h o r i t y . As Gouldner 

s t a t e s , "the r u l e s created something which could be given up as 

w e l l as given use." U n f o r t u n a t e l y , i n t h i s study we d i d not detect any 

s t r a t e g i c leniency being exercised i n the i n t e r a c t i o n between corporate 

o f f i c e r s and t h e i r d i v i s i o n a l managers t o enable us t o f u r n i s h d e t a i l e d 

i n s i g h t i n t o the circumstances t h a t may lead t o i t s occurrence. 
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F i n a l l y , i n r e t u r n i n g to the e a r l i e r question r a i s e d i n connection w i t h 

Herbert's q u o t a t i o n , i t would appear t h a t d i r e c t i n g the actions and 

behaviour of subordinates should not be assumed as a u n i v e r s a l l y accurate 

g e n e r a l i s a t i o n of the s i t u a t i o n i n any d i v i s i o n a l i s e d f i r m . For 

instance, the corporate o f f i c e r s d i d not perceive i t necessary f o r them 

to d i r e c t t h e i r d i v i s i o n a l managers except, as i n the case of f i r m SIGMA, 

where s t r a t e g i c considerations d i c t a t e . Of course, to be f a i r t o Herbert, 

the d i v i s i o n a l managers themselves d i d expect t h e i r corporate o f f i c e r s to 

d i r e c t t h e i r actions and behaviour, and b e l i e v e t h a t such d i r e c t i o n i s 

important f o r t h e i r work performance. This i s shown up c l e a r l y when 

one examines the e x t e n s i t y , i n t e n s i t y , and importance of t h e i r a c t u a l 

expectations concerning d i r e c t i o n i n Tables 9-1, 9-2 and 9-3, r e s p e c t i v e l y . 

However, the reason which c o n s t a n t l y recurs as to why they h o l d such 

expectations i s h a r d l y t h a t of not wishing t o "lose t h e i r sense of purpose 

or lose s i g h t of the ways i n which t h e i r e f f o r t s f i t i n t o the o v e r a l l 

o p e r a t i o n " or t o prevent themselves from being " a l i e n a t e d , d i s s a t i s f i e d , 

unproductive, and at odds w i t h management". Instead, the reason i s t o 

ensure t h a t corporate o f f i c e r s when r e q u i r e d to provide s p e c i f i c 

d i r e c t i o n s w i l l take a keener i n t e r e s t i n l o c a l problems and o p e r a t i o n a l 

d i f f i c u l t i e s so t h a t they w i l l formulate more r e a l i s t i c p o l i c i e s , and 

be more o b j e c t i v e i n the a p p r a i s a l of managerial performance. I n the 

words of the s p e c i a l p r o j e c t s d i r e c t o r at d i v i s i o n Beta-

"As you may be aware, the engineering i n d u s t r y i s g e n e r a l l y going 

through a d i f f i c u l t s p e l l . Our o:der books aren't a l t o g e t h e r 

glowing and w i t h the best w i l l and i n t e n t i o n , our e f f o r t s t o 

improve i t , c o n f i d e n t i a l l y speaking, are not as successful as we 

wished, p a r t l y , because of the s c a r c i t y of p r o j e c t s f l o a t i n g 

f r e e l y to be n e t t e d and p a r t l y , because of the technical-people 
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problems i n v o l v e d . Marketing problems should be easy to grasp. 

Let me t r y and exp l a i n the technical-people problems. E s s e n t i a l l y , 

we design and manage large scale and complex i n d u s t r i a l p r o j e c t s 

and i n s t a l l a t i o n s . S t r i c t l y speaking, we are not a manufacturing 

o r g a n i s a t i o n and so we need t o draw on the e f f o r t s of other 

manufacturing u n i t s I n the Group to support our programmes. Thus, 

we are placed i n a p o s i t i o n where we are employed by c l i e n t s to 

assess, i m p a r t i a l l y , the t e c h n i c a l , commercial and f i n a n c i a l 

m e r i t s of our s i s t e r d i v i s i o n s ' supplies t o ensure t h a t t h e i r 

performance and op e r a t i o n a l r e l i a b i l i t y are adequate at a 

compe t i t i v e cost. The dilemma i s not only obvious, i t i s damn 

d i f f i c u l t t o handle, e s p e c i a l l y when i n t e r n a l supplies are not up 

to r e q u i r e d standards and come from a major s i s t e r d i v i s i o n which 

i s headed by someone i n f l u e n t i a l . Under such circumstances, we 

g l a d l y welcome the top brass t o mediate and t e l l us what t o do so 

t h a t i f our performance should s u f f e r , they would a t l e a s t 

appreciate how tha t i s brought about. Otherwise, w i t h so many 

u n i t s and each si n g i n g t h e i r own tunes, some more f o r c e f u l 

than others i t i s easy f o r them t o misjudge and chastise us, 

and make r u l i n g s t h a t have l i t t l e sympathy w i t h l o c a l predicaments. 

To conclude, one can s t a t e . 

P r o p o s i t i o n 68 

The corporate o f f i c e r s ' confidence i n the s k i l l s and value systems of 

the d i v i s i o n a l managers i s not a d e c i s i v e f a c t o r which i n f l u e n c e s 

corporate involvement i n the d i r e c t i o n issue. Thus, low corporate 

confidence i n the s k i l l s and value systems of the d i v i s i o n a l manager 

does not a u t o m a t i c a l l y r e s u l t i n a corresponding increase i n corporate 

tendency t o d i r e c t and organise the behaviour and act i o n s of d i v i s i o n a l 

managers. 
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P r o p o s i t i o n 69 

The tendency of corporate o f f i c e r s to be i n v o l v e d i n the d i r e c t i o n issue 

i s contingent on the need f o r an a d m i n i s t r a t i v e r a t i o n a l i t y c a l l e d 

s t r a t e g i c stringency. Thus, the greater the need f o r s t r a t e g i c stringency 

as when the e x t e r n a l environment i s i n a c r i s i s s t a t e , or when d i v i s i o n s 

are v e r t i c a l l y or s e q u e n t i a l l y i n t e g r a t e d , the higher w i l l be the 

corporate tendency t o d i r e c t and organise the behaviour and actions of 

d i v i s i o n a l managers. 

P r o p o s i t i o n 70 

The d e s i r a b i l i t y of d i v i s i o n a l managers f o r corporate involvement i n the 

d i r e c t i o n issue i s contingent on the need f o r corporate a p p r e c i a t i o n of 

l o c a l d i f f i c u l t i e s so t h a t more r e a l i s t i c p o l i c i e s may be formulated f o r 

them and t h e i r managerial performance more o b j e c t i v e l y appraised. Thus, 

the greater the need f o r corporate a p p r e c i a t i o n of l o c a l d i f f i c u l t i e s , 

r e a l i s t i c p o l i c i e s and o b j e c t i v e performance a p p r a i s a l , the more w i l l 

d i v i s i o n a l managers desire t h e i r corporate o f f i c e r s to d i r e c t and 

organise t h e i r behaviour and a c t i o n s . 

3. M o t i v a t i o n 

Managerial m o t i v a t i o n has been the subject of an i n c r e a s i n g number of 

e m p i r i c a l studies over the l a s t few years and two concepts have provided 

the bases f o r many of these s t u d i e s ; the motivation-hygiene 

concept (Herzberg, e t . a l . ^ ^ ) , and the need-hierarchy concept 
(18 ) 

advocated by Maslow . Other s t u d i e s , some c r i t i c a l and others 

supportive, have since f o l l o w e d . Perhaps, the two most noteworthy are 

those which r e l a t e t o the works of Vroom, and Porter and Lawler. 
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V i c t o r Vroom s t a r t e d o f f by p a r t a k i n g i n the vanguard of the a t t a c k on 
Herzberg's two-factor theory i n 1964 when he argued t h a t the two-factor 
conclusion was only one of many t h a t could be i n t e r p r e t e d from 
Herzberg's research f i n d i n g s . As he s t a t e s , 

"One could also argue t h a t the r e l a t i v e frequency w i t h which 

job-content or j o b - c o n t e x t u a l features w i l l be mentioned as sources 

of s a t i s f a c t i o n and d i s s a t i s f a c t i o n i s dependent on the nature of 
(19) 

the content and context of the work r o l e s of the respondents." 

Vroom went on to c i t e the c l a s s i c study of the assembly-line worker, by 

Walker and Guest to support h i s i n t e r p r e t a t i o n . Contrary to most 

c r i t i c s , Vroom d i d propose an a l t e r n a t i v e to the Herzberg model which 

he attacked. His model i s b u i l t around the concepts of valence, 

expectancy and force; and i t s basic assumption i s t h a f 

"the choices made by a person among a l t e r n a t i v e courses of a c t i o n 

are l a w f u l l y r e l a t e d t o psychological events o c c u r r i n g 
(21) 

contemporaneously w i t h the behaviour." 

I n other words, Vroom's concept of force i s b a s i c a l l y equivalent to 

m o t i v a t i o n and i s shown to be the a l g e b r a i c sum of the products of 

valences ( i e the s t r e n g t h of an i n d i v i d u a l ' s preference f o r a p a r t i c u l a r 

outcome) m u l t i p l i e d by expectancies ( i e the p r o b a b i l i t y t h a t a p a r t i c u l a r 

a c t i o n or e f f o r t w i l l lead t o a p a r t i c u l a r f i r s t - l e v e l outcome). 

Lyman Porter and Edward Lawler propose a m u l t i v a r i a b l e model to e x p l a i n 

the complete r e l a t i o n s h i p t h a t e x i s t s between jo b a t t i t u d e s , j o b 

performance, and task or o r g a n i s a t i o n a l v a r i a b l e s . Their model counters 

some of the s i m p l i s t i c t r a d i t i o n a l assumptions made about the p o s i t i v e 

r e l a t i o n s h i p between s a t i s f a c t i o n and performance and i s one of the newer, 

more promising models of managerial m o t i v a t i o n . S i m i l a r to the Vroom 
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model, Porter and Lawler's model I s based l a r g e l y upon an expectancy 

theory of m o t i v a t i o n . The f u t u r e - o r i e n t e d expectancy t h e o r i e s 

emphasize the a n t i c i p a t i o n of response-outcome connections, whereas 

the h a b i t - o r i e n t e d d r i v e t h e o r i e s emphasize past stimulus-response 

connections. Porter and Lawler explains t h e i r choice f o r the expectancy 

approach as f o l l o w s : 

"The emphasis i n expectancy theory on r a t i o n a l i t y and expectations 

seems to us to describe best the kinds of c o g n i t i o n s that i n f l u e n c e 

managerial performance. We assume t h a t managers operate on the 

basis of some s o r t of expectancies which, although based upon 

previous experience, are forward-oriented i n a way t h a t does not 
(22) 

seem to be as e a s i l y handled by the concept of h a b i t - s t r e n g t h . " 

As to the d i f f e r e n c e between Porter and Lawler's model and t h a t of 

Vroora, one may say t h a t the former i s more e x p l i c i t i n d e f i n i n g and 

d i s t i n g u i s h i n g between actions and outcomes, and between the d i f f e r e n t 

types of expectancies associated w i t h each. As the d e t a i l s of Porter 

and Lawler's model are very lengthy and have been w e l l documented i n 
(23) (2A) (25) the works of Graen , Lawler and S u t t l e , and Heneman and Schwab 

they would not be repeated here. Instead, i t s u f f i c e s t o o u t l i n e only 

the genesis of the expectancy theory, and t o p o i n t out t h a t when 

discussing m o t i v a t i o n , "leading behavioural s c i e n t i s t s tend t o agree 

t h a t the expectancy theory i s the most comprehensive best-developed, and 
(26) 

most r e l e v a n t f o r the study of management." 

Extending from the basic tenet of the expectancy theory, the main i n t e r e s t 

of our study i s t o i n v e s t i g a t e the f o l l o w i n g -

The extent which the valences and expectancies of d i v i s i o n a l managers 

are dependent on, or a t t r i b u t e d to, the a c t i o n s and e f f o r t s of t h e i r 

o f f i c e r s , and v i c e versa. 
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The causes f o r these m o t i v a t i o n a l s t a t e s . 

I n t h i s research context, we have made the a p r i o r i reasoning t h a t f o r 

senior d i v i s i o n a l managers and corporate executives such as those 

selected f o r our study, the needs which are i n t r i n s i c a l l y s i g n i f i c a n t 

f o r them and indeed, whose r e a l i z a t i o n may be a t t r i b u t e d to the e f f o r t s 

of each other i r e - conducive o r g a n i s a t i o n a l c l i m a t e , s e c u r i t y of 

occupational tenure, and o p p o r t u n i t y f o r personal growth and development 

(key a c t i o n area- m o t i v a t i o n ) . I t was assumed t h a t other needs w i l l be 

subsumed in, and subservient to, these primary needs. 

( i ) M o t i v a t i o n a l Valence and Expectancy States and Causes 

F i r s t l y , to a s c e r t a i n the valence, or s t r e n g t h of d e s i r e , f o r these 

primary needs, we analysed the importance of such needs f o r the work 

performance of d i v i s i o n a l managers. Hence, from Table 9-3, one can 

observe t h a t the valence of the managers from d i v i s i o n Sigma i s highest 

(4.53 l e v e l ) , and next highest f o r managers from d i v i s i o n s Alpha and 

Beta (both a t the 4.00 l e v e l ) . Secondly, t o a s c e r t a i n the expectancy 

of the d i v i s i o n a l managers, or perceived p o s s i b i l i t y , t h a t these primary 

needs can be provided by t h e i r corporate o f f i c e r s , we examined Tables 

9-1 and 9-2. By analysing the e x t e n s i t y (percentage) and i n t e n s i t y 

( p r o p o r t i o n ) of the a c t u a l expectations of the d i v i s i o n a l managers 

concerning the m o t i v a t i o n a l needs, we can see t h a t the managers of 

d i v i s i o n Sigma hold the highest expectancy (75%, 3.44 l e v e l ) , f o l l o w e d 

by the managers of d i v i s i o n Alpha w i t h the next highest expectancy 

(75%, 3.20 l e v e l ) , and l a s t l y by the managers of d i v i s i o n Beta w i t h 

the lowest expectancy (67%, 2.25 l e v e l ) . 
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I n t e r e s t i n g l y , when the valence and expectancy of the corporate o f f i c e r s , 

i n terms of the importance, percentage and p r o p o r t i o n of t h e i r a c t u a l 

expectations which are connected w i t h the three primary m o t i v a t i o n a l 

needs, were also examined, the rank order f o r the three f o c a l firms 

emerged t o be the same as t h a t f o r the d i v i s i o n a l managers. For instance, 

when the importance (Table 9-3), percentage and p r o p o r t i o n (Tables 9-1 

and 9-2) of the corporate o f f i c e r s ' a c t u a l expectations were analysed, 

one can see t h a t the corporate o f f i c e r s of d i v i s i o n Sigma have the 

highest valence and expectancy (4.80 l e v e l , 33'' and 5.00 l e v e l , 

r e s p e c t i v e l y ) , followed by the corporate o f f i c e r s of d i v i s i o n Alpha 

w i t h the next highest valence and expectancy (4.00 l e v e l , 25% and 4.80 

l e v e l , r e s p e c t i v e l y ) , and l a s t l y by the corporate o f f i c e r s of d i v i s i o n 

Beta w i t h the lowest valence and expectancy (2.00 l e v e l , 25% and 1.00 

l e v e l , r e s p e c t i v e l y ) . 

This close resemblence i n the p a t t e r n of valence and expectancy of 

both corporate o f f i c e r s and d i v i s i o n a l managers presents us w i t h a new 

enigma. C l e a r l y , some common phenomenon must have a f f e c t e d the 

m o t i v a t i o n a l a t t i t u d e s and needs of these two management groups. From 

accumulated research knowledge of the workings of the f o c a l f i r m s , the 

w r i t e r i s convinced t h a t the phenomenon i n question i s the l a t i t u d e of 

corporate involvement i n the a f f a i r s , both i n p o l i c y decisions and 

f u n c t i o n a l operations, of t h e i r d i v i s i o n s . Hence, when the corporate 

o f f i c e r s are deeply i n v o l v e d i n d i v i s i o n a l matters, i t s managers w i l l 

i n c r e a s i n g l y perceive themselves as having less c o n t r o l over events 

which c o n t r i b u t e t o the r e a l i z a t i o n of t h e i r m o t i v a t i o n a l needs. Instead, 

the d i v i s i o n a l managers w i l l b e l i e v e t h a t the f u l f i l m e n t of needs such 

as o r g a n i z a t i o n a l c l i m a t e , s e c u r i t y , and t h e i r growth and development 
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as d i r e c t l y a t t r i b u t e d t o the actions of t h e i r corporate o f f i c e r s . By 

the same token, when corporate o f f i c e r s are in v o l v e d i n d i v i s i o n a l 

matters, they w i l l i n c r e a s i n g l y recognise t h a t a s a t i s f a c t o r y o r g a n i z a t i o n a l 

l i f e i s also a f f e c t e d by the manner which d i v i s i o n a l managers act and 

behave. I n other words, as the corporate o f f i c e r s assume greater 

r e s p o n s i b i l i t y f o r t h e i r d i v i s i o n s , they w i l l f i n d t h e i r o r g a n i z a t i o n a l 

l i f e less s o l e l y bound up w i t h events i n t h e i r immediate corporate 

environment but i n c r e a s i n g l y , i n f l u e n c e d by the performance of, and 

condit i o n s i n , t h e i r d i v i s i o n s . Consequently, the f u l f i l m e n t of t h e i r 

primary m o t i v a t i o n a l needs w i l l p r o g r e s s i v e l y move beyond t h e i r own 

d i r e c t c o n t r o l . 

The a s s o c i a t i o n between corporate involvement i n d i v i s i o n a l a f f a i r s 

and the extent which the valence and expectancy of one management group 

i s a t t r i b u t e d t o the actions and e f f o r t s of the other i s more c l e a r l y 

understood i f we r e c a l l the analyses as presented i n Tables 8-8 and 8-12. 

As can be seen, the former Table shows t h a t the locus of d i v i s i o n a l 

decision-making i s most c e n t r a l i s e d i n f i r m SIGMA (1.55 l e v e l ) , next 

most c e n t r a l i s e d i n f i r m ALPHA (1.37 l e v e l ) , and l e a s t c e n t r a l i s e d i n 

f i r m BETA (1.27 l e v e l ) . Following a s i m i l a r p a t t e r n of corporate 

involvement amongst the f o c a l f i r m s , the l a t t e r t a b l e shows t h a t the 

corporate o f f i c e r s ' o p e r a t i o n a l involvement i n d i v i s i o n a l f u n c t i o n s i s 

most a c t i v e i n f i r m SIGMA (1.71 l e v e l ) , next most a c t i v e i n f i r m ALPHA 

(1.66 l e v e l ) , and l e a s t a c t i v e i n f i r m BETA (1.38 l e v e l ) . The r e l a t i v e 

extent of corporate involvement amongst the f o c a l f i r m s i s , t h e r e f o r e , 

of the same rank-order as t h e i r p a t t e r n of c o r p o r a t e - d i v i s i o n a l valence 

and expectancy t h a t we revealed i n the previous three paragraphs. 

I t i s clear from these f i n d i n g s t h a t a r e c o g n i t i o n of the i n t e r a c t i o n 
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e f f e c t s amongst o r g a n i z a t i o n a l v a r i a b l e s as they a f f e c t managers' 

perception of needs and sources of f u l f i l m e n t w i l l provide a b e t t e r and 

more r e a l i s t i c understanding of managerial m o t i v a t i o n . For example, 

i t i s no longer adequate to accept the g e n e r a l i s a t i o n t h a t h i g h e r - l e v e l 

managerial p o s i t i o n s are associated w i t h more need f u l f i l m e n t than 
( 27) 

lo w e r - l e v e l managerial p o s i t i o n s , as p o s t u l a t e d by Porter ; or 
that t a l l s t r u c t u r e s i n large companies w i l l produce greater f u l f i l m e n t 

(28 ) 

of managers' s e c u r i t y needs, as po s t u l a t e d by Porter and Siegel 

One must consider more basic o r g a n i z a t i o n a l v a r i a b l e s such as the 

managers' a b i l i t y t o c o n t r o l t h e i r own work environment, a b i l i t y to 

experience meaningful job challenges and a b i l i t y t o pers o n a l l y f u l f i l 

t h e i r primary needs when discussing managerial m o t i v a t i o n . Such 

r e c o g n i t i o n of the i n t e r a c t i o n e f f e c t s between o r g a n i z a t i o n a l v a r i a b l e s 

and m o t i v a t i o n provides a d d i t i o n a l knowledge regarding the con d i t i o n s 

under which optimum m o t i v a t i o n i s most l i k e l y to occur. For instance, 

d i v i s i o n a l managers at the same o r g a n i s a t i o n a l l e v e l , but working 

w i t h i n s t r u c t u r a l and c o n t r o l arrangements which may be d i f f e r e n t i a t e d 

by corporate superiors according t o some f u n c t i o n a l , o p e r a t i o n a l , or 

a d m i n i s t r a t i v e r a t i o n a l e , may not respond s i m i l a r l y to the same 

m o t i v a t i o n a l system since j o b l e v e l and the type of o r g a n i z a t i o n a l 

s t r u c t u r e and c o n t r o l i n t e r a c t t o produce d i f f e r e n t perceptions of 

reeds and need f u l f i l m e n t . Thus, 
P r o p o s i t i o n 71 

The valence and expectancy of d i v i s i o n a l managers' needs which are 

d i r e c t l y dependent on corporate actions and e f f o r t s i s contingent on 

the extent of corporate involvement i n d i v i s i o n a l decision-making and 

f u n c t i o n a l operations. Thus, the greater the corporate involvement i n 

d i v i s i o n a l decision-making and f u n c t i o n a l operations, the greater i s 
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d i v i s i o n a l valence and expectancy of needs whose f u l f i l m e n t are dependent 

on the actions and e f f o r t s of corporate o f f i c e r s . 

P r o p o s i t i o n 72 

The valence and expectancy of corporate o f f i c e r s ' needs which are d i r e c t l y 

dependert on d i v i s i o n a l actions and e f f o r t s i s contingent on the extent 

of corporate involvement i n d i v i s i o n a l decision-making and f u n c t i o n a l 

operations. Thus, the greater the corporate involvement i n d i v i s i o n a l 

decision-making and f u n c t i o n a l operations, the greater i s corporate 

valence and expectancy of needs whose f u l f i l m e n t are dependent on the 

actions and e f f o r t s of d i v i s i o n a l managers. 

P r o p o s i t i o n 73 

Managerial m o t i v a t i o n i s contingent on basic s t r u c t u r a l and c o n t r o l 

arrangements. Thus, the greater the managers are able to c o n t r o l t h e i r 

work environment, to experience meaningful j o b challenges, and t o 

per s o n a l l y f u l f i l t h e i r primary needs, the more optimum w i l l be the 

conditions f o r t h e i r m o t i v a t i o n . 

4. Advisory 

This s e c t i o n i n v e s t i g a t e s the p r o v i s i o n of managerial and t e c h n i c a l 

opinions and suggestions f o r f a c i l i t a t i n g the successful f u l f i l m e n t of 

i n d i v i d u a l challenges (key a c t i o n area- advice and guidance). Although 

the p r o v i s i o n of advice and guidance has o f t e n been assumed to i n v o l v e 
(29) 

"a s t a f f - e x p e r t and l i n e - u s e r of the expert's knowledge" , or 

"between a s p e c i a l i s t and the operating man" > o u r study shows 

tha t w i t h i n a c o r p o r a t e - d i v i s i o n a l context, t h i s i s not s t r i c t l y so. 

For instance, i f we examine Table 9-5, we can, f i r s t l y , see t h a t i n a l l 

the f o c a l f i r m s (ALPHA, BETA and SIGMA), the e x t e n s i t y (percentage) of 
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corporate o f f i c e r s whom the d i v i s i o n a l managers a c t u a l l y expect t o be 

provided w i t h advice and guidance i s n o t i c e a b l y high (100%, 75% and 83", 

r e s p e c t i v e l y ) . Secondly, f u r t h e r analysis reveals t h a t t h i s d i v i s i o n a l 

e xpectation i s he l d of both corporate executives and s t a f f s p e c i a l i s t s . 

Even i n i n t e r v i e w conversations, the w r i t e r i s unable to detect any 

s p e c i f i c tendency t o seek advice and guidance from any p a r t i c u l a r 

corporate l i n e or s t a f f groups. Hence, c o n t r a r y t o common b e l i e f , 

advisory r e l a t i o n s h i p s w i t h both corporate g e n e r a l i s t s and s p e c i a l i s t s 

are held t o be eq u a l l y d e s i r a b l e by d i v i s i o n a l managers. 

Furthermore, t h i s type of c o r p o r a t e - d i v i s i o n a l r e l a t i o n s h i p i s important 

to develop as managers of the f o c a l d i v i s i o n s have f r e q u e n t l y expressed 

the b e l i e f t h a t t h e i r corporate executives have inadequate personal 

l i a s l o n w i t h them. By and l a r g e , t h i s s i t u a t i o n has been traced, f i r s t l y , 

t o the s p a t i a l and f u n c t i o n a l distance t h a t e x i s t s between them. For 

instance, a corporate managing d i r e c t o r w i l l r a r e l y have the o p p o r t u n i t y 

or indeed, the i n c l i n a t i o n to make more than cursory v i s i t s t o h i s f a r -

f l u n g d i v i s i o n s , l e t alone i n t e r a c t i n a personal and advisory capacity 

w i t h h i s d i v i s i o n a l managers. Secondly, due to the almost complete 

r e l i a n c e on corporate s t a f f members and minor corporate (group) 

executives t o handle d i v i s i o n a l problems and bridge t h e i r i n t e r e s t s 

w i t h those of the f i r m . Therefore, major corporate executives tend t o 

become i n c r e a s i n g l y detached and i s o l a t e d from t h e i r d i v i s i o n a l 

managers. 

The necessity f o r more advisory l i a s i o n i s f u r t h e r r e f l e c t e d when the 

opinions of d i v i s i o n a l managers concerning the corporate standing i n 

seven leadership a t t r i b u t e s were examined (op i n i o n s captured by Q.25 

of the NOCAM questionnaire) and c o r r e l a t e d w i t h the extent which t h e i r 
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corporate executives have s a t i s f a c t o r i l y managed an advisory r e l a t i o n s h i p 

w i t h them. Thus, from Table 8-27, we can n o t i c e t h a t the corporate 

executives of f i r m ALPHA have fared best i n t h e i r leadership standing 

( a t l e v e l 3.64), followed by the corporate executives of f i r m SIGMA ( a t 

l e v e l 3.57), and l a s t l y by the corporate executives of f i r m BETA ( a t 

l e v e l 3.07). When we juxtapose t h i s a n a l y t i c a l t r e n d against t h a t which 

shows the r e l a t i v e l e v e l a t which d i v i s i o n a l managers' act u a l expectation 

f o r an advisory r e l a t i o n s h i p has been s a t i s f i e d , we can immediately 

n o t i c e t h a t the f i r m whose corporace o f f i c e r s have most s a t i s f a c t o r i l y 

managed an advisory r e l a t i o n s h i p , have also emerged as possessing corporate 

leadership of the highest q u a l i t y . This f i n d i n g i s more c l e a r l y shown 

when we look at Table 9-8 which reveals t h a t the corporate o f f i c e r s of 

f i r m ALPHA have most s a t i s f a c t o r i l y managed the advisory expectations 

of t h e i r d i v i s i o n a l managers ( a t l e v e l 3.96), f o l l o w e d by corporate 

o f f i c e r s from f i r m SIGMA ( a t l e v e l 3.40) and l a s t l y by the corporate 

o f f i c e r s from f i r m BETA ( a t l e v e l 3.11). 

I t i s evident, then, from these analyses t h a t there i s a l i n e a r 

a s s o c i a t i o n between the extent of advisory r e l a t i o n s h i p , the l e v e l of 

leadership q u a l i t y , and the s a t i s f a c t i o n l e v e l w i t h the advisory 

r e l a t i o n s h i p . For instance, managers from d i v i s i o n Alpha who have the 

most extensive and s a t i s f a c t o r y advisory r e l a t i o n s h i p w i t h t h e i r 

corporate o f f i c e r s , have also corporate leadership of the highest 

q u a l i t y . This, t h e r e f o r e , suggests t h a t i n the context of our research 

d i v i s i o n s , the danger of corporate executives o f f e r i n g "unasked-for advice 

which i n more benign circumstances o f t e n confuses managers and r a i s e s 

resentment over what the r e c e i v i n g managers f e e l t o be i n t e r f e r e n c e or 

being asked to adopt programs t h a t w i l l make them look good but w i l l 
(31) 

also i n t e r f e r e w i t h the managers' o p e r a t i o n " i s not founded or 
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apparent. As we have seen, the d i v i s i o n a l managers appear t o welcome 

advice from t h e i r corporate executives, and the amount provided does not 

adversely a f f e c t the managers' s a t i s f a c t i o n w i t h them or t h e i r esteem 

of corporate leadership behaviour. I n s h o r t , we conclude: 

P r o p o s i t i o n 74 

Advisory r e l a t i o n s h i p i s desired by d i v i s i o n a l managers w i t h both 

corporate executives and s t a f f s p e c i a l i s t s . I n f a c t , w i t h the tendency 

f o r s p a t i a l and f u n c t i o n a l distance to separate corporate executives and 

d i v i s i o n a l managers, more i n t e r p e r s o n a l advisory r e l a t i o n s h i p between 

them i s held by d i v i s i o n a l managers as necessary t o improve leadership 

q u a l i t y . 

P r o p o s i t i o n 75 

Corporate advice i s not regarded t o be excessive or i n t r u s i v e by 

managers of the research f i r m s . I n f a c t , the extent of advisory 

r e l a t i o n s h i p between d i v i s i o n a l managers and t h e i r corporate executives 

tends to i n f l u e n c e t h e i r esteem of corporate leadership and s a t i s f a c t i o n 

w i t h the advisory r e l a t i o n s h i p . Thus, the more extensive i s the 

advisory r e l a t i o n s h i p between d i v i s i o n a l managers and corporate 

executives, the higher i s d i v i s i o n a l esteem of corporate leadership 

and s a t i s f a c t i o n w i t h t h e i r advisory r e l a t i o n s h i p . 

5. Resourcing 

This i s the l a s t major issue which we conceptualized as important t o 

f a c i l i t a t e the f u l f i l m e n t of i n d i v i d u a l challenges by p r o v i d i n g f o r 

i n d i v i d u a l s appropriate i n f o r m a t i o n a l , m a t e r i a l , and moral assistance 

and encouragement (key a c t i o n area- support and c o - o p e r a t i o n ) . More 

s p e c i f i c a l l y , we conceptualized t h a t the s a t i s f a c t o r y management of the 
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resourcing issue w i l l f a c i l i t a t e the f u l f i l m e n t of an i n d i v i d u a l ' s 

challenges i n three ways• 

1. I n t h a t appropriate colleagues w i l l a n t i c i p a t e and volunteer 

u s e f u l and t i m e l y i n f o r m a t i o n to the i n d i v i d u a l . 

2. I n t h a t appropriate colleagues w i l l consider the i n d i v i d u a l ' s 

s i t u a t i o n and needs before deciding and i n t r o d u c i n g p o l i c i e s so 

th a t undue problems or complications w i l l not be created f o r him. 

3. I n t h a t appropriate colleagues w i l l c o n t r i b u t e to the development 

of a cohesive and c o l l a b o r a t i v e team t o support the i n d i v i d u a l ' s 

work e f f o r t s . 

To help us e s t a b l i s h the extent which these three outcomes are l i k e l y 

to a r i s e from a s a t i s f a c t o r y resourcing r e l a t i o n s h i p , Q.22, Q23 and Q.24 

of the NOCAM questionnaire were administered to the managers of the 

f o c a l d i v i s i o n s . From t h e i r responses, as compiled under Table 9-9, 

we can see t h a t any s t r a i g h t f o r w a r d i n t e r - d i v i s i o n comparison i s not 

possible as there i s no tren d running through any of the f o c a l d i v i s i o n s 

to i n d i c a t e t h a t they f a r e c o n s i s t e n t l y i n the three outcomes. For 

instance, although the corporate o f f i c e r s of f i r m SIGMA f a r e best i n 

outcomes 1 and 2 ( a t l e v e l s 3.22 and 3.89, r e s p e c t i v e l y ) , they emerged 

worst i n outcome 3 ( a t l e v e l 3.78). This lack of consistency I s f u r t h e r 

compounded as the corporate o f f i c e r s of f i r m SIGMA had emerged as second 

most successful i n s a t i s f y i n g t h e i r d i v i s i o n a l managers' a c t u a l 

expectations which are connected w i t h the resourcing issue, t h a t i s , a t 

l e v e l 4.00 (see Table 9-8). 

Hence, t o unravel the inte r c o n n e c t i o n s amongst the various v a r i a b l e s , a 

Spearman c o r r e l a t i o n c o e f f i c i e n t t e s t was administered t o the d i v i s i o n a l 
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responses concerning the three outcomes and t h e i r l e v e l of s a t i s f a c t i o n 

w i t h the resourcing issue. The r e s u l t s are compiled under Table 9-10 

and from i t , one can e x t r a c t the f o l l o w i n g sets of s i g n i f i c a n t 

c o r r e l a t i o n * 

1. I n f i r m SIGMA, and i n the Composite A n a l y s i s , a strong p o s i t i v e 

c o r r e l a t i o n between a high corporate s a t i s f a c t i o n of resourcing 

expectations and a high corporate a n t i c i p a t i o n and v o l u n t e e r i n g 

of i n f o r m a t i o n - Outcome 1 (both a t p<.05) 

2. I n f i r m s ALPHA and SIGMA, and i n the Composite A n a l y s i s , a strong 

p o s i t i v e c o r r e l a t i o n between a high corporate s a t i s f a c t i o n of 

resourcing expectations and a high corporate response to d i v i s i o n a l 

needs and s i t u a t i o n before making p o l i c y decisions - Outcome 2 

( a t p<.10, p<.05, and p<.01, r e s p e c t i v e l y ) . 

3. I n f i r m s BETA and SIGMA, and i n the Composite Ana l y s i s , a p o s i t i v e 

c o r r e l a t i o n between a high corporate s a t i s f a c t i o n of resourcing 

expectations and a high corporate team s p i r i t - Outcome 3 ( a l l a t 

p<.10). 

Upon analysing these c o r r e l a t i o n s , one can draw the f o l l o w i n g 

conclusions about the resourcing r e l a t i o n s h i p between corporate o f f i c e r s 

and d i v i s i o n a l managers. F i r s t l y , j u d g i n g from the composite a n a l y s i s , 

i t would appear t h a t although a s a t i s f a c t o r y resourcing r e l a t i o n s h i p 

would r e s u l t i n a l l three outcomes suggested, by f a r the most probable 

outcome i s greater corporate c o n s i d e r a t i o n of d i v i s i o n a l needs i n making 

p o l i c y decisions ( r g = .82). S i m i l a r tendency i s also observed i n f i r m s 

ALPHA and SIGMA ( r s = .86 and .89, r e s p e c t i v e l y ) . This suggests t h a t 

the c e n t r a l area of corporate support and co-operation i s p r i m a r i l y 
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connected w i t h p o l i c y issues, an outcome not s u r p r i s i n g considering 

t h a t corporate involvement i n p o l i c y decision-making i s probably the 

most enduring and minimal means f o r i t s o f f i c e r s to exert i n f l u e n c e 

w i t h o u t completely d e p r i v i n g d i v i s i o n a l managers of the autonomy of 

running t h e i r own business a f f a i r s and operations. Once a p o l i c y 

decision has been reached, the standing plan w i l l serve as a g u i d e l i n e 

f o r d ecision making throughout the d i v i s i o n . 

Secondly, the selective areas where support and co-operation i s rendered 

by corporate o f f i c e r s r e f l e c t c e r t a i n fundamental a d m i n i s t r a t i v e and 

o r g a n i z a t i o n a l philosophy of the focal f i r m s . For instance, from 

accumulated i n t e r v i e w knowledge, the team outcome i n fi r m s BETA and 

SIGMA ( r s = .97 and .74, r e s p e c t i v e l y ) r e f l e c t s the interdependency 

amongst t h e i r d i v i s i o n s and the stronger emphasis on c o l l a b o r a t i o n 

between corporate o f f i c e r s and d i v i s i o n a l managers t o smoothen t h i s 

interdependency. As we have p r e v i o u s l y discussed, d i v i s i o n Sigma i s 

v e r t i c a l l y i n t e g r a t e d w i t h other s i s t e r d i v i s i o n s , and d i v i s i o n Beta 

req u i r e s the supplies from i t s s i s t e r d i v i s i o n s t o support i t s design 

programmes. Thus, the teaming of corporate o f f i c e r s and d i v i s i o n a l 

managers to resolve any i n t e r d i v i s i o n a l c o n f l i c t and d i f f e r e n c e s forms 

an important aspect of t h e i r resourcing r e l a t i o n s h i p . As f o r the 

a n t i c i p a t i o n and v o l u n t e e r i n g of i n f o r m a t i o n which featured as a 

prominent outcome of corporate support and co-operation i n only f i r m 

SIGMA ( r s = .89), the explanation may be simply t h a t the business of f i r m 

SIGMA i s spread worldwide and the p a r t i c u l a r d i v i s i o n which we are 

studying i s s e q u e n t i a l l y i n t e g r a t e d w i t h other main component and feeder 

plants s i t u a t e d both i n t h i s and other overseas c o u n t r i e s . Hence, as 

we have explained i n the l a s t chapter on the permeation issue, the 

corporate o f f i c e tends t o f u n c t i o n as a c e n t r a l pool t o c o l l e c t and 

disseminate i n f o r m a t i o n of the business c o n d i t i o n s i n a l l r e l e v a n t 
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markets to the f o c a l d i v i s i o n . Under such o r g a n i z a t i o n a l arrangement, 

the a n t i c i p a t i o n and v o l u n t e e r i n g of i n f o r m a t i o n as a s i g n i f i c a n t 

f e a t u r e of corporate support and co-operation f o r d i v i s i o n Sigma i s 

both n a t u r a l and necessary. To h i g h l i g h t the main p o i n t s of our 

discussion, we suggest t h a t : 

P r o p o s i t i o n 76 

The resourcing r e l a t i o n s h i p between corporate and d i v i s i o n a l managements 

centre p r i m a r i l y on the area of p o l i c y decision-making and the 

accommodation of d i v i s i o n a l needs to ensure t h a t p o l i c i e s formulated 

would not create undue problems and complications f o r the d i v i s i o n . 

Thus, the more s a t i s f a c t o r y the resourcing r e l a t i o n s h i p , the more l i k e l y 

w i l l d i v i s i o n a l needs be accommodated by corporate o f f i c e r s i n the 

fo r m u l a t i o n of d i v i s i o n a l p o l i c i e s . 

P r o p o s i t i o n 77 

The a n t i c i p a t i o n and v o l u n t e e r i n g of i n f o r m a t i o n , and the strengthening 

of team c o l l a b o r a t i o n as outcomes of a resourcing r e l a t i o n s h i p i s 

contingent on the a d m i n i s t r a t i v e and o r g a n i z a t i o n a l philosophy of the 

f i r m . Thus, when a d i v i s i o n i s h i g h l y interdependent or v e r t i c a l l y 

i n t e g r a t e d w i t h other s i s t e r d i v i s i o n s , the greater w i l l be corporate 

a n t i c i p a t i o n and v o l u n t e e r i n g of i n f o r m a t i o n , and strengthening of 

team c o l l a b o r a t i o n w i t h the d i v i s i o n to resolve any i n t e r d i v i s i o n a l 

c o n f l i c t and d i f f e r e n c e s . 

B« FACILITATION OF SECTIONAL-TASK CHALLENGE FULFILMENT 

Having i n v e s t i g a t e d the primary issues whose e f f e c t i v e management w i l l 

f a c i l i t a t e the f u l f i l m e n t of i n d i v i d u a l member's challenges, our next 
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o b j e c t i v e i s to i s o l a t e and explore other issues which have d i r e c t 
i m p l i c a t i o n s f o r the f u l f i l m e n t of s e c t i o n a l task challenges, t h a t i s , 
on those challenges whose f u l f i l m e n t r e q u i r e the co-operative e f f o r t 
of various o r g a n i s a t i o n a l i n d i v i d u a l s who may be from the same or 
d i f f e r e n t f u n c t i o n a l domains. I n t h i s respect, we have conceptualized 
th a t three major issues w i l l be of p a r t i c u l a r s i g n i f i c a n c e to s e c t i o n a l -
task challenge f u l f i l m e n t . These, namely, are the (1) harmonization 
issue, (2) synergy-extraction issue, and (3) c o n f l i c t - c o n t r o l issue. 

1. Harmonization 

This issue focuses on the c u l t i v a t i o n of a harmonious r e l a t i o n s h i p w i t h 

the rank and f i l e o r g a n i z a t i o n a l members (key a c t i o n area i n d u s t r i a l 

r e l a t i o n s ) . This issue was included i n the research focus because i t 

i s reasoned t h a t the s t a t e of i n d u s t r i a l r e l a t i o n s and the o r g a n i z a t i o n a l 

energy so generated at the grass r o o t l e v e l i s one of the main 

c o n t r i b u t o r y f a c t o r s to the successful accomplishment of s e c t i o n a l - t a s k 

challenges. Moreover, i n d u s t r i a l r e l a t i o n s , being one of the more 

pervasive s t a f f f u n c t i o n s , w i l l also provide us w i t h a s u i t a b l e p l a t f o r m 

from which to analyse the wider issue of l i n e and s t a f f r e l a t i o n s h i p s 

as o c c u r r i n g w i t h i n a d i v i s i o n a l i s e d context. 

To begin our i n v e s t i g a t i o n , we analyse through Q.17 of the NOCAM 

questionnaire the nature of corporate involvement i n i n d u s t r i a l r e l a t i o n s 

matters i n the f o c a l d i v i s i o n s . Accordingly, from Table 8-12, i t can be 

analysed t h a t the corporate o f f i c e r of d i v i s i o n Sigma are o p e r a t i o n a l l y 

most a c t i v e i n d i v i s i o n a l i n d u s t r i a l r e l a t i o n s ( a t l e v e l 1.50), followed 

by the corporate o f f i c e r s of d i v i s i o n Alpha ( a t l e v e l 1.42), and then 

by the corporate o f f i c e r s of d i v i s i o n Beta whose involvement tends to be 

more of a p o l i c y s eLLmg k i n d ( a t l e v e l 1.29). I n t e r e s t i n g l y , when the 

importance of corporate involvement i n i n d u s t r i a l r e l a t i o n s matters f o r 
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the work performance of d i v i s i o n a l managers i s examined, i t appears t h a t 

where corporate involvement are more a c t i v e , such involvement tends to 

be h e l d by d i v i s i o n a l managers as more important f o r t h e i r work 

performance. For ins t a n c e , by examining the importance of d i v i s i o n a l 

managers' a c t u a l harmonization expectations i n Table 9-7, one can observe 

t h a t corporate involvement i s most important f o r managers of d i v i s i o n 

Sigma ( a t l e v e l 4.00), next most important f o r managers of d i v i s i o n Alpha 

( a t l e v e l 3.75), and l e a s t important f o r managers of d i v i s i o n Beta ( a t 

l e v e l 3.62). What conclusions can one draw from these analyses 7 

F i r s t l y , i t i s c l e a r t h a t a c t i v e involvement by corporate o f f i c e r s i n 

i n d u s t r i a l r e l a t i o n s w i l l p r o g r e s s i v e l y lead t o the d i v i s i o n a l managers 

accepting t h a t corporate o f f i c e r s w i l l assume greater r e s p o n s i b i l i t y f o r 

a f u n c t i o n which i s important f o r t h e i r ( d i v i s i o n a l ) work performance. 

This outcome can be a t t r i b u t e d t o the tendency f o r s t a f f f u n c t i o n s t o be 

s p e c i a l i z e d and dominated i n t h e i r operation by p a r t i c u l a r members of the 

o r g a n i s a t i o n . The r a t i o n a l e f o r t h i s arrangement i s best explained by 

Davi s: 

"The argument i s simple. I f the managerial s t a f f f u n c t i o n i s 

conceived as a set o f a c t i v i t i e s f a c i l i t a t i n g the work of the 

o r g a n i s a t i o n , these a c t i v i t i e s can be c a r r i e d out more 

e f f e c t i v e l y through the use of d i v i s i o n of work leading to a 
(32) 

s p e c i a l i z a t i o n of managerial labour." 

Secondly, by j u d g i n g from the ana l y s i s of Table 9-8, the manner i n which 

corporate o f f i c e r s handle the harmonization issue i n the f o c a l d i v i s i o n s 

seems to be i n f l u e n c e d by the nature of t h e i r involvement. This i s 

evident i f we focus on the f a c t t h a t the corporate o f f i c e r s have most 

s a t i s f a c t o r i l y managed the harmonization issue f o r d i v i s i o n Sigma ( a t 
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l e v e l 5.00), f o l l o w e d next by the corporate o f f i c e r s f o r d i v i s i o n Alpha 

( a t l e v e l 3.66), and then by the corporate o f f i c e r s f o r d i v i s i o n Beta 

( a t l e v e l 3.50). From t h i s a d d i t i o n a l f i n d i n g , two f u r t h e r sub-points 

can be e x t r a c t e d . The f i r s t sub-point suggests t h a t the nature of 

corporate involvement c o n t r i b u t e s d i r e c t l y to t h e i r e f f e c t i v e n e s s i n 

managing the i n d u s t r i a l r e l a t i o n s f u n c t i o n . Thus, the more o p e r a t i o n a l l y 

a c t i v e they are, the more s a t i s f a c t o r y they seem t o manage the i n d u s t r i a l 

r e l a t i o n s f u n c t i o n . The second sub-point suggests t h a t more a c t i v e 

o p e r a t i o n a l involvement by corporate o f f i c e r s w i l l not n e c e s s a r i l y be 

resented by d i v i s i o n a l managers as the higher l e v e l of s a t i s f a c t i o n w i t h 

corporate involvement a t t e s t s . I n f a c t , and c o n t r a r y to the w r i t i n g s 

of Wray , Mullen , and Brinker , throughout our i n t e r v i e w s , 

no f e e l i n g s of f r u s t r a t i o n , i s o l a t i o n , detachment from the r e s t of 

management, or an o v e r a l l pervasive f e e l i n g of being threatened by 

corporate involvement m the s t a f f f u n c t i o n of i n d u s t r i a l r e l a t i o n s 

could be detected. 

The w r i t e r i s of the o p i n i o n t h a t thiss absence of open h o s t i l i t y by 

d i v i s i o n a l managers toward a c t i v e corporate involvement i n the i n d u s t r i a l 

r e l a t i o n s s t a f f f u n c t i o n can be accounted f o r by the w i l l i n g n e s s of the 

corporate s t a f f concerned to accede t o the demands of d i v i s i o n a l managers 

r a t h e r than s t e a d f a s t l y adhering to p r o f e s s i o n a l values or conduct which 

may be a t odds w i t h d i v i s i o n a l requirements. For example, the corporate 

personnel d i r e c t o r of f i r m SIGMA t e m p o r a r i l y abandoning h i s broader 

o b j e c t i v e of m a i n t a i n i n g harmony w i t h trade unions when the d i v i s i o n a l 

production manager i n s i s t e d t h a t a p a r t i c u l a r employee should be 

d i s c i p l i n e d f o r c o n s t a n t l y breaching some f a c t o r y r e g u l a t i o n s . 



332 

As to the reason why corporate s t a f f members are prepared to accede t o 

the demands of d i v i s i o n a l managers, i t may be t h a t there i s a growing 

awareness amongst s t a f f members t h a t as they advance upward, decisions 

about t h e i r career prospect w i l l i n c r e a s i n g l y be made by someone who i s 

not a s t a f f person. For example, i n our f o c a l f i r m s , the corporate / 

group l i n e d i r e c t o r s working i n c o n s u l t a t i o n w i t h t h e i r d i v i s i o n a l general 

managers and f u n c t i o n a l counterparts have the r e s p o n s i b i l i t y f o r a p p r a i s i n g 

and rewarding the performance of corporate s t a f f members. S i m i l a r 

conclusions have also been drawn by Dalton i n h i s study of t h i s aspect of 

l i n e - s t a f f r e l a t i o n s h i p : 

"At some p o i n t a l i n e executive makes the choice as t o who w i l l 

be the top staff-member, and he may w e l l look on things from a 

l i n e p o i n t of view and not be p a r t i c u l a r l y i n t e r e s t e d i n 

p r o f e s s i o n a l values and standards. This outlook penetrates 

several l e v e l s down and, i n e f f e c t , as a s t a f f man moves upwards 

i n the s t a f f department, he meets w i t h a changing set of 

"acceptable" standards f o r h i s behaviour. The closer he gets to 

the top of the s t a f f o r g a n i s a t i o n , the more he knows t h a t f u t u r e 

rewards are dependent on h i s conforming more to the expectations 
( "id) 

of l i n e than of p r o f e s s i o n a l s t a f f colleagues." 

To h i g h l i g h t the main p o i n t s of our i n v e s t i g a t i o n , we suggest t h a t : 

P r o p o s i t i o n 78 

With the tendency f o r the i n d u s t r i a l r e l a t i o n s f u n c t i o n t o be s p e c i a l i z e d 

and a p p r o p r i a t e l y t r a i n e d corporate s t a f f designated t o manage i t , 

i n c r e a s i n g l y a c t i v e and o p e r a t i o n a l corporate involvement f o r i t s 

management w i l l d i m i n i s h d i r e c t d i v i s i o n a l c o n t r o l over a f u n c t i o n which 

i s important f o r t h e i r work performance. Thus, the more a c t i v e and 

o p e r a t i o n a l i s corporate involvement i n t h i s s t a f f f u n c t i o n , the less 

d i r e c t c o n t r o l w i l l d i v i s i o n a l managers exercise over i t . 
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P r o p o s i t i o n 79 

The e f f e c t i v e n e s s of corporate management of the i n d u s t r i a l r e l a t i o n s 

f u n c t i o n i s dependent on the nature of t h e i r involvement w i t h t h i s f u n c t i o n . 

Thus, the more a c t i v e l y and o p e r a t i o n a l l y i n v o l v e d are corporate o f f i c e r s 

i n t h i s s t a f f f u n c t i o n , the more s a t i s f a c t o r y t h e i r involvement tends to 

be. 

P r o p o s i t i o n 80 

The acceptance of a c t i v e corporate involvement i n the i n d u s t r i a l 

r e l a t i o n s f u n c t i o n i s a t t r i b u t e d t o the extent of i n d i r e c t c o n t r o l 

which d i v i s i o n a l managers are able t o exe r t over the actions of the 

corporate s t a f f concerned. Thus, the more i n d i r e c t c o n t r o l which 

d i v i s i o n a l managers can exert over t h e i r corporate s t a f f ' s a c t i o n s , 

the more acceptable w i l l be corporate involvement i n the s t a f f f u n c t i o n 

i n question. 

P r o p o s i t i o n 81 

The i n d i r e c t c o n t r o l which d i v i s i o n a l managers can exe r t over t h e i r 

corporate s t a f f ' s a c t i o n i s dependent on the extent which they can 

i n f l u e n c e the a p p r a i s a l and reward of corporate s t a f f ' s performance. 

Thus, the more the d i v i s i o n a l managers can i n f l u e n c e the a p p r a i s a l and 

reward of corporate s t a f f ' s performance, the greater w i l l be t h e i r 

i n d i r e c t c o n t r o l over the actions of corporate s t a f f . 

2. Synergy-Extraction 

D i f f e r e n t i a t e d f u n c t i o n s are a necessary p a r t of any o r g a n i s a t i o n . 

Without t h i s f e a t u r e , people who are members would not be able t o 

achieve anything beyond what would r e s u l t i f they a l l worked as i s o l a t e d 

i n d i v i d u a l s . However, d i f f e r e n t i a t i o n b rings w i t h i t c e r t a i n consequences 

which may or may not be b e n e f i c i a l t o the h e a l t h of the o r g a n i s a t i o n . 



334 

Two important consequences can r e a d i l y be discerned. 

F i r s t l y , d i f f e r e n t i a t i o n a f f e c t s the i n t e r a c t i o n s which occur amongst 

members i n an o r g a n i s a t i o n . The ways i n which fun c t i o n s are d i v i d e d and 

a l l o c a t e d amongst d i f f e r e n t members, p a r t i c u l a r l y w i t h respect t o the 

h o r i z o n t a l d i v i s i o n of labour, s t r o n g l y determine who w i l l be able to 

i n t e r a c t w i t h whom. The p a r t i c u l a r i n t e r a c t i o n s t h a t are encouraged or 

discouraged may or may not c o n t r i b u t e t o o r g a n i s a t i o n a l goal attainment. 

S i m i l a r l y , they may or may not c o n t r i b u t e t o i n d i v i d u a l s a t i s f a c t i o n . 

I n any event, the longer the p e r i o d of time over which p a r t i c u l a r 

patterns of i n t e r a c t i o n s occur, the more s t a b i l i z e d they become. 

Secondly, d i f f e r e n t i a t i o n a f f e c t s the a t t i t u d e s of i n d i v i d u a l s i n 

d i f f e r e n t p o s i t i o n s w i t h i n the o r g a n i s a t i o n . When an i n d i v i d u a l can, 

or must concentrate on a p a r t i c u l a r or l i m i t e d aspect of the t o t a l work 

of a group, s e c t i o n or o r g a n i s a t i o n , he tends to develop c e r t a i n 
(37 38 39) 

viewpoints about these s p e c i a l i z e d a c t i v i t i e s ' ' . I n t u r n , 

these viewpoints or a t t i t u d e s toward these a c t i v i t i e s w i l l a f f e c t h i s 

r e l a t i o n s w i t h other people and such things as h i s m o t i v a t i o n t o perform 
(40 41) 

e f f e c t i v e l y and h i s degree of commitment to the o r g a n i s a t i o n ' 

Considering t h a t d i f f e r e n t i a t i o n may produce dubious consequences f o r 

the o r g a n i s a t i o n and i t s members, the o r g a n i s a t i o n must take steps to 

ensure t h a t the b e n e f i t s which accrue from d i f f e r e n t i a t i o n w i l l 

outweigh any r i s k s i n v o l v e d . The p r i n c i p a l means by which the b e n e f i t s 

of d i f f e r e n t i a t i o n w i l l be optimized and r e s u l t i n g r i s k s w i l l be 

minimized i s t o i n t e g r a t e the e f f o r t s and a c t i v i t i e s of i n d i v i d u a l s or 

groups of i n d i v i d u a l s i n a l o g i c a l , e f f i c i e n t and t i m e l y fashion (key 

a c t i o n area- c o - o r d i n a t i o n ) . This linkage between d i f f e r e n t i a t e d 

f u n c t i o n s and r a t i o n a l c o - o r d i n a t i o n might w e l l be summed up by a s o r t 

of reverse paraphrase of a well-known b i b l i c a l quotation- "What, 
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t h e r e f o r e , has been put asunder, the o r g a n i s a t i o n must put together." 

I n the context of our study, the help of the corporate o f f i c e r s i n 

p u t t i n g together the d i f f e r e n t i a t e d a c t i v i t i e s of the f o c a l d i v i s i o n s 

i s c l e a r l y desired by the d i v i s i o n a l managers. As can be a t t e s t e d by 

Table 9-11, almost a l l the corporate o f f i c e r s were a c t u a l l y expected by 

the d i v i s i o n a l managers to be i n v o l v e d i n such syn e r g y - e x t r a c t i o n 

f u n c t i o n , t h a t i s , a c t u a l expectations connected w i t h t h i s issue were 

h e l d o f 100% of the corporate o f f i c e r s of firms ALPHA and BETA, and 

837° of the corporate o f f i c e r s of f i r m SIGMA. What seems to be less 

cl e a r i s the methods of c o - o r d i n a t i o n which the corporate o f f i c e employs 

and the instruments by which they are maintained. These t o p i c s , t h e r e f o r e , 

form the major content of t h i s chapter s e c t i o n . 

( i ) Co-ordination- Methods and Instruments 

I n the Expectations Framework, as o u t l i n e d i n chapter 7, we described 

three main methods f o r achieving c o - o r d i n a t i o n and these, namely, are-

CD v o l u n t a r y c o - o r d i n a t i o n , (2) d i r e c t i v e c o - o r d i n a t i o n , and ( 3 ) 

f a c i l i t a t e d c o - o r d i n a t i o n . The f i r s t i s achieved when an i n d i v i d u a l i s 

s e l f - d i r e c t i n g and c o - o r d i n a t i o n i s e s s e n t i a l l y v o l u n t a r y i n nature; 

the second i s when an i n d i v i d u a l receives i n s t r u c t i o n s both as t o what 

to do and when t o do i t ; and the t h i r d i s when s p e c i a l i n t e g r a t i o n u n i t s 

are assigned t o the task of c o - o r d i n a t i n g work between r e l e v a n t 

i n d i v i d u a l s or groups of i n d i v i d u a l s . To f a c i l i t a t e these three methods 

of c o - o r d i n a t i o n , we conceptualized t h a t f o r promoting v o l u n t a r y 

c o - o r d i n a t i o n , p o l i c i e s w i l l play a prominent r o l e . P o l i c i e s , as a 

r u l e , are f a i r l y general statements and consequently leave broad areas 

f o r d i s c r e t i o n . This promotes v o l u n t a r y c o - o r d i n a t i o n as the i n d i v i d u a l 

i s p e r m i t t e d t o be s e l f - s t a r t i n g and s e l f - d i r e c t i n g i n the d e t a i l s of 
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h i s work although the broad o b j e c t i v e s of h i s work are guided. As f o r 

promoting d i r e c t i v e c o - o r d i n a t i o n r u l e s w i l l be used as, i n e f f e c t , they 

are standing orders designed t o d i r e c t the actions and behaviour of the 

i n d i v i d u a l . F i n a l l y , f o r promoting f a c i l i t a t e d c o - o r d i n a t i o n , we 

conceptualized t h a t committees, task forces and meetings w i l l be used. 

These i n t e g r a t i o n mechanisms l i a i s e between interdependent u n i t s and 

help t o transmit and c l a r i f y t o each other t h e i r p a r t i c u l a r time, goal 

and s i t u a t i o n a l o r i e n t a t i o n s . 

To e s t a b l i s h the extent t o which p o l i c i e s ( v o l u n t a r y c o - o r d i n a t i o n ) , r u l e s 

( d i r e c t i v e c o - o r d i n a t i o n ) , and committees, task forces and meetings 

( f a c i l i t a t e d c o - o r d i n a t i o n ) are employed i n the f o c a l f i r m s , Q.14, Q.27 

and Q.18 (NOCAM questionnaire) were designed and administered. The 

responses obtained have been compiled under Tables 9-15, 9-16 and 9-17, 

r e s p e c t i v e l y . Assuming t h a t the degree of i n f l u e n c e which corporate 

o f f i c e r s decide t o exert i n the f o r m u l a t i o n of p o l i c i e s and r u l e s , and 

o r i g i n a t i o n of i n t e g r a t i o n mechanisms w i l l provide an i n d i c a t i o n of the 

importance which they ascribed t o these means, one can draw the f o l l o w i n g 

p i c t u r e about the emphasis which i s placed on the various methods of 

co- o r d i n a t i o n : 

1. I n terms of the usage of v o l u n t a r y c o - o r d i n a t i o n , the corporate 

o f f i c e r s of f i r m SIGMA have placed the highest emphasis on i t 

( d i f f e r e n c e between a c t u a l corporate and d i v i s i o n a l i n f l u e n c e i s 

at l e v e l 1.53), f o l l o w e d by the corporate o f f i c e r s of f i r m ALPHA 

who placed medium emphasis on i t ( a t l e v e l 0.93), and then by the 

corporate o f f i c e r s o f f i r m BETA who placed the lowest emphasis on 

i t ( a t l e v e l 0.60). (See Table 9-15). 



337 

2. I n terms of the usage of d i r e c t i v e c o - o r d i n a t i o n , the corporate 

o f f i c e r s of f i r m ALPHA have placed the highest emphasis on i t 

( d i f f e r e n c e between a c t u a l corporate and d i v i s i o n a l i n f l u e n c e i s 

at l e v e l 0.17), f o l l o w e d by the corporate o f f i c e r s of SIGMA who 

placed medium emphasis on i t ( a t l e v e l 0.01), and then by the 

corporate o f f i c e r s of f i r m BETA who placed the lowest emphasis 

on i t ( a t l e v e l -0.17). (See Table 9-16) 

3. I n terms of the usage of f a c i l i t a t e d c o - o r d i n a t i o n , the corporate 

o f f i c e r s of f i r m ALPHA have placed the highest emphasis on i t 

( o r i g i n a t i o n scored a t l e v e l 2.31), f o l l o w e d by the corporate 

o f f i c e r s of f i r m SIGMA who placed medium emphasis on i t ( a t 

l e v e l 2.28), and then by the corporate o f f i c e r s of f i r m BETA who 

placed the lowest emphasis on i t ( a t l e v e l 2.27). (See Table 9-17) 

What conclusions can one draw about c o - o r d i n a t i o n from these f i g u r e s ' 

F i r s t l y , d i r e c t i v e c o - o r d i n a t i o n emerged as the method which i s l e a s t 

emphasized by the corporate o f f i c e r s from a l l f o c a l f i r m s . As shown 

above, the d i f f e r e n c e between a c t u a l corporate and d i v i s i o n a l i n f l u e n c e 

i s n e g l i g i b l e and i n the case of f i r m BETA, corporate i n f l u e n c e i s 

a c t u a l l y less than t h a t of the d i v i s i o n . Furthermore, when we examined 

Table 9-16, we found t h a t the desired l e v e l o f corporate i n f l u e n c e has 

been scored a t a negative l e v e l , t h a t i s , less than d i v i s i o n a l i n f l u e n c e 

( a t l e v e l s -0.58 f o r f i r m BETA, -0.53 f o r f i r m SIGMA and -0.20 f o r f i r m 

ALPHA). This again suggests lower corporate emphasis on the usage of 

d i r e c t i v e c o - o r d i n a t i o n . Considering t h a t senior d i v i s i o n a l managers 

possess valued experiences and s k i l l s , the lower emphasis on d i r e c t i v e 

c o - o r d i n a t i o n i s understandable because the a p p l i c a t i o n of r u l e s to 

mai n t a i n t h i s method of c o - o r d i n a t i o n tends t o r e s t r i c t t h e i r autonomy 
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and i n t u r n , cast doubts on the w i l l i n g n e s s of these managers to remain 

i n service w i t h the f i r m s . As Rushing has also noted 

"Since p a r t i c i p a n t demand increases and supply decreases when 

p a r t i c i p a n t s k i l l and a b i l i t y r i s e , o r g a n i s a t i o n s employing h i g h l y 

s k i l l e d and t e c h n i c a l l y experienced p a r t i c i p a n t s must be c a r e f u l 

not t o i n h i b i t p a r t i c i p a n t autonomy; otherwise, they r i s k l o s i n g 

p a r t i c i p a n t s t o organisations w i t h less r e s t r i c t i v e c o n t r o l 
(42) 

s t r u c t u r e s . " 

Secondly, the extent of corporate i n f l u e n c e i n i n t r o d u c i n g the various 

c o - o r d i n a t i o n methods and instruments seems t o a f f e c t t h e i r a b i l i t y t o 

s a t i s f a c t o r i l y co-ordinate d i v i s i o n a l e f f o r t s and a c t i v i t i e s . For inst a n c e , 

when r e f e r r i n g t o Table 9-14, one can see t h a t the corporate o f f i c e r s of 

f i r m ALPHA have most s a t i s f a c t o r i l y co-ordinated d i v i s i o n a l a c t i v i t i e s 

( d i v i s i o n a l managers' a c t u a l expectations connected w i t h the synergy-

e x t r a c t i o n issue were met a t l e v e l 3.49), f o l l o w e d by the corporate 

o f f i c e r s of f i r m SIGMA who have next most s a t i s f a c t o r i l y co-ordinated 

d i v i s i o n a l a c t i v i t i e s ( a t l e v e l 3.40), and then by the corporate o f f i c e r s 

of f i r m BETA who have l e a s t s a t i s f a c t o r i l y co-ordinated d i v i s i o n a l 

a c t i v i t i e s ( a t l e v e l 2.70). When we compare t h i s against the previous 

analysis which showed the r e l a t i v e l e v e l of corporate i n f l u e n c e over the 

co - o r d i n a t i o n methods and instruments we can see the a s s o c i a t i o n between 

these two v a r i a b l e s . For example- the corporate o f f i c e r s of f i r m BETA 

who exerted the lowest i n f l u e n c e over the c o - o r d i n a t i o n methods and 

instruments have emerged as having l e a s t s a t i s f a c t o r i l y co-ordinated 

d i v i s i o n a l a c t i v i t i e s . This suggests t h a t corporate i n f l u e n c e i n 

i n t r o d u c i n g c o - o r d i n a t i o n methods and instruments i s important because 

i t provides them w i t h an o p p o r t u n i t y t o gain an i n s i g h t i n t o the 
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s i t u a t i o n a l needs of d i v i s i o n a l managers and develop t h e i r understanding 

of the c o - o r d i n a t i o n process. This, i n t u r n , helps to improve t h e i r 

a b i l i t y to s a t i s f a c t o r i l y co-ordinate d i v i s i o n a l e f f o r t s and a c t i v i t i e s . 

T h i r d l y , the s t a t e of the e x t e r n a l environment of the f o c a l d i v i s i o n s 

and the l e v e l of interdependency between them and t h e i r s i s t e r d i v i s i o n s 

appear to determine the extent which corporate c o - o r d i n a t i o n involvement 

i s regarded by d i v i s i o n a l managers as important f o r t h e i r work performance. 

For instance, from Table 5-1, one can observe t h a t d i v i s i o n Sigma 

experiences and expects the highest l e v e l of compe t i t i o n ( a t l e v e l s 3.29 

and 3.48, r e s p e c t i v e l y ) , d i v i s i o n Beta experiences and expects the next 

highest l e v e l of competition ( a t l e v e l s 3.01 and 3.21, r e s p e c t i v e l y ) , and 

d i v i s i o n Alpha experiences and expects the lowest l e v e l of competition 

( a t l e v e l s 2.73 and 3.11, r e s p e c t i v e l y ) . When these r e l a t i v e environmental 

states are juxtaposed against the importance which d i v i s i o n a l managers 

view corporate involvement i n t h e i r c o - o r d i n a t i o n , the a s s o c i a t i o n between 

high environmental i n s t a b i l i t y and high importance of corporate 

c o - o r d i n a t i o n involvement i s evident. That i s , from Table 9-13 one can 

n o t i c e t h a t the importance of corporate c o - o r d i n a t i o n involvement i s 

highest f o r d i v i s i o n Sigma ( t h e importance of d i v i s i o n a l managers' a c t u a l 

expectations concerning the sy n e r g y - e x t r a c t i o n issue i s a t l e v e l 3.25), 

next highest f o r d i v i s i o n Beta ( a t l e v e l 3.23), and lowest f o r d i v i s i o n 

Alpha ( a t l e v e l 3.00). This suggests t h a t increased corporate involvement 

i n c o - o r d i n a t i n g d i v i s i o n a l a c t i v i t i e s i s perceived by d i v i s i o n a l managers 

to be necessary when confronted w i t h i n c r e a s i n g environmental turbulence. 

More important, i t represents another i l l u s t r a t i o n of the " c o n d i t i o n a l -

i n t e r v e n t i o n " management s t r a t e g y which we have f u l l y described i n 

chapter s i x . 
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I n a d d i t i o n , the extent of interdependency between d i v i s i o n s also 

appears to determine the importance of corporate c o - o r d i n a t i o n involvement. 

Let us f i r s t examine the interdependency status of the f o c a l d i v i s i o n s . 

D i v i s i o n Sigma has the highest interdependency status since i t i s 

v e r t i c a l l y i n t e g r a t e d w i t h other s i s t e r d i v i s i o n s , d i v i s i o n Beta has 

medium interdependency status since i t has the o p t i o n of p r o c u r i n g the 

services or products of e x t e r n a l firms i f those of i t s s i s t e r d i v i s i o n s 

are not up t o r e q u i r e d standards, and d i v i s i o n Alpha has the lowest 

interdependency status since i t does not depend on i t s s i s t e r d i v i s i o n s 

f o r the supply of i n p u t s or disposal of outputs. When these s t a t u s are 

viewed against the previous a n a l y s i s of the r e l a t i v e importance of 

corporate c o - o r d i n a t i o n involvement i n the f o c a l d i v i s i o n s , the 

a s s o c i a t i o n between high d i v i s i o n a l interdependency and high importance 

of corporate involvement becomes c l e a r . This a s s o c i a t i o n can be 

explained by the f a c t t h a t only the corporate o f f i c e possesses the 

a u t h o r i t y to a d j u d i c a t e i n any i n t e r - d i v i s i o n a l c o n f l i c t and t o force 

the acceptance of a p a r t i c u l a r decis.on r u l i n g which may favour one 

d i v i s i o n more than another. Therefore, i n a high interdependency 

s i t u a t i o n w i t h greater p o t e n t i a l f o r i n t e r - d i v i s i o n a l c o n f l i c t , the r o l e 

of the corporate (group) o f f i c e i n c o - o r d i n a t i n g d i v i s i o n a l e f f o r t s and 

a c t i v i t i e s i s understandably more important and d e s i r a b l e . 

To summarize our f i n d i n g s , we propose t h a t : 

P r o p o s i t i o n 8'2 

Voluntary c o - o r d i n a t i o n , d i r e c t i v e c o - o r d i n a t i o n and f a c i l i t a t e d 

c o - o r d i n a t i o n are a l l observed to be used i n c o - o r d i n a t i n g the e f f o r t s 

and a c t i v i t i e s of senior d i v i s i o n a l managers. However, corporate 

emphasis on d i r e c t i v e c o - o r d i n a t i o n i s markedly less as the usage of 
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r u l e s , being an instrument t o mai n t a i n t h i s method of c o - o r d i n a t i o n , i s 

not p a r t i c u l a r l y favoured f o r managing d i v i s i o n a l managers since i t s 

p r o s c r i p t i v e outcome i s perceived t o i n h i b i t d i v i s i o n a l autonomy. 

P r o p o s i t i o n 83 

The a b i l i t y of corporate o f f i c e r s to s a t i s f a c t o r i l y manage the c o - o r d i n a t i o n 

of d i v i s i o n a l managers i s contingent on the extent of t h e i r i n f l u e n c e i n 

i n t r o d u c i n g the various methods and instruments of c o - o r d i n a t i o n , and 

r e s u l t i n g a b i l i t y t o gain an i n s i g h t i n t o d i v i s i o n a l s i t u a t i o n . Thus, 

the greater the corporate o f f i c e r s ' i n f l u e n c e i n i n t r o d u c i n g the various 

methods and instruments of c o - o r d i n a t i o n , and r e s u l t i n g a b i l i t y t o gain 

an i n s i g h t i n t o d i v i s i o n a l s i t u a t i o n , the more s a t i s f a c t o r y w i l l corporate 

o f f i c e r s co-ordinate the e f f o r t s and a c t i v i t i e s of d i v i s i o n a l managers. 

P r o p o s i t i o n 84 

The s t a t e of the e x t e r n a l environment which confronts the d i v i s i o n and 

the scale of i t s interdependency w i t h other s i s t e r d i / i s i o n s determine 

the importance of corporate involvement i n c o - o r d i n a t i n g the e f f o r t s and 

a c t i v i t i e s of the d i v i s i o n ' s managers. Thus, the more unstable the 

e x t e r n a l environment and the greater the d i v i s i o n i s interdependent w i t h 

other s i s t e r d i v i s i o n s , the more important w i l l corporate c o - o r d i n a t i o n 

involvement be f o r the work performance of the d i v i s i o n a l managers. 

3. C o n f l i c t - C o n t r o l 

This i s the f i n a l major issue whose e f f i c i e n t management we conceived as 

important t o f a c i l i t a t e the f u l f i l m e n t of s e c t i o n a l - t a s k challenges. 

More s p e c i f i c a l l y , t h i s issue i s concerned w i t h the co-operative e f f o r t 
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t h a t i s rendered by corporate o f f i c e r s to i d e n t i f y , or a s s i s t m the 

i d e n t i f i c a t i o n o f , areas and causes of c o n f l i c t and to develop mechanisms 

f o r e l i m i n a t i n g any d i f f e r e n c e s which are o r g a n i s a t i o n a l l y d y s f u n c t i o n a l 

(key a c t i o n area- c o n f l i c t i d e n t i f i c a t i o n and r e s o l u t i o n ) . To i n v e s t i g a t e 

t h i s issue, we w i l l focus our a t t e n t i o n i n two areas 

1. The circumstances which produce c o n f l i c t f u l s i t u a t i o n s i n a 

d i v i s i o n a l i s e d o r g a n i s a t i o n . 

2. The r o l e of corporate o f f i c e r s i n managing and r e s o l v i n g 

d y s f u n c t i o n a l c o n f l i c t . 

( i ) Antecedents to I n t e r g r o u p C o n f l i c t 

From our d e t a i l e d study of the f u n c t i o n i n g of the f o c a l f i r m s , c o n f l i c t 

which d i r e c t l y a f f e c t s c o r p o r a t e - d i v i s i o n a l r e l a t i o n s h i p are of two 

c a tegories. The f i r s t category i s l a t e r a l c o n f l i c t which a r i s e s from 

l a t e r a l r e l a t i o n s between two d i v i s i o n s , or between departments or 

sections of the two d i v i s i o n s . Such l a t e r a l r e l a t i o n s are necessary 

when there i s mutual task dependence between the two d i v i s i o n s , t h a t 

i s , when they depend on each other f o r assistance, i n f o r m a t i o n , 

compliance, or other c o - o r d i n a t i v e acts i n the performance of t h e i r 
(43) 

r e s p e c t i v e tasks. According to M i l l e r , such interdependence i s 

more l i k e l y t o r e s u l t i n the i n t e r - l i n k e d u n i t s performing w i t h o u t 

e x t e r n a l c o n t r o l or s u p e r v i s i o n . However, studies such as those of 
(44) 

Dutton and Walton i n d i c a t e d t h a t task interdependence not only 

provides an i n c e n t i v e f o r c o l l a b o r a t i o n , but a l so presents an occasion 

f o r c o n f l i c t . Of the f o c a l d i v i s i o n s , Sigma and Beta possess s t r u c t u r a l 

arrangements which ne c e s s i t a t e d mutual interdependence w i t h t h e i r s i s t e r 

d i v i s i o n s . As p r e v i o u s l y explained, d i v i s i o n Sigma receives i t s i n p u t s 

from and disposes i t s outputs to other s i s t e r d i v i s i o n s , and d i v i s i o n 
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Beta i s r e q u i r e d to procure i t s i n p u t s from s i s t e r d i v i s i o n s i f they 

conform to r e q u i r e d standards. T h e r e f o r e , from a s t r u c t u r a l viewpoint, 

mutual interdependency i s g r e a t e r for d i v i s i o n Sigma than for d i v i s i o n 

Beta. As f o r d i v i s i o n Alpha, i t i s an autonomous d i v i s i o n as i t i s the 

only d i v i s i o n i n the f i r m which d e a l s i n that l i n e of b u s i n e s s , and 

procures i t s i n p u t s from and disposes i t s outputs to e x t e r n a l s o u r c e s . 

Three main courses of c o n f l i c t which a r i s e s from l a t e r a l r e l a t i o n s h i p s 

between d i v i s i o n s Beta and Sigma and t h e i r r e s p e c t i v e s i s t e r d i v i s i o n s 
have been i s o l a t e d . 

F i r s t l y , when e x t e r n a l demands n e c e s s i t a t e d one of the interdependent 

u n i t s to suboptimize. For example, when d i v i s i o n Beta r e f u s e s to 

procure the s e r v i c e s or products of s i s t e r d i v i s i o n s , even though 

they have a s l i m order book and excess c a p a c i t y , on grounds of 

poor q u a l i t y . The dilemma i s r e a l and the temptation f o r d i v i s i o n 

Beta to look elsewhere f o r s u i t a b l e i n p u t s i s g r e a t s i n c e i t has 

a c o n t r a c t u a l commitment to i t s c l i e n t s to design and c o n s t r u c t 

i n d u s t r i a l equipments and i n s t a l l a t i o n s to an e x a c t i n g standard. 

Secondly, when the terms of t r a n s a c t i o n between the interdependent 

u n i t s a re ambiguous. For example, i n the case of d i v i s i o n Beta, 

no p o l i c i e s e x i s t to s t i p u l a t e a t which minimum l e v e l of q u a l i t y 

standard the s u p p l i e s of s i s t e r d i v i s i o n s must degenerate before 

i t can procure from e x t e r n a l s o u r c e s , or the maximum l e v e l of c o s t 

per u n i t or excess c a p a c i t y the s i s t e r d i v i s i o n s must s u s t a i n 

before i t should procure i n t e r n a l l y . 

T h i r d l y , when the interdependent u n i t s develop d i s t i n c t i v e r o l e 

conceptions and o b j e c t i v e s . For example, d i v i s i o n Sigma p e r c e i v i n g 

i t s o b j e c t i v e as to manufacture e f f i c i e n t l y and to maximize the 

usage of i t s p r o ductive c a p a c i t y w h i l s t the s i s t e r d i v i s i o n 
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p e r c e i v i n g i t s o b j e c t i v e as to purchase and manufacture s u f f i c i e n t l y 
to s a t i s f y e x t e r n a l demands for i t s f i n i s h e d goods. Thus, the a b i l i t y 
of d i v i s i o n Beta to produce s u f f i c i e n t l y to u t i l i z e i t s excess 
productive c a p a c i t y and so reduce the co s t per u n i t output, w i l l be 
dependent on the a b i l i t y of i t s s i s t e r d i v i s i o n to purchase i t s 
outputs. I n other words, as Wilson and Landsberger have 

a l s o d i s covered i n t h e i r s t u d i e s , the more complex the o r g a n i z a t i o n a l 

coupling between two independent u n i t s and the g r e a t e r t h e i r i n t e r e s t s 

d i f f e r , the more tensaon and c o n f l i c t w i l l be c r e a t e d . 

The second c o n f l i c t category a r i s e s from v e r t i c a l r e l a t i o n s between a 

f o c a l d i v i s i o n and i t s corporate (group) o f f i c e . Two main causes of 

v e r t i c a l c o n f l i c t has been n o t i c e d i n the f o c a l f i r m s . 

F i r s t l y , when corporate o f f i c e r s e x e r t p r e s s u r e on d i v i s i o n a l 

managers for e f f i c i e n c y and t e c h n i c a l competence which are 

i n c o n s i s t e n t with l o c a l s i t u a t i o n s and t e c h n i c a l requirements. 

For example, d i v i s i o n Alpha being the only d i v i s i o n which 

s p e c i a l i z e s i n medical products often f i n d i t s e l f i n c o n f l i c t 

w i t h corporate o f f i c e r s over such i s s u e s as the f e a s i b i l i t y of 

a high investment dust f r e e zone to assemble, and quarantine 

chamber to s t e r i l i z e , endotracheal tubes with low p r e s s u r e c u f f s , 

or the a d m i n i s t r a t i v e r a t i o n a l e of being c o n s o l i d a t e d i n a group 

comprising of d i v i s i o n s d e a l i n g w i t h i n d u s t r i a l i nstruments, 

ceramics, spark plugs, i n d u s t r i a l p r e s s u r e d e v i c e s and hypertac 

connectors. As the corporate and group e x e c u t i v e s a r e mainly 

f a m i l i a r with, and m a n a g e r i a l l y o r i e n t e d i n the way of, d i v i s i o n s 

d e a l i n g w i t h i n d u s t r i a l products, any c o n f l i c t between them and the 

managers of d i v i s i o n Alpha i s , t h e r e f o r e , not s u r p r i s i n g . 

Secondly, when d i v i s i o n a l managers are granted a u t h o r i t y to make 
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d e c i s i o n s but such d e c i s i o n s c r e a t e more o p p o r t u n i t i e s and reasons 

for them to d i s a g r e e w i t h t h e i r c orporate o f f i c e r s or c o u n t e r p a r t s 

i n s i s t e r d i v i s i o n s . For example, d i v i s i o n Beta being t a c i t l y 

given the a u t h o r i t y to decide on whether to purchase i n t e r n a l l y 

and when they decide a g a i n s t doing so, c o n f l i c t may r e s u l t wich 

both s i s t e r d i v i s i o n and those corporate o f f i c e r s who dispute w i t h 

such d e c i s i o n . I n the case of d i v i s i o n Beta, t h i s a u t h o r i t y has 

been l e g i t i m i z e d by the f a c t t h a t d i v i s i o n Beta i s regarded as an 

important and u s e f u l " b a i t " to a t t r a c t p r o f i t a b l e work fo r other 

d i v i s i o n s . However, the f a c t t h a t d i v i s i o n Beta commands a 

powerful lobby, as i t s managing d i r e c t o r i s a l s o the group t e c h n i c a l 

d i r e c t o r , the p r o p e n s i t y to make f u l l use of t h i s a u t h o r i t y , be 

u n y i e l d i n g to compromise, and to prolong the i n t r a s i g e n c y i s v a s t l y 

accentuated. T h i s c o n f l i c t f u l outcome of d e c e n t r a l i s e d d e c i s i o n -
(47) 

making process i s a l s o noted by Gamson i n h i s w r i t i n g s and 

l a t e r by Corwin w n o t e s t e d t h i s i d e a i n h i s study of t e a c h e r s 

and t h e i r p a r t i c i p a t i o n i n the a u t h o r i t y system. 

( i i ) Corporate Role i n C o n f l i c t R e s o l u t i o n 

Faced with these c o n f l i c t f u l s i t u a t i o n s , the r o l e of the corporate o f f i c e 

i n t h e i r r e s o l v e i s c e r t a i n l y p e r c e i v e d by the managers of the f o c a l 

d i v i s i o n s as important to f a c i l i t a t e t h e i r work performance. More 

s i g n i f i c a n t , from T a b l e 9-13, i t appeers t h a t the more a f o c a l d i v i s i o n 

i s confronted w i t h c o n f l i c t of e i t h e r l a t e r a l or h o r i z o n t a l nature, or 

both, the more important i s corporate involvement i n c o n f l i c t r e s o l u t i o n 

h e l d to be. For i n s t a n c e , based on the extent of i n t e r - d i v i s i o n a l 

dependency as a measure of the probable amount of c o n f l i c t experienced, 

one can n o t i c e t h a t the importance of corporate involvement i n c o n f l i c t -



346 

c o n t r o l i s h i g h e s t for d i v i s i o n Sigma which experiences the h i g h e s t amount 
of mterdependency and c o n f l i c t ( t h e importance r a t i n g for d i v i s i o n a l 
a c t u a l e x p e c t a t i o n i s at l e v e l 4.37), next h i g h e s t for d i v i s i o n Beta 
which experiences the next h i g h e s t amount of interdependency and c o n f l i c t 
(importance r a t i n g a t l e v e l 3.58), and lowest for d i v i s i o n Alpha which 
experiences the lowest amount of interdependency and c o n f l i c t (importance 
r a t i n g a t l e v e l 3.17). 

How, then, do corporate o f f i c e r s s u c c e s s f u l l y t a c k l e t h e i r o r g a n i z a t i o n a l 

c o n f l i c t 7 To o b t a i n the answer, we f i r s t examine Table 9-14 to a s s e s s how 

s a t i s f a c t o r y the corporate o f f i c e r s have managed c o n f l i c t s i t u a t i o n s i n 

the f o c a l d i v i s i o n s . Hence, we can observe t h a t the corporate o f f i c e r s 

of f i r m ALPHA have most s a t i s f a c t o r i l y managed t h e i r c o n f l i c t s i t u a t i o n s 

( t h e s a t i s f a c t i o n r a t i n g for d i v i s i o n a l a c t u a l e x p e c t a t i o n s i s a t l e v e l 

4.67), followed by the corporate o f f i c e r s of f i r m SIGMA ( a t l e v e l 3.70), 

and then by the corporate o f f i c e r s of f i r m BETA who have l e a s t 

s a t i s f a c t o r i l y managed t h e i r c o n f l i c t s i t u a t i o n s ( a t l e v e l 3.42). Next, 

we administered Q.21 of the NOCAM q u e s t i o n n a i r e to e s t a b l i s h the form 

of c o n f l i c t management approach t h a t has a c t u a l l y been employed i n the 

f o c a l f i r m s , t h a t i s , to determine whether the approach i s one which 

tends to avoid, deny or suppress c o n f l i c t , or one which acknowledges 

that c o n f l i c t i s p a r t of the job and should be d i s c u s s e d whenever i t 

a r i s e s . Thus, from Table 9-18, one can e s t a b l i s h that c o n f l i c t 

management m f i r m ALPHA tends to most c l o s e l y resemble the l a t t e r 

approach ( a t l e v e l 3.91), followed by f i r m SIGMA whose c o n f l i c t 

management approach bears the next most resemblance to the l a t t e r 

approach ( a t l e v e l 3.46) and then by f i r m BETA whose c o n f l i c t management 

approach bears l e a s t resemblance to the l a t t e r approach ( a t l e v e l 3.44). 

T h i s , t h e r e f o r e , suggests that an approach which acknowledges the 

i n e v i t a b i l i t y of c o n f l i c t and confronts i t by open d i s c u s s i o n i s the 
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most s a t i s f a c t o r y f o r managing c o n f l i c t . More important, i t seems 

reasonable to argue that i n v a l i d p e r c e p t i o n s and b e l i e f s on the p a r t of 

those opposing p a r t i e s could be the source of much o r g a n i s a t i o n a l 
(49) 

c o n f l i c t . As Deutsch had a l s o b r i e f l y pointed out i n h i s w r i t i n g s , 

misunderstanding i s c o n c e i v a b l y the major f a c t o r i n prolonging c o n f l i c t 

and even m i n h i b i t i n g i t s r e s o l u t i o n . T h i s argument i s supported when 

one c o n s i d e r s t h a t those s t r u c t u r e d methods of r e s o l v i n g intergroup 

c o n f l i c t t h a t have been developed a l l use some form of c o n t r o l l e d 

communication to remove "misunderstandings" ( B l a k e , e t , a l . ^ ; 

Burton ( 5 1 ) ; F i s h e r ( 5 2 ) ; Ster n , e t . a l . ( 5 3 ) ) . 
Thus, we can s t a t e that 

P r o p o s i t i o n 85 

The c o n f l i c t which d i r e c t l y a f f e c t s c o r p o r a t e - d i v i s i o n a l r e l a t i o n s h i p 

are of two c a t e g o r i e s , namely l a t e r a l and v e r t i c a l c o n f l i c t . L a t e r a l 

c o n f l i c t as between interdependent d i v i s i o n s a r i s e s from three main 

causes. F i r s t l y , when the combination of e x t e r n a l demands and 

asymmetrical r e l a t i o n s h i p f o r c e one of the interdependent d i v i s i o n s to 

suboptimize. Secondly, when the terms of t r a n s a c t i o n between the 

interdependent d i v i s i o n s a r e ambiguous. T h i r d l y , when the interdependent 

d i v i s i o n s develop d i s t i n c t i v e r o l e conceptions and o b j e c t i v e s . 

V e r t i c a l c o n f l i c t as between corporate and d i v i s i o n a l managements a r i s e s 

from two main causes. F i r s t l y , when corporate management e x e r t s p r e s s u r e 

on d i v i s i o n a l management f o r e f f i c i e n c y and t e c h n i c a l competence which 

a r e i n c o n s i s t e n t w i t h l o c a l s i t u a t i o n s and t e c h n i c a l requirements. 

Secondly, when d i v i s i o n a l management p a r t i c i p a t e s i n an a u t h o r i t y system 

which c r e a t e s j u r i s d i c t i o n a l a m b i g u i t i e s . 
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P r o p o s i t i o n 86 

The importance of corporate involvement i n c o n f l i c t management i s 

dependent on the extent of l a t e r a l and /or h o r i z o n t a l c o n f l i c t . Thus, 

the g r e a t e r the extent of l a t e r a l and /or h o r i z o n t a l c o n f l i c t , the more 

important i s c orporate involvement i n c o n f l i c t management for the work 

performance of d i v i s i o n a l managers. 

P r o p o s i t i o n 87 

The root cause of l a t e r a l and h o r i z o n t a l c o n f l i c t i s i n v a l i d p e r c e p t i o n s 

and b e l i e f s on the p a r t of the opposing p a r t i e s . Thus, the more c o n f l i c t 

i s regarded as i n e v i t a b l e and i t s u n d e r l y i n g misunderstandings openly 

d i s c u s s e d , the more s a t i s f a c t o r y w i l l c o n f l i c t be managed. 

b ' SUMMARY AND CONCLUSION 

The d e t a i l e d study which we have j u s t undertaken c l e a r l y shows t h a t 

corporate l e a d e r s h i p should not be t r e a t e d simply i n such terms of being 

"democratic" or " a u t o c r a t i c " . As we have wit n e s s e d , t h e i r performance 

i n e i g h t key ar e a s shows th a t t h e i r l e a d e r s h i p s k i l l s should be e x p l a i n e d 

by the manner they handle fundamental and o r g a n i s a t i o n a l l y r e l e v a n t 

i s s u e s which a re connected w i t h f a c i l i t a t i n g the f u l f i l m e n t of i n d i v i d u a l 

and s e c t i o n a l - t a s k c h a l l e n g e s . 

T h i s need f o r a s h i f t i n the concept of corporate l e a d e r s h i p i s best 

underscored by our a n a l y s i s which demonstrates the n e c e s s i t y f o r , and 

co m p l e x i t i e s i n v o l v e d m, i n i t i a t i n g p s y c h o l o g i c a l s t r u c t u r e and l e a d e r s h i p 

c o n s i d e r a t i o n . More s p e c i f i c a l l y , the former f a c e t of l e a d e r s h i p shows 

corporate preoccupation w i t h such t a s k s as d i r e c t i n g , a d v i s i n g and guiding, 

supporting and co-operating, and c o - o r d i n a t i n g managerial e f f o r t s ; w h i l s t 

the l a t t e r shows t h e i r concern w i t h c r e a t i n g a conducive work environment 
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by developing and t r a i n i n g i n d i v i d u a l s , c o n t r i b u t i n g to t h e i r motivation, 
promoting i n d u s t r i a l harmony, and r e s o l v i n g d y s f u n c t i o n a l c o n f l i c t . I n 
e f f e c t , corporate handling of these t a s k s has provided us with an 
a l t e r n a t i v e and more comprehensive paradigm of corporate l e a d e r s h i p and 
r e v e a l e d the s i t u a t i o n a l f a c t o r s which i t impinges upon as being f a r 
more e x t e n s i v e and complex than p r e v i o u s l y r e a l i s e d . 

The u n r a v e l l i n g of such c o m p l e x i t i e s has been f a c i l i t a t e d by the 

methodology which has been developed for t h i s study. T h i s r e s e a r c h 

study i s about s e n i o r management who o f f e r as w e l l as r e c e i v e l e a d e r s h i p . 

Without a medium which i s capable of c a p t u r i n g the c o g n i t i o n of managers 

about the l e a d e r s h i p that they o f f e r or wish to r e c e i v e , the s y s t e m a t i c 

and comprehensive r e v e l a t i o n of the contents and p r o c e s s e s of l e a d e r s h i p 

may not be a t t a i n a b l e . As e a r l i e r i n v e s t i g a t i o n has shown, the degree of 

r e c i p r o c i t y over the l e a d e r s h i p a t t r i b u t e s that are o f f e r e d or wished for 

( p e r c e i v e d and a c t u a l e x p e c t a t i o n s ) by s e n i o r managers has provided us 

w i t h a means to a n a l y s e and understand other c o n t i n g e n t l y i d e n t i f i e d 

v a r i a b l e s d e a l i n g w i t h broader i s s u e s such as information exchange, 

i n t e r - p e r s o n a l a c c e s s i b i l i t y , team cohesion, and c o n f l i c t management. 

To summarize, t h i s i n v e s t i g a t i o n has, f i r s t l y , provided the w r i t e r w i t h 

a c l e a r e r understanding of l e a d e r s h i p t h e o r i e s and the e x t e n t which these 

t h e o r i e s match w i t h o r g a n i z a t i o n a l r e a l i t i e s . Secondly, i t has uncovered 

the c o n t i n g e n c i e s which u n d e r l i e the twenty p r o p o s i t i o n s connected w i t h th 

process of f a c i l i t a t i n g managers to f u l f i l t h e i r c h a l l e n g e s and thus, 

provides f o r managers p r a c t i c a l viewpoints with which to r e a s s e s s t h e i r 

l e a d e r s h i p approaches and e f f e c t i v e n e s s . F i n a l l y , i t confirms the 

a p p r o p r i a t e n e s s of i n c l u d i n g the " f a c i l i t a t i o n p r o c e s s e s " as a f a c e t of 

the E x p e c t a t i o n s Framework and the v e r s a t i l i t y of the methodology t h a t 

was developed to o p e r a t i o n a l i z e i t . 
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T h i s chapter completes our a n a l y s i s of the E x p e c t a t i o n s Framework by 

i n v e s t i g a t i n g c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n s which are connected w i t h 

the l a s t two framework f a c e t s , namely, the Control of Challenge F u l f i l m e n t 

and the I n t e g r a t i o n of Challenges. I n the l a s t two c h a p t e r s , we have 

devoted our e f f o r t to f i n d i n g out how o r g a n i s a t i on-wide c h a l l e n g e s , 

s e c t i o n a l - t a s k c h a l l e n g e s and i n d i v i d u a l c h a l l e n g e s have been formed 

and t h e i r f u l f i l m e n t f a c i l i t a t e d by a s e r i e s of decision-making pr o c e s s e s 

and l e a d e r s h i p p r a c t i c e s . I n t h i s chapter, we w i l l focus our a t t e n t i o n 

on understanding how the accomplishment of such c h a l l e n g e s i s c o n t r o l l e d 

and i n t e g r a t e d i n t o a r a t i o n a l whole w i t h the a i d of v a r i o u s management 

systems to r e a l i z e the goals of the o r g a n i s a t i o n and i t s members. 

CONTROL OF CHALLENGE FULFILMENT 

I n chapter seven we p o s t u l a t e d t h a t o r g a n i s a t i o n a l c o n t r o l r e v o l v e s 

around three c o n c e n t r i c c o n t r o l loops. At the n u c l e u s , the i n n e r loop 

c o n t r o l s the accomplishment of i n d i v i d u a l c h a l l e n g e s , and extending 

outwards, the middle loop c o n t r o l s the accomplishment of s e c t i o n a l - t a s k 

c h a l l e n g e s w h i l s t the outer loop c o n t r o l s the accomplishment of 

o rganisation-wide c h a l l e n g e s . T h i s s t r u c t u r i n g of c o n t r o l loops i s not 

a r b i t r a r y but intended to h i g h l i g h t t h a t an outer loop i s s u b s e r v i e n t 

to the i n n e r loop, that i s , the s a t i s f a c t o r y outcome of the outer loop 

i s dependent on how s a t i s f a c t o r i l y the i n n e r , a d j a c e n t loop has been 

managed. For i n s t a n c e , the c o n t r o l by a company of i t s organisation-wide 

c h a l l e n g e of combating i n t e n s e competition, d e c l i n i n g market share, and 

s h r i n k i n g p r o f i t s i s dependent on the e f f i c i e n t c o n t r o l of i t s s e c t i o n a l -
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task, c h a l l e n g e of a c q u i r i n g p r e c i s e and t i m e l y i n t e l l i g e n c e of competitors' 

products, and a c h i e v i n g s h o r t e r turn-about time l a p s e between r e s e a r c h , 

development, and i n t r o d u c t i o n of new products. I n turn, the c o n t r o l of 

such s e c t i o n a l - t a s k c h a l l e n g e i s dependent on the e f f i c i e n t c o n t r o l of 

the i n d i v i d u a l c h a l l e n g e s of members who are charged w i t h r e s o l v i n g t h i s 

h y p o t h e t i c a l o r g a n i z a t i o n a l dilemma. Hence, one would need to ensure t h a t 

the R. & D. d i r e c t o r has s a t i s f a c t o r i l y f u l f i l l e d h i s p o s i t i o n a l c h a l l e n g e s 

(e.g. p r o f e s s i o n a l l y and o c c u p a t i o n a l l y competent to continue holding h i s 

present p o s i t i o n ) and t a s k - r e l a t e d c h a l l e n g e s ( e.g a c c u r a t e i n t e r p r e t a t i o n 

of market r e s e a r c h i n t e l l i g e n c e of competitors' product advantages, 

generation of new product id e a s which a re t e c h n i c a l l y f e a s i b l e , and r a p i d 

t r a n s l a t i o n of such i d e a s i n t o s a l e a b l e goods). 

To t e s t these hypothesized l i n k a g e s between i n d i v i d u a l c h a l l e n g e c o n t r o l 

and s e c t i o n a l - t a s k c h a l l e n g e c o n t r o l , and between s e c t i o n a l - t a s k c h a l l e n g e 

c o n t r o l and o r g a n i z a t i o n a l - w i d e c h a l l e n g e c o n t r o l , a t d i v i s i o n a l l e v e l , 

we a d m i n i s t e r e d a Spearman C o r r e l a t i o n C o e f f i c i e n t t e s t to the d i v i s i o n a l 

managers' r a t i n g of how s a t i s f a c t o r i l y t h e i r corporate o f f i c e r s have met 

t h e i r a c t u a l e x p e c t a t i o n s i n r e s p e c t of these t h r e e elements of c o n t r o l 

a t d i v i s i o n a l l e v e l . The t e s t r e s u l t s which a re presented i n Table 10-1 

c l e a r l y show the l i n k a g e s to be i n the p r e d i c t e d d i r e c t i o n . That i s , 

w i th the exception of d i v i s i o n Beta where the s t a t i s t i c i s not computable 

because of the l a c k of raw responses, there i s a p o s i t i v e a s s o c i a t i o n 

between a s a t i s f a c t o r y management of the i n d i v i d u a l c h a l l e n g e c o n t r o l 

and a s a t i s f a c t o r y management of the s e c t i o n a l - t a s k c h a l l e n g e c o n t r o l , 

and between a s a t i s f a c t o r y management of the s e c t i o n a l - t a s k c h a l l e n g e 

c o n t r o l and a s a t i s f a c t o r y management of the organization-wi d e c h a l l e n g e 

c o n t r o l . How, then, do the corporate o f f i c e r s manage these c o n t r o l loops 
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and what are the c o n s i d e r a t i o n s that must be taken i n t o account to ensure 
t h e i r e f f i c i e n t maintenance 7 To seek the answers, we w i l l need to 
a n a l y s e these c o n t r o l loops s e p a r a t e l y . 

1. I n d i v i d u a l Challenge Control 

At t h i s l e v e l of c o n t r o l , the emphasis i s on the design and implementation 

of appropriate mechanisms to ensure t h a t i n d i v i d u a l performance matches 

those q u a l i t y and q u a n t i t y work standards that have been p r e s c r i b e d (key 

a c t i o n area: performance a p p r a i s a l ) . F i r s t l y , to form an impression of 

how a c t i v e l y corporate o f f i c e r s are expected to be i n v o l v e d i n t h i s type 

of c o n t r o l as compared to c o n t r o l over s e c t i o n a l - t a s k c h a l l e n g e s and 

o r g a n i s a t i o n -wide c h a l l e n g e s , we a n a l y s e d i v i s i o n a l managers a c t u a l 

e x p e c t a t i o n s p e r t a i n i n g to these three c o n t r o l types. Hence, from 

Table 10-3 and 10-8, we can see t h a t the lowest proportion of a c t u a l 

e x p e c t a t i o n s t h a t are h e l d of corporate o f f i c e r s i s connected w i t h 

i n d i v i d u a l c h a l l e n g e c o n t r o l , moderate proportion i s connected w i t h 

s e c t i o n a l - t a s k c h a l l e n g e c o n t r o l , and h i g h e s t proportion i s connected 

with organisation-wide c h a l l e n g e c o n t r o l . More s p e c i f i c a l l y , the a c t u a l 

e x p e c t a t i o n s t h a t are h e l d of these three r e s p e c t i v e c o n t r o l types i n 

f i r m ALPHA are a t l e v e l s 3.33, 3.60 and 4.04; i n f i r m BETA are at l e v e l s 

2.50, 3.24 and 3.58, and i n f i r m SIGMA are a t l e v e l s 1.67, 1.90 and 3.00. 

At f i r s t s i g h t , t h i s lower e x p e c t a t i o n for corporate involvement i n 

i n d i v i d u a l c h a l l e n g e c o n t r o l does not pose any cause for alarm. Indeed, 

i f a d i v i s i o n i s autonomous and enjoys d e c e n t r a l i s e d decision-making 

a u t h o r i t y , corporate o f f i c e r s would be expected to r e s t r i c t t h e i r c o n t r o l 

involvement to, say, only the f i n a n c i a l a s p e c t s of organisation-wide 

c h a l l e n g e s . 
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However, from our previous i n v e s t i g a t i o n i n t o corporate choice of 

management approach ( c h a p t e r s i x ) , and involvement i n d i v i s i o n a l d e c i s i o n ­

making and f u n c t i o n s ( c h a p t e r e i g h t , e s p e c i a l l y T ables 8-8 and 8-12), we 

have e s t a b l i s h e d that d i v i s i o n Sigma i s l e a s t autonomous and y e t i t l e a s t 

expects i t s corporate o f f i c e r s to be i n v o l v e d i n the c o n t r o l of i n d i v i d u a l 

c h a l l e n g e s ( a t l e v e l 1.67). D i v i s i o n Alpha, on the other hand, i s 

r e l a t i v e l y most autonomous and y e t i t most expects i t s corporate o f f i c e r s 

to be i n v o l v e d i n such c o n t r o l ( a t l e v e l 3.33). C l e a r l y , some i n t e r v e n i n g 

c o n s i d e r a t i o n s other than autonomy and decision-making a u t h o r i t y must have 

i n f l u e n c e d d i v i s i o n a l e x p e c t a t i o n of corporate involvement i n i n d i v i d u a l 

c h a l l e n g e c o n t r o l . 

F u r t h e r a n a l y s i s of the manner w i t h which corporate o f f i c e r s handle t h i s type 

of c o n t r o l was h e l p f u l to provide us with the answers. For i n s t a n c e , when we 

examined Tables 10-5 and 10-10, we found t h a t corporate handling of 

i n d i v i d u a l c h a l l e n g e c o n t r o l , as compared to s e c t i o n a l - t a s k c h a l l e n g e 

c o n t r o l and organisation-wide c h a l l e n g e c o n t r o l i s l e a s t s a t i s f a c t o r y . 

That i s , the s a t i s f a c t i o n of the r e s p e c t i v e d i v i s i o n a l a c t u a l e x p e c t a t i o n s 

i n f i r m ALPHA i s r a t e d a t l e v e l 2.83 as compared to l e v e l s 4.07 and 4.36; 

i n f i r m BETA i s r a t e d a t l e v e l 2.00 as compared to l e v e l s 3.07 and 3.25, 

and i n f i r m SIGMA i s r a t e d at l e v e l 3.70 as compared to l e v e l s 3.77 and 

3.80. T h i s low s a t i s f a c t i o n i n corporate handling of i n d i v i d u a l 

c h a l l e n g e c o n t r o l i s a l s o r e f l e c t e d i n the l e v e l of s a t i s f a c t i o n w i t h the 

systems t h a t have been employed to enforce such c o n t r o l ( i n f o r m a t i o n 

obtained through Q.18 of the N0CAM q u e s t i o n a i r e ) . Hence, from Table 

10-6, we can observe t h a t the systems for e n f o r c i n g i n d i v i d u a l c h a l l e n g e 

c o n t r o l , as compared to e n f o r c i n g s e c t i o n a l - t a s k c h a l l e n g e c o n t r o l and 

o r g a n i s a t i o n - w i d e c o n t r o l , i s h e l d to be l e a s t s a t i s f a c t o r y . That i s , 

i n f i r m ALPHA i t i s h e l d a t l e v e l 3.70 as compared to l e v e l s 4.23 and 

3.98, i n l i r m BI'.TA i t i s h e l d a t l e v e l 3.25 as compared to l e v e l s 4.04 
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and 3.96; and i n f i r m SIGMA i t i s h e l d a t l e v e l 3.39 as compared to 

l e v e l s 4.18 and 3.46. 

From these a n a l y s e s , the w r i t e r i s of the opinion that corporate c o n t r o l 

of i n d i v i d u a l c h a l l e n g e s which are p r e s c r i b e d for d i v i s i o n a l managers i s 

not i n h e r e n t l y r e j e c t e d but contingent on the manner which the c o n t r o l 

systems and p r o c e s s e s are being employed. More s p e c i f i c a l l y , the c o n t r o l 

systems and p r o c e s s e s must be employed i n a manner that w i l l remove two 

de«ip-seated d i v i s i o n a l b e l i e f s before more corporate involvement i n 

i n d i v i d u a l c h a l l e n g e c o n t r o l i s accepted. F i r s t l y , the b e l i e f t h a t the 

c o n t r o l of t h e i r i n d i v i d u a l performance should be managed under the 

a e g i s of t h e i r g eneral manager on the grounds that he i s more f a m i l i a r 

w ith t h e i r s i t u a t i o n a l problems and so a b l e to e v a l u a t e t h e i r performance 

more e q u i t a b l y . Secondly, the b e l i e f t h a t t h e i r e v a l u a t i o n i s being 

c a r r i e d out a g a i n s t standards which are coloured by the achievements of 

managers from other d i v i s i o n s . T h i s b e l i e f i s c o n c e i v a b l y true, e s p e c i a l l y 

when h e l d i n connection w i t h n o n - q u a n t i f i a b l e performance; such as i n 

planning, o r g a n i s i n g , developing subordinates and handling of e x t e r n a l 

r e l a t i o n s , where benchmarks for i t s e v a l u a t i o n are o f t e n no more than 

mental i m p r e s s i o n s evolved from corporate e x p e r i e n c e s of t h e i r own work, 

or work of other d i v i s i o n a l managers. The p o i n t i s t h a t so long as an 

a s s e s s e e b e l i e v e s t h a t h i s performance i s e v a l u a t e d a g a i n s t standards 

t h a t he i s unable to i n f l u e n c e , or which are incompatible w i t h the 

r e a l i t i e s of the l o c a l s i t u a t i o n , then they are u n l i k e l y to be accepted 

by him. The f o l l o w i n g statement made by the commercial-cum-administrative 

d i r e c t o r of d i v i s i o n Beta underscores these b e l i e f s 

" I am p r e t t y weary of anyone, other than my immediate boss, 

a s s e s s i n g my work. R e c e n t l y , i n one of the performance review 



355 

s e s s i o n s , a p a r t i c i p a t i n g group d i r e c t o r was r a t h e r c u t t i n g i n h i s 

comments on the timing and contents of my f i n a n c i a l r e p o r t s . He 

claimed that normally other d i v i s i o n s i n the group had submitted 

to H.Q. t h e i r operating statements by the 23rd of each month and 

the c l a r i t y w i t h which they are presented permitted a follow-up 

meeting to take p l a c e three days l a t e r . T admit that i s quick but 

they f a i l to a p p r e c i a t e t h a t my work i s hamstrung by the p e c u l i a r 

nature of our b u s i n e s s . Other d i v i s i o n s manufacture and s e l l 

d i s t i n c t products i n s t a n d a r d i s e d u n i t s with p r e d i c t a b l e c o s t 

s t r u c t u r e s . Any f o o l w i l l know th a t t h e i r accounting procedure 

w i l l be f a i r l y c onventional and in f o r m a t i o n can be r e p e t i t i v e l y 

generated i n a f i x p a t t e r n and without much delay. We s e l l i d e a s 

and designs which i n c u r c o s t s even before p r o j e c t s a r e commissioned. 

When f i n a l l y p r o j e c t s are con t r a c t e d , they are s t i l l not amenable 

to being n e a t l y accounted as our p r o j e c t s s t r e t c h over a long 

period, and f l u c t u a t i n g c o s t s and revenues have to be absorbed 

evenly over the whole p e r i o d . Otherwise, we appear to make a 

thumping great l o s s i n one year and a huge p r o f i t i n another. Not 

u n n a t u r a l l y , our bottom f i g u r e s on p r o f i t s are not exact but merely 

a c o n s e r v a t i v e approximation. Moreover, i f I don't adopt t h i s 

procedure, my f e l l o w p r o j e c t d i r e c t o r s would be f u r i o u s . Imagine 

how s i l l y they look i f f o r a whole year they i n c u r s u b s t a n t i a l 

c o s t s and not a penny i n revenue. For someone not viewing the 

operation of our bus i n e s s i n t o t a l i t y , my r e p o r t i n g procedure looks 

p r e t t y d i s o r g a n i s e d and the in f o r m a t i o n seemingly d i s j o i n t e d . But 

th a t i s the way i t has to be u n t i l the p r o j e c t i s completed or 

ne a r i n g completion. Only then w i l l they f a l l i n t o p l a c e to make 

se n s e . " 



356 

F i n a l l y , another c o n s i d e r a t i o n which corporate o f f i c e r s must bear i n mind 
when c o n t r o l l i n g i n d i v i d u a l c h a l l e n g e f u l f i l m e n t i s the need to convince 
d i v i s i o n a l managers t h a t such c o n t r o l i s intended as a means to i s o l a t e 
the areas where t r a i n i n g and development i s n e c e s s a r y to improve 
performance. T h i s c o n s i d e r a t i o n was brought to l i g h t m i n t e r v i e w s w i t h 
d i v i s i o n a l managers as to why they b e l i e v e i n d i v i d u a l c h a l l e n g e c o n t r o l 
i s of l e s s e r importance to t h e i r work performance than s e c t i o n a l - t a s k 
c h a l l e n g e c o n t r o l or organisation-wide c h a l l e n g e c o n t r o l . For i n s t a n c e , 
i f we r e f e r to T a b l e s 10-4 and 10-9, we can see that i n firm ALPHA the 
importance of d i v i s i o n a l a c t u a l e x p e c t a t i o n s which a r e connected w i t h 
these three r e s p e c t i v e c o n t r o l s are h e l d a t l e v e l s 3.17, 4.04 and 4.34; 
i n f i r m BETA they are h e l d a t l e v e l s 3.50, 3.80 and 3.92; and i n f i r m 
SIGMA they are h e l d a t l e v e l s 3.33, 3.44 and 4.00. When i n t e r v i e w e d , 
almost a l l d i v i s i o n a l managers s t r o n g l y r e l a t e d the c o n t r o l of i n d i v i d u a l 
c h a l l e n g e s to deciding t h e i r s a l a r y changes or bonus payments but none 
r e l a t e d i t to t h e i r t r a i n i n g or development. I n f a c t , as f a r as could 
be a s c e r t a i n e d , managerial development and t r a i n i n g i n the f o c a l d i v i s i o n s 
i s h e l d i r r e g u l a r l y , and i s c e r t a i n l y not d e l i b e r a t e l y t a i l o r e d to supplement 
any s p e c i f i c a r e a s of d e f i c i e n c y m the performance of the managers. 

To h i g h l i g h t the main p o i n t s of our d i s c u s s i o n , we propose t h a t 

P r o p o s i t i o n 88 

E f f e c t i v e o r g a n i s a t i o n a l c o n t r o l r e q u i r e s the e f f i c i e n t maintenance of 

three c o n c e n t r i c c o n t r o l loops. T h i s i n v o l v e s the s a t i s f a c t o r y c o n t r o l 

of i n d i v i d u a l c h a l l e n g e f u l f i l m e n t ( i n n e r loop) to f a c i l i t a t e the 

f u l f i l m e n t of s e c t i o n a l - t a s k c h a l l e n g e s , the s a t i s f a c t o r y c o n t r o l of 

s e c t i o n a l - t a s k c h a l l e n g e f u l f i l m e n t (middle loop) to f a c i l i t a t e the 

f u l f i l m e n t of o r g a n i s a t i o n -wide c h a l l e n g e s , and f i n a l l y , the s a t i s f a c t o r y 
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c o n t r o l of organisation-wide c h a l l e n g e f u l f i l m e n t ( o u t e r loop) to 
f a c i l i t a t e o v e r a l l o r g a n i s a t i o n a l e f f e c t i v e n e s s . 

P r o p o s i t i o n 89 

The extent which corporate o f f i c e r s a r e expected by d i v i s i o n a l managers 

to be i n v o l v e d i n the c o n t r o l of t h e i r i n d i v i d u a l c h a l l e n g e f u l f i l m e n t 

i s contingent on the a b i l i t y of corporate o f f i c e r s to a s s u r e them t h a t 

t h e i r performance w i l l be e q u i t a b l y e v a l u a t e d by the due c o n s i d e r a t i o n 

of l o c a l s i t u a t i o n and d i f f i c u l t i e s and by the use of standards which 

are c o n s i s t e n t w i t h l o c a l c a p a b i l i t i e s and c o n s t r a i n t s . Thus, the more 

the corporate o f f i c e r s are a b l e to provide such assurance, the more w i l l 

the d i v i s i o n a l managers expect them to be i n v o l v e d i n the c o n t r o l of 

t h e i r i n d i v i d u a l c h a l l e n g e f u l f i l m e n t . 

P r o p o s i t i o n 90 

The importance which d i v i s i o n a l managers a t t a c h to corporate c o n t r o l of 

t h e i r i n d i v i d u a l c h a l l e n g e f u l f i l m e n t i s dependent on the extent they 

can r e l a t e t h i s c o n t r o l to t h e i r t r a i n i n g and development. Thus, the 

g r e a t e r the d i v i s i o n a l managers can r e l a t e corporate c o n t r o l of t h e i r 

i n d i v i d u a l c h a l l e n g e f u l f i l m e n t as a genuine attempt to i s o l a t e the a r e a s 

of t h e i r performance which i s d e f i c i e n t and r e q u i r i n g supplementary 

t r a i n i n g and development, the g r e a t e r w i l l corporate c o n t r o l of t h e i r 

i n d i v i d u a l c h a l l e n g e f u l f i l m e n t be regarded as important. 

2. S e c t i o n a l - T a s k Challenge Control 

T h i s type of o r g a n i s a t i o n a l c o n t r o l i s concerned w i t h the e f f i c i e n t 

management of s e c t i o n a l - t a s k c h a l l e n g e s and focuses on the proper 

u t i l i s a t i o n of a u t h o r i t y t h a t has been accorded to a group of i n d i v i d u a l s 

to undertake a p a r t i c u l a r task c h a l l e n g e , on the t i m e l y conduct and 
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progress of t h e i r task performance, and the attainment of appropriate 

q u a l i t a t i v e and q u a n t i t a t i v e standard i n t h e i r task performance (key 

a c t i o n areas- (1) a c c o u n t a b i l i t y , (2) mo n i t o r i n g of t e c h n i c a l / 

a d m i n i s t r a t i v e task progress, (3) i n s p e c t i o n of t e c h n i c a l / a d m i n i s t r a t i v e 

task standard). 

In the l a s t s e c t i o n , we had compared d i v i s i o n a l e x p e c t a t i o n of corporate 

involvement m the three c o n t r o l loops and found t h a t w i t h o u t exception, 

corporate o f f i c e r s are expected to be more i n v o l v e d i n the s e c t i o n a l - t a s k 

challenge c o n t r o l than i n i n d i v i d u a l challenge c o n t r o l . That i s , the 

higher p r o p o r t i o n of a c t u a l expectations connected w i t h s e c t i o n a l - t a s k 

challenge c o n t r o l as h e l d i n f i r m ALPHA i s a t l e v e l 3.60, i n f i r m BETA 

i s a t l e v e l 3.24, and i n f i r m SIGMA i s a t l e v e l 1.90 (see Table 10-3). 

The key f a c t o r which i n f l u e n c e s the expected l e v e l of corporate involvement 

i n t h i s c o n t r o l has been traced through i n t e r v i e w conversations t o the 

environmental s t a t e which confronts the d i v i s i o n . For instance, when a 

d i v i s i o n i s f a c i n g high competition i n i t s e x t e r n a l environment, the 

i n t e r v e n t i o n of corporate o f f i c e r s i n the c o n t r o l of t h e i r task performance 

i s not viewed favourably by the d i v i s i o n a l managers because the a d d i t i o n a l 

l a y e r of corporate c o n t r o l w i l l i n e v i t a b l y mean more opinions about how 

tasks should be conducted or improved, slower d e c i s i o n making, and longer 

r e a c t i o n time to cope w i t h competitive challenges. As the p l a n t d i r e c t o r 

of d i v i s i o n Sigma had explained; 

" I b e l i eve task management should be l e f t to d i v i s i o n a l people. 

Although more heads are supposed to produce more c r e a t i v e ideas 

and r e s u l t i n b e t t e r considered task options, I maintain t h a t when 

circumstances n e c e s s i t a t e r a p i d overhaul of task t a c t i c s , only a 

few key people who have t o a c t u a l l y c a r r y out the operation should 

be in v o l v e d . Corporate c o n t r o l i s f i n e but too o f t e n they indulge 
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i n p i c k i n g on the n i t t y g r i t t i e s of our task performance and then 
t r y to define what must be done in s t e a d . This, obviously, causes 
us t o lose f l e x i b i l i t y and speed of a c t i o n which i s p a r t i c u l a r l y 
d i s t u r b i n g when f l e x i b i l i t y and speed i s p r e c i s e l y what we need to 
c a r r y us through a d i f f i c u l t p e r i o d . " 

This environmental c o n s i d e r a t i o n can be seen to have been upheld by the 

f o c a l d i v i s i o n s i f we f i r s t r e c a l l from chapter f i v e , i n p a r t i c u l a r 

Table 5-1, t h a t the l e v e l of competition t h a t i s experienced and expected 

i s highest m d i v i s i o n Sigma ( a t l e v e l s 3.29 and 3.48, r e s p e c t i v e l y ) , next 

highest i n d i v i s i o n Beta ( a t l e v e l s 3.01 and 3.21, r e s p e c t i v e l y ) , and 

lowest i n d i v i s i o n Alpha ( a t l e v e l s 2.73 and 3.11, r e s p e c t i v e l y ) . Next, 

i f we juxtapose t h i s a n a l y s i s against the e a r l i e r ranking of the extent to 

which managers of the f o c a l d i v i s i o n s a c t u a l l y expect t h e i r corporate 

o f f i c e r s to be i n v o l v e d i n the c o n t r o l of t h e i r s e c t i o n a l task challenges, 

we can immediately n o t i c e the a s s o c i a t i o n between a high l e v e l of 

e x t e r n a l competition and a lower expectation f o r corporate c o n t r o l , as 

i n the case of d i v i s i o n Sigma, and between a lower l e v e l of e x t e r n a l 

competition and a higher expectation f o r corporate c o n t r o l , as i n the case 

of d i v i s i o n Alpha. Therefore, from t h i s comparative a n a l y s i s , one can 

suggest t h a t : 

P r o p o s i t i o n 91 

The optimum l e v e l of corporate involvement i n the c o n t r o l of s e c t i o n a l -

task challenge f u l f i l m e n t i s determined by the s t a t e of the e x t e r n a l 

environment and the f l e x i b i l i t y t h a t i s needed t o make appr o p r i a t e task 

decisions and changes f o r coping w i t h i t s demands. Thus, the more 

competitive the e x t e r n a l environment and the greater the need f o r 

f l e x i b i l i t y i n making task decisions and changes t o cope w i t h i t s demands, 

the less would corporate o f f i c e r s be expected to be i n v o l v e d i n the c o n t r o l 

of the s e c t i o n a l - t a s k challenges of t h e i r d i v i s i o n . 
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3. Organisation-Wide Challenge Control 

The purpose of t h i s t h i r d c o n t r o l loop i s to ensure t h a t a d i v i s i o n has 

e f f e c t i v e l y u t i l i z e d i t s resources to f u l f i l those challenges which were 

i n s p i r e d by i t s e x t e r n a l demands and o p p o r t u n i t i e s . More s p e c i f i c a l l y , 

t h i s c o n t r o l involves the design, implementation and enforcement of 

appropriate f i n a n c i a l and budgetary plans t o set the framework w i t h i n 

which a l l d i v i s i o n a l a c t i v i t i e s and e f f o r t s must proceed i n a co-ordinated 

manner toward the achievement of some major o r g a n i s a t i o n a l o b j e c t i v e s 

(key a c t i o n area f i n a n c i a l and budgetary c o n t r o l ) . 

By examining the emphasis which the corporate o f f i c e r s place on some of 

the more important management systems designed to enforce t h i s c o n t r o l , 

one can see t h a t corporate emphasis on the c o n t r o l of organisation-wide 

challenge f u l f i l m e n t i s greater than the emphasis on s e c t i o n a l - t a s k 

challenge f u l f i l m e n t or i n d i v i d u a l challenge f u l f i l m e n t . That i s , from Table 

10-11, one can see t h a t the l e v e l of corporate i n f l u e n c e i n the o r i g i n 

of those systems which are connected w i t h the c o n t r o l of o r g a n i s a t i o n -

wide challenges i s greater than w i t h systems connected w i t h the c o n t r o l 

o f s e c t i o n a l - t a s k or i n d i v i d u a l challenges. More s p e c i f i c a l l y , corporate 

i n f l u e n c e on these three r e s p e c t i v e c o n t r o l s i s scored a t l e v e l s 2.54, 

2.30 and 2.38 i n f i r m ALPHA, a t l e v e l s 2.70, 2.30 and 1.57 i n f i r m BETA, 

and a t l e v e l s 2.81, 2.18 and 2.39 i n f i r m SIGMA. This greater emphasis 

i n organisation-wide challenge f u l f i l m e n t c o n t r o l i s understandable 

considering t h a t i t i s probably the minimal c o n t r o l which the parent 

f i r m must m a i n t a i n t o p r o t e c t the resources t h a t i t has invested i n the 

d i v i s i o n s but w i t h o u t having t o d i m i n i s h the autonomy of managerial and 

o p e r a t i o n a l decision-making t h a t can be devolved t o them. 

Although t h i s c o n t r o l p r o t e c t s the invested resources of the f i r m , 
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s a t i s f a c t o r y corporate management of two key a c t i v i t i e s i s c r u c i a l t o 

c o n t r i b u t e t o the e f f e c t i v e n e s s of the d i v i s i o n . F i r s t l y , as o r g a n i s a t i o n -

wide challenges derive t h e i r o r i g i n s from the demands and o p p o r t u n i t i e s 

t h a t e x t e r n a l elements present t o the d i v i s i o n , corporate o f f i c e r s must 

be w a t c h f u l f o r any changes i n the e x t e r n a l environment not only t o 

gauge how i n t e r n a l e f f o r t s are matching up t o i t , but also t o review the 

premises upon which e x i s t i n g challenges are based and to decide whether 

some fundamental m o d i f i c a t i o n s t o them are necessary. O r d i n a r i l y , 

corporate a t t e n t i o n i s focused on the end of year review of o r g a n i s a t i o n a l 

performance and the t r a c i n g of d e v i a t i o n s from some q u a n t i t a t i v e t a r g e t s 

or standards set a year e a r l i e r . C l e a r l y , t h i s approach to o r g a n i s a t i o n -

wide challenge c o n t r o l i s inadequate as r e a c t i v e review may be too l a t e 

to a r r e s t any damage t h a t i s caused by the adoption of i n a p p r o p r i a t e 

challenges or e f f o r t s toward t h e i r f u l f i l m e n t . Secondly, corporate 

o f f i c e r s must be conscious t h a t the time h o r i z o n of people i n an 

o r g a n i s a t i o n gets p r o g r e s s i v e l y s h o r t e r as one goes down a h i e r a r c h y . 

Lower l e v e l managers work i n a r e l a t i v e l y closed time h o r i z o n , t h a t i s , 

they deal w i t h immediate problems, today's d i f f i c u l t i e s or next week's 

or a t most, next month's work schedule. However, t h i s develops i n them 

a keener perce p t i o n of grass r o o t s d i f f i c u l t i e s and c a p a b i l i t i e s t o 

accomplish the broader organisation-wide challenges. Their feedback 

provides corporate o f f i c e r s w i t h a ready means to c o n t r o l f o r more 

r e a l i s t i c and achievable challenges. I t i s b e t t e r t o recognise e a r l y 

a d i v i s i o n ' s l i m i t a t i o n s , reduce i t s scope of o p e r a t i o n or r a p i d l y change 

i t s d i r e c t i o n s than to w a i t f o r the year-end shock of massive 

m i s a p p l i c a t i o n of resources and f i n a n c i a l set-back. I n other words, 

corporate o f f i c e r s should employ a closed-loop, open system, c o n t r o l f o r 

i t s organisation-wide challenges by being s e n s i t i v e t o the changes i n 

the e x t e r n a l environmental challenges of the f o c a l d i v i s i o n and 
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r e c e p t i v e t o feedback from d i f f e r e n t management l e v e l s of the 

d i v i s i o n ' s a b i l i t y t o maintain performance a t the l e v e l needed to f u l f i l 

such challenges. These e s s e n t i a l q u a l i t i e s of t h i s c o n t r o l have been 

p l a i n l y pointed out by the managing d i r e c t o r of d i v i s i o n Sigma. 

"What our d i v i s i o n must achieve as a whole matters a great deal 

to a l l of us l e s t they are set a t heights beyond our c a p a b i l i t i e s . 

Goals are set a t the s t a r t of a f i n a n c i a l year and are b u i l t on 

c e r t a i n assumptions. However, i n t h i s recessive t r a d i n g c o n d i t i o n , 

these assumptions have more o f t e n than not been proven to be 

unsound as we progress through the year. Don't get me wrong, I 

am not blaming my colleagues at group o f f i c e or anywhere else f o r 

making them. A l l I want to p o i n t out i s t h a t we need to take stock 

more f r e q u e n t l y and even more necessary, take account of what the 

"operators" have to say. We must a d j u s t our t a r g e t s and not merely 

check i f our performance has reached them. To us, s k i l f u l c o n t r o l 

means the s t r e n g t h t o cut out unworkable s t r a t e g i e s as events 

u n f o l d r a t h e r than pushing everyone doggedly toward some ends 

which we are not going t o make." 

Therefore, i t i s p e r t i n e n t t o s t a t e t h a t : 
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The c o n t r o l of organisation-wide challenge f u l f i l m e n t which though i t 

provides the corporate o f f i c e w i t h a means of p r o t e c t i n g resources t h a t are 

invested i n the d i v i s i o n s w h i l e s t i l l p r e s e r v i n g t h e i r autonomy should 

also place emphasis on two other f a c t o r s i f c o n t r o l i s also to c o n t r i b u t e 

to d i v i s i o n a l e f f e c t i v e n e s s . F i r s t l y , i t should c o n s t a n t l y monitor 

changes i n environmental c o n d i t i o n s to ensure t h a t the premises upon which 

e x i s t i n g organisation-wide challenges are b u i l t on are s t i l l v a l i d . 
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Secondly, i t should c o n s t a n t l y review feedback from a l l management l e v e l s 

t o assess whether the assumptions made about the c a p a b i l i t i e s and 

resources t h a t are r e q u i r e d t o f u l f i l the organisation-wide challenges 

w i l l s t i l l h o l d as the challenges are being worked out. The combined 

e f f e c t of t h i s closed-loop, open system, c o n t r o l i s necessary t o ensure 

the p r o t e c t i o n of o r g a n i s a t i o n a l resources as w e l l as the e f f e c t i v e n e s s 

of the d i v i s i o n . 

INTEGRATION OF CHALLENGES 

This l a s t f a c e t of the Expectations Framework draws a t t e n t i o n to the 

importance of i n f o r m a t i o n as a key element f o r i n t e g r a t i n g the various 

challenges i n t o a l o g i c a l whole t h a t i s co n s i s t e n t w i t h the purpose of 

the o r g a n i s a t i o n . As we have conceptualized and explained i n chapter 

seven, the close i n t e r c o n n e c t i o n between organisation-wide challenges, 

s e c t i o n a l - t a s k challenges and i n d i v i d u a l challenges has meant t h a t any 

m o d i f i c a t i o n s i n one challenge l e v e l w i l l have immediate repercussions 

on the others. Therefore, unless there i s an e f f i c i e n t i n f o r m a t i o n 

system to r a p i d l y t r a n s m i t s i g n a l s of the consequences, both favourable 

and adverse, of changes i n one l e v e l of challenge upon others, much 

u n c e r t a i n t y and d i s l o c a t i o n can r e s u l t . I n t h i s respect, we have 

argued t h a t i n f o r m a t i o n w i t h i n an o r g a n i s a t i o n must flow unimpeded i n 

two d i r e c t i o n s . F i r s t l y , between members responsible f o r the three 

major l e v e l s of challenges to promote i n t e r - c h a l l e n g e l e v e l nexus and 

secondly, between members responsible f o r challenges w i t h i n each major 

l e v e l to promote i n t r a - c h a l l e n g e l e v e l nexus. I n sum, i t i s conceivable 

t h a t a l l o r g a n i s a t i o n a l i n f o r m a t i o n exchanges w i l l f l o w through these 

two nexus. The sub-links contained w i t h i n these nexus and the means by 

which they are maintained have been d e t a i l e d i n chapter seven and so 
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need not be repeated here. Instead, our task w i l l be t o e s t a b l i s h the 
extent i n which corporate p r o v i s i o n of i n f o r m a t i o n d i r e c t l y connected w i t h 
these nexus are held by d i v i s i o n a l managers as approaching or resembling 
the i d e a l type of i n f o r m a t i o n t h a t they desire. 

To a s c e r t a i n corporate c o n t r i b u t i o n of i n f o r m a t i o n to the two challenge 

nexus, we must f i r s t gain an i n s i g h t i n t o how s a t i s f a c t o r i l y corporate 

o f f i c e r s have f u l f i l l e d t h e i r d i v i s i o n a l a c t u a l expectations connected 

w i t h the " i n t e g r a t i o n of challenges" issue. That i s : 

(a) how s a t i s f a c t o r i l y have corporate o f f i c e r s determined the areas and 

types of i n f o r m a t i o n t h a t t h e i r d i v i s i o n r e q u i r e s 7 and 

(b) have they ensured th a t such i n f o r m a t i o n i s being promptly provided' 

(key a c t i o n area i n f o r m a t i o n requirements). 

Hence, from Table 10-10 we have e s t a b l i s h e d t h a t corporate o f f i c e r s have 

s a t i s f a c t o r i l y f u l f i l l e d t h i s d i v i s i o n a l " i n t e g r a t i o n of challenges" 

expectation at l e v e l 3.67 m f i r m ALPHA, at l e v e l 3.50 m f i r m SIGMA, and 

at l e v e l 3.20 m f i r m BETA. Next, to measure corporate e f f i c i e n c y i n 

pr o v i d i n g i n f o r m a t i o n i n d i r e c t support of the two challenge nexus, we 

compute the product of the two d i v i s i o n a l r a t i n g s of how s a t i s f a c t o r i l y 

t h e i r corporate o f f i c e r s have managed the " i n t e g r a t i o n of challenges" issue 

and the key issue which forges a p a r t i c u l a r s u b - l i n k . For example, we 

reasoned t h a t s a t i s f a c t o r y corporate p r o v i s i o n of i n f o r m a t i o n about the 

permeation issue i s c r u c i a l to strengthen the l i n k between knowledge of 

the e x t e r n a l environmental conditions and the i n i t i a t i o n of appropriate 

organization-wide challenges. Hence, the product of the s a t i s f a c t o r y 

l e v e l s of corporate management of the permeation issue and the i n t e g r a t i o n 

of challenges issue w i l l provide us w i t h an i n d i c a t i o n of how t h i s p a r t i c u l a r 

i n t e r c h a l l e n g e l e v e l nexus has been supported by corporate i n f o r m a t i o n a l 

c o n t r i b u t i o n s . Other key issues which play a r o l e i n strengthening the 

various challenge nexus have been described i n chapter seven. A summary 

of these issues and the appropriate s t a t i s t i c s have been computed and 
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and compiled i n Tables 10-12 and 10-13. 

F i r s t l y , i n examining Table 10-12, we can see t h a t corporate i n f o r m a t i o n a l 

c o n t r i b u t i o n to strengthen the i n t e r - c h a l l e n g e l e v e l nexus i s most 

s a t i s f a c t o r y f o r f i r m ALPHA ( a t l e v e l 2.33), next most s a t i s f a c t o r y f o r 

f i r m SIGMA ( a t l e v e l 2.13) and l e a s t s a t i s f a c t o r y f o r f i r m BETA ( a t 

l e v e l 2.09). When Table 10-13 i s examined, we found t h a t the ranking f o r 

corporate i n f o r m a t i o n a l c o n t r i b u t i o n to strengthen the i n t r a - challenge 

l e v e l nexus i s s i m i l a r , t h a t i s , i t i s most s a t i s f a c t o r y f o r f i r m ALPHA 

( a t l e v e l 2.32), next most s a t i s f a c t o r y f o r f i r m SIGMA ( a t l e v e l 2.23), 

and l e a s t s a t i s f a c t o r y f o r f i r m BETA ( a t l e v e l 1.91), Next t o a s c e r t a i n 

the extent which corporate i n f o r m a t i o n a l c o n t r i b u t i o n matches up t o the 

q u a l i t y and q u a n t i t y standard t h a t i s expected by d i v i s i o n a l managers, 

Q . l l of the N0CAM questionnaire was administered to the d i v i s i o n a l managers. 

From t h e i r responses, as compiled i n Table 10-14, we can see th a t the 

in f o r m a t i o n provided by corporate o f f i c e r s of f i r m ALPHA has most c l o s e l y 

matched the expectation of t h e i r d i v i s i o n a l managers ( a t l e v e l 3.60), 

followed by the corporate o f f i c e r s of f i r m SIGMA w i t h the next cl o s e s t 

matching ( a t l e v e l 3.15), and then by the corporate o f f i c e r s of f i r m BETA 

w i t h the l e a s t c l o s e s t matching ( a t l e v e l 3.13). 

These analyses, t h e r e f o r e , suggest th a t the more s a t i s f a c t o r y corporate 

management are able to c o n t r i b u t e i n f o r m a t i o n r e l a t i n g t o the i n t e r - and 

i n t r a - challenge l e v e l nexus, the more w i l l such i n f o r m a t i o n match up t o 

the needs of t h e i r d i v i s i o n . Thus, r a t h e r than p r o v i d i n g a p r o f u s i o n of 

in a p p r o p r i a t e data or useless noise, corporate o f f i c e r s should concentrate 

on s p e c i f i c areas of the challenge nexus where i n f o r m a t i o n are more needed. 

I n other words, 
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The purpose of i n f o r m a t i o n flows w i t h i n an or g a n i s a t i o n i s t o prevent 

u n c e r t a i n t i e s and d i s l o c a t i o n s by e f f i c i e n t l y sensing and t r a n s m i t t i n g 

s i g n a l s to appropriate members of changes, and e f f e c t s of such changes, 

i n the e x t e r n a l environment upon organisation-wide challenges, i n the 

organisation-wide challenges upon s e c t i o n a l - t a s k challenges, and i n the 

s e c t i o n a l - t a s k challenges upon i n d i v i d u a l challenges ( i n t e r - c h a l l e n g e 

l e v e l nexus); and to appropriate members of changes, and e f f e c t s of 

such changes, i n some challenges upon others w i t h i n the same l e v e l 

( i n t r a - c h a l l e n g e l e v e l nexus). 
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Corporate i n f o r m a t i o n c o n t r i b u t i o n i n d i r e c t response t o the strengthening 

of the i n t e r - and i n t r a - challenge l e v e l nexus i s d e s i r a b l e as i t most 

matches d i v i s i o n managers' i n f o r m a t i o n needs. Thus, the more s a t i s f a c t o r y 

i s corporate i n f o r m a t i o n c o n t r i b u t i o n to the strengthening of the i n t e r -

and i n t r a - challenge l e v e l nexus, the more w i l l such i n f o r m a t i o n match 

w i t h what d i v i s i o n a l managers Ldeally r e q u i r e . 

SUMMARY AND CONCLUSION 

Although corporate c o n t r o l pervades across a l l three d i v i s i o n a l challenge 

l e v e l s , t h e i r e f f e c t i v e n e s s i n each i s contingent on the u n d e r l y i n g 

assumptions t h a t are made about the purpose of c o n t r o l and on corporate 

awareness of the c r i t i c a l f a c t o r s t h a t lead to t h e i r f u l f i l m e n t . For 

instance, the purpose of organisation-wide challenge c o n t r o l should not 

be viewed as only t o p r o t e c t the resources which the parent f i r m has 

invested but also i n a wider context of seeking to improve o v e r a l l 

d i v i s i o n a l e f f e c t i v e n e s s . Thus, besides using f i n a n c i a l l y indexed 
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systems to check on d i v i s i o n a l performance, e f f o r t should also be devoted 

to c o n s t a n t l y review those premises which e x i s t i n g organisation-wide 

challenges are constructed on i n order to ensure t h a t they are s t i l l 

v a l i d and c o n s i s t e n t w i t h c u r r e n t o r g a n i s a t i o n a l c a p a b i l i t i e s and 

l i m i t a t i o n s . I n the case of s e c t i o n a l - t a s k challenge c o n t r o l , the 

purpose should surpass t h a t of e n f o r c i n g close supervision f o r the sake 

of t r y i n g to secure some s p e c i f i c task f u l f i l m e n t . Instead, i t should 

aim f o r greater o v e r a l l task e f f i c i e n c y by employing a more f l e x i b l e 

corporate c o n t r o l approach which operates i n d i r e c t response to the 

changing demands and o p p o r t u n i t i e s of the environment. As f o r i n d i v i d u a l 

challenge c o n t r o l , the purpose should exceed t h a t of f i n d i n g a s u i t a b l e 

basis f o r deciding managerial remuneration and i n c e n t i v e bonus. Instead, 

i t should s h i f t to t h a t of o b t a i n i n g a greater understanding of i n d i v i d u a l 

d i f f i c u l t i e s and c o n s t r a i n t s and seeking t h e i r immediate r e l i e f by 

p r o v i d i n g appropriate t r a i n i n g and development. 

I n t e r t w i n e d w i t h the need f o r more e f f e c t i v e corporate c o n t r o l i s also 

the need f o r more e f f e c t i v e corporate c o n t r i b u t i o n to the i n t e g r a t i o n of 

d'.sparate but interconnected challenges i n t o a dynamic whole t h a t i s 

capable of r e a l i z i n g the goals of the d i v i s i o n and i t s members. I n t h i s 

respect, prompt corporate i n f o r m a t i o n a l c o n t r i b u t i o n to strengthen the 

i n t e r - c h a l l e n g e l e v e l nexus and i n t r a - c h a l l e n g e l e v e l nexus i s of c r u c i a l 

importance. These nexus are the l i f e - l i n e of a d i v i s i o n , or f o r t h a t 

matter of any o r g a n i s a t i o n , and corporate i n f o r m a t i o n flows through them 

are necessary to s u s t a i n the e q u i l i b r i u m and e f f e c t i v e n e s s of the 

d i v i s i o n . 
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Throughout t h i s r e s e a r c h study, the major concern of the w r i t e r has 

been to produce i n s i g h t s i n t o how corporate and d i v i s i o n a l managers 

i n t e r a c t to a c h i e v e a s a t i s f a c t o r y o r g a n i s a t i o n a l s t a t e and e f f e c t i v e n e s s . 

T h i s has l e d to the a p r i o r i reasoning of a number of key environmental 

and o r g a n i s a t i o n a l f a c t o r s as being c r u c i a l f o r o r g a n i s a t i o n a l 

e f f e c t i v e n e s s . These f a c t o r s were then b u i l t i n t o a conceptual scheme 

which was thoroughly i n v e s t i g a t e d . The r i c h n e s s of i n s i g h t s which 

produced the nine-four p r o p o s i t i o n s c l e a r l y a t t e s t s to the r e l e v a n c e of 

t h i s conceptual scheme f o r studying the manner m which d i v i s i o n a l i s e d 

o r g a n i s a t i o n s can be e f f e c t i v e l y managed. 

I n a d d i t i o n , the r e s e a r c h instruments which were s p e c i a l l y developed to 

study the v a r i o u s f a c e t s of the conceptual scheme connected with 

c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n s have proven to be a u s e f u l and 

v e r s a t i l e r e s e a r c h methodology. T h e i r a b i l i t y to capture information 

about the a c t u a l and p e r c e i v e d e x p e c t a t i o n s of s e n i o r managers connected 

with a range of key a c t i o n areas has produced i n s i g h t s which a r e 

d i r e c t l y r e l e v a n t to improving o r g a n i s a t i o n a l s t a t e and e f f e c t i v e n e s s . 

Although i t i s d i f f i c u l t to summarize the n i n e t y - f o u r p r o p o s i t i o n s 

without o v e r s i m p l i f y i n g the complex c o n t i n g e n c i e s which underpin them, 

c o n c l u s i o n s can be drawn about how best to o r g a n i s e d i v i s i o n a l i s e d 

o r g a n i s a t i o n s . The w r i t e r w i l l p r e s e n t these c o n c l u s i o n s i n terms of 

the nature of " f i t " between e x t e r n a l s t a t e s , o r g a n i s a t i o n a l c h o i c e s of 

management, and c o r p o r a t e - d i v i s i o n a l i n t e r a c t i v e adjustments which i s 

a p p r o p r i a t e to a c h i e v e a s a t i s f a c t o r y d i v i s i o n a l s t a t e and l e v e l of 

e f f e c t i v e n e s s . 
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A. EXTERNAL STATES AND 

ORGANISATIONAL CHOICES OF MANAGEMENT 

The e x t e r n a l environment, i n v e s t i g a t e d by means of the TOTEC Approach, 

was seen to possess t h r e e d i s t i n g u i s h a b l e s e c t o r s or t a s k environments. 

These a re the input s e c t o r or f i r s t order t a s k environment (FOTE), 

the output s e c t o r or second order t a s k environment (SOTE), and the 

r e g u l a t o r y s e c t o r or t h i r d order t a s k environment (TOTE). The s t a t e s 

of t h e s e environmental s e c t o r s r e l a t e to four key a s p e c t s which provide 

d i f f e r e n t bases f o r s e n i o r e x e c u t i v e s to decide the a p p r o p r i a t e 

o r g a n i s a t i o n a l c h oices of management. The key a s p e c t s m qu e s t i o n a r e : 

( i ) environmental s t a b i l i t y ( r e f l e c t i n g the change i n the l e v e l of 

competition between what has been experienced m the past and i s 

expected m the f u t u r e ) , 

(11) environmental manageability ( r e f l e c t i n g the a b s o l u t e l e v e l of 

competition t h a t was experienced and i s e x p e c t e d ) , 

( i i i ) importance of the environmental s t a t e ( r e f l e c t i n g the p e r c e i v e d 

e r o s i v e e f f e c t s of competition upon o r g a n i s a t i o n a l p r o f i t a b i l i t y ) , 

( i v ) environmental p r e s s u r e on o r g a n i s a t i o n a l s u r v i v a l ( r e f l e c t i n g the 

experienced and expected sum e r o s i o n of o r g a n i s a t i o n a l 

p r o f i t a b i l i t y as a r e s u l t of competitors' a c t i o n s ) . 

Data obtained by i n v e s t i g a t i n g each of the four key a s p e c t s of each 

environmental s e c t o r c o l l e c t i v e l y f u r n i s h f o r s e n i o r management two 

types of information which a r e important i n d i c a t o r s of how e f f e c t i v e l y 

i n t e r n a l e f f o r t s a r e c u r r e n t l y coping with e x t e r n a l c h a l l e n g e s , and 

how best to organ i s e f u t u r e e f f o r t s . 

1 . The Competitive Nature of the Environment 

The f i r s t p e r t a i n i n g to the l e v e l of environmental s t a b i l i t y 
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and manageability i n d i c a t e s the a b i l i t y of c o m p e t i t i v e f o r c e s to 

d i s r u p t o r g a n i s a t i o n a l r e l a t i o n s h i p s with the elements of the 

v a r i o u s e x t e r n a l s e c t o r s ; and the amount of, and d i r e c t i o n 

which, o r g a n i s a t i o n a l energy must be focused on to counter 

such c o m p e t i t i v e a c t i o n s . 

2. The Impact of Competition on O r g a n i s a t i o n a l P r o f i t a b i l i t y and 

S u r v i v a l 

The second p e r t a i n i n g to the importance of the environmental 

s t a t e f o r o r g a n i s a t i o n a l p r o f i t a b i l i t y and the p r e s s u r e i t 

brings to bear on o r g a n i s a t i o n a l s u r v i v a l i n d i c a t e s how 

e f f e c t i v e o r g a n i s a t i o n a l e f f o r t s have been m c o n t a i n i n g and 

n e u t r a l i z i n g the potency of c o m p e t i t i v e a c t i o n s i n c u r t a i l i n g 

the p r o f i t a b i l i t y and s u r v i v a l p r o s p e c t s of the o r g a n i s a t i o n . 

The s i g n i f i c a n c e of these environmental s t a t e s a r e not l i n e a r l y 

a s s o c i a t e d with each other. As shown m Chapter 5, an environment 

which i s r e l a t i v e l y u n s t a b l e or unmanageable does not imply t h a t i t has 

a correspondingly adverse impact on o r g a n i s a t i o n a l p r o f i t a b i l i t y or 

s u r v i v a l . S i m i l a r l y , i t has a l s o been shown t h a t when an environment 

i s r e l a t i v e l y s t a b l e or manageable, the impact of even a l i m i t e d 

amount of competition may have d i s a s t r o u s e f f e c t s on o r g a n i s a t i o n a l 

p r o f i t a b i l i t y and s u r v i v a l . T h i s d i s t i n c t i o n i s important to note, 

as i t has been found to be i n f l u e n t i a l i n corporate t h i n k i n g about how 

d i v i s i o n s ought to be c o n t r o l l e d and i n t e g r a t e d w i t h i n the t o t a l 

o r g a n i s a t i o n . 

E m p i r i c a l data has a l s o shown a p r e f e r e n c e f o r choosing p a r t i c u l a r 

management approaches f o r p a r t i c u l a r environmental s t a t e s : 

An a d m i n i s t r a t i v e approach, whereby the corporate o f f i c e r s r e s t r i c t 

t h e i r involvement to s e t t i n g the broad o b j e c t i v e s and p o l i c y d e c i s i o n s 
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f o r the d i v i s i o n , tends to be employed i n a s i t u a t i o n where the e x t e r n a l 

environment i s h i g h l y c o m p e t i t i v e but not considered to be of r i s k to 

the p r o f i t a b i l i t y or s u r v i v a l of the d i v i s i o n . The r a t i o n a l u n d e r l y i n g 

t h i s f i t i s t h a t m a r e l a t i v e l y dynamic environment, corporate 

involvement i n d i v i s i o n a l a f f a i r s should be minimised l e s t i t i n t e r f e r e s 

w i t h a c h i e v i n g the degree of f l e x i b i l i t y and m n o v a t i v e n e s s t h a t i s 

needed to cope with competition and environmental c h a l l e n g e s . 

An o p e r a t i o n a l approach, which extends c o r p o r a t e involvement i n t o 

d e c i d i n g t h e f u n c t i o n a l and o p e r a t i o n a l matters of t h e i r d i v i s i o n , 

tends to be employed m a s i t u a t i o n where the environment i s c o n s i d e r e d 

to be of r i s k to the p r o f i t a b i l i t y and s u r v i v a l of the d i v i s i o n . The 

j u s t i f i c a t i o n f o r such wider corporate c o n t r o l i s the n e c e s s i t y to 

i n f u s e new e f f o r t s and d i r e c t i o n s to h a u l the d i v i s i o n out of the c r i s i s 

s i t u a t i o n i t i s m. 

A s e l e c t i v e involvement and c o n t r o l approach tends to be employed when 

a d i v i s i o n i s c o n s idered as f a c i n g n e i t h e r a c o m p e t i t i v e nor r i s k f u l 

environment. T h i s management approach i s regarded as a p p r o p r i a t e i n 

a s i t u a t i o n which i s h e l d to be calm and f r e e from unacceptable r i s k s 

because i t permits the s a t i s f a c t i o n of corporate and d i v i s i o n a l 

i n t r i n s i c a s p i r a t i o n s a s s o c i a t e d with the c o n t r o l l e r s h i p of t h e i r own 

work scope and d e s t i n y . 

I n s h o r t , the n a n a g e n a l t h i n k i n g underpinning the f i t between the 

environmental s t a t e and the s c a l e of corporate i n t e r v e n t i o n i n 

d i v i s i o n a l a f f a i r s hinges on t h r e e c o n s i d e r a t i o n s ; 

1. S t r i k i n g a balance between corporate and d i v i s i o n a l management 

over the amount of c o n t r o l they should p o s s e s s over d i v i s i o n a l 

a f f a i r s , such t h a t i t a l l o w s both to a c h i e v e a s a t i s f y i n g and 

meaningful work context and r e l a t i o n s h i p * 
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2. P e r m i t t i n g an optimum l e v e l of d i v i s i o n a l autonomy to promote 
f l e x i b i l i t y and innovativeness when coping w i t h a dynamic and 
competitive environment. 

3. E x e r t i n g corporate c o n t r o l and d : r e c t i o n when d i v i s i o n a l 

competence t o prevent p e r s i s t e n t competitive erosion of 

d i v i s i o n a l p r o f i t a b i l i t y and s u r v i v a l i s m doubt. 

These considerations are equally important when a d j u s t i n g the f i t 

between the s t a t e of a p a r t i c u l a r environmental sector and the source 

of c o n t r o l over i t s management. As demonstrated m Chapter 6, the 

appr o p r i a t e adjustments of The Na t u r a l Order of Task Environment 

Control must be made m accordance w i t h the nature of the s e c t o r a l states 

so t h a t t h e i r e f f e c t i v e management can be assured. Hence, when the 

s e c t o r a l environments are calm and r i s k f r e e , the r e s p o n s i b i l i t y f o r 

managing the FOTE tends t o f o l l o w the n a t u r a l order and remain l a r g e l y 

w i t h d i v i s i o n a l management, the r e s p o n s i b i l i t y f o r managing the SOTE tends 

t o f o l l o w the n a t u r a l order and be shared between corporate and 

d i v i s i o n a l management, and the r e s p o n s i b i l i t y f o r managing the TOTE 

tends t o f o l l o w the n a t u r a l order and remain l a r g e l y wxth corporate 

management. However, when the s e c t o r a l states s h i f t t o one of 

i n t e n s e l y c o m p e t i t i v e , where maximum f l e x i b i l i t y and innovativeness i s 

c r u c i a l t o counter competitive a c t i o n s , stronger emphasis on the 

n a t u r a l order i s evident, i . e . , d i v i s i o n a l management e x e r c i s i n g 

greater autonomy i n dealing w i t h the FOTE, corporate management 

e x e r c i s i n g greater autonomy i n d e a l i n g w i t h the TOTE, and r e s p o n s i b i l i t y 

f o r the SOTE lemains shared. 

I n c o n t r a s t , when the s e c t o r a l states are perceived t o be causing the 

cu r t a i l m e n t of d i v i s i o n a l p r o f i t a b i l i t y and s u r v i v a l prospects, the 

n a t u r a l order of c o n t r o l tends t o be adjusted m a reverse f a s h i o n . 

For instance, d i v i s i o n a l management w i l l r e l i n q u i s h p a r t i a l l y or 
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completely (depending on the seriousness of the c u r t a i l m e n t ) , t h e i r 

n a t u r a l r e s p o n s i b i l i t y f o r the FOTE t o corporate management. 

S i m i l a r l y , when corporate handling of the TOTE i s gravely i n e f f e c t i v e 

and the e f f e c t on d i v i s i o n a l p r o f i t a b i l i t y and s u r v i v a l prospects i s 

causing concern, t h e i r r e s p o n s i b i l i t y w i l l be p a r t i a l l y or completely 

surrendered t o the d i v i s i o n a l management. 

I n a d d i t i o n t o the necessity t o match the s t a t e of the ex t e r n a l 

environment w i t h the d i r e c t i o n and degree of corporate c o n t r o l over 

the d i v i s i o n , the precise f u n c t i o n s where corporate involvement i s 

de s i r a b l e are contingent on t h e i r s t r a t e g i c s i g n i f i c a n c e t o the 

d i v i s i o n . This c o n s i d e r a t i o n o f the s t r a t e g i c s i g n i f i c a n c e of the 

f u n c t i o n s , which i s based on immediate past experience r a t h e r than 

f u t u r e p r o j e c t i o n s , h i g h l i g h t s another c r i t e r i o n which corporate 

management uses t o balance the need t o f u l f i l l perceived d i v i s i o n a l 

a s p i r a t i o n f o r l i b e r a l i t y and autonomy w i t h the need t o c o n t r o l and 

steer the d i v i s i o n towards u l t i m a t e e f f e c t i v e n e s s . Corporate 

bureaucracy and d i v i s i o n a l entrepreneurship were not seen by managers 

w i t h i n the organisations studied t o be d e s i r a b l e i n themselves but 

when mixed m an appropriate p r o p o r t i o n were seen t o strengthen the 

dynamism and e f f e c t i v e n e s s of the organisational-whole and d i v i s i o n a l -

p a r t s. 

B. ORGANISATIONAL CHOICES OF MANAGEMENT 

AND CORPORATE-DIVISIONAL INTERACTIVE ADJUSTMENTS 

Whils t i t i s c r u c i a l f o r a m u l t i d i v i s i o n a l f i r m t o be watchful of 

the environmental c o n d i t i o n s o f i t s d i v i s i o n s and t o be de c i s i v e i n 

ad l u s t i n g i t s o r g a n i s a t i o n a l choice of management philosophy t o cope 

w i l h rho exte r n a l challenges, i t i s equally important t o f i t 

a p p r o p r i a t e c o r p o r a t e - d i v i s i o n a l i n t e r a c t i v e r e l a t i o n s h i p s w i t h i n the 
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framework t h a t i s set by such an o r g a n i s a t i o n a l choice. When s e l e c t i n g 

an a p p r o p r i a t e combination of key a c t i o n areas and issues m whose 

management and r e s o l u t i o n corporate o f f i c e r s should p a r t i c i p a t e , i t 

i s e s s e n t i a l t o see t h a t the s e l e c t i o n enforces i n pragmatic terms 

the management philosophy and s t r a t e g i c o r i e n t a t i o n s which the f i r m has 

evolved t o cope w i t h the demands and o p p o r t u n i t i e s t h a t are posed by 

the environment. This s e l e c t i o n process i s also c r i t i c a l because i t 

i s a process whereby a blend i s achieved between contingent f a c t o r s of 

p e r s o n a l i t y , s i t u a t i o n a l needs and a s p i r a t i o n s of the corporate and 

d i v i s i o n a l s t a f f concerned, and the o v e r a l l o r g a n i s a t i o n a l choice of 

management philosophy. 

I n researching t h i s c r i t i c a l s e l e c t i o n process, a t t e n t i o n was focused 

on twenty-nine key actions where corporate and d i v i s i o n a l managements 

may i n t e r a c t w i t h v a r y i n g degree of mtensiveness and expediency t o 

deal w i t h twenty-two c e n t r a l issues which are c r u c i a l t o d i v i s i o n a l 

e f f e c t i v e n e s s . The contingencies which underscore these issues must 

be c l e a r l y understood i f a p p ropriate c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n s 

are t o be conducted. For instance, m connection w i t h the r e s o l u t i o n 

of the "permeation" issue, i n v o l v i n g the scanning of the e x t e r n a l 

environment f o r s u i t a b l e o p p o r t u n i t i e s and impending dangers, and 

preparing the d i v i s i o n t o absorb a new set of organisation-wide 

challenges, some of the contingencies t h a t need t o be considered are: 

1. That a c t i v e top-down c o n t r i b u t i o n by corporate o f f i c e r s i n 

managing the permeation issue i s contingent on whether the 

f o c a l d i v i s i o n forms p a r t of an i n t e g r a l network of d i v i s i o n s , 

w i t h complementary operations, which are coordinated by 

corporate o f f i c e r s . Hence, under t h i s form of o r g a n i s a t i o n a l 

set-up, a management approach which permits greater corporate 

involvement m the u n d e r l y i n g key a c t i o n areas of (1) e x t e r n a l 

r e l a t i o n s , (11) f o r e c a s t i n g and ada p t a t i o n , and 
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( i n ) i d e n t i f y i n g and c a p i t a l i s i n g of new ventures i s 

appropriate as the corporate o f f i c e i s capable of economically 

p o o l i n g and supplying a v a r i e t y of c r u c i a l i n f o r m a t i o n about 

a common environment. ( D e t a i l e d e l a b o r a t i o n of t h i s 

contingency f a c t o r i s provided under P r o p o s i t i o n 18) 

2. That the accuracy w i t h which corporate and d i v i s i o n a l managements 

perceive t h e i r r e s p e c t i v e permeation r e s p o n s i b i l i t i e s i s 

contingent on the s t a b i l i t y of the e x t e r n a l environment. 

Hence, during periods of environmental i n s t a b i l i t y s p e c i a l care 

must be taken t o ensure t h a t i n f o r m a t i o n concerning adaptation 

programmes which were modified or completely replaced, i s 

r a p i d l y and accurately t r a n s m i t t e d t o ap p r o p r i a t e o r g a n i s a t i o n a l 

members. ( D e t a i l e d e l a b o r a t i o n o f t h i s contingency f a c t o r i s 

provided under Propo s i t i o n s 19, 20 and 21) 

3. That environmental manageability i s contingent on the e x t e n s i t y 

and i n t e n s i t y of i n t e r a c t i o n between corporate and d i v i s i o n a l 

managements over the permeation issue. I n t u r n , the e x t e n s i t y 

and i n t e n s i t y of i n t e r a c t i o n i s contingent on whether the 

two management groups perceive t h a t c o m p e t i t i o n has an erosive 

impact on d i v i s i o n a l p r o f i t a b i l i t y and s u r v i v a l prospects. 

Hence, t o achieve a p p r o p r i a t e l y extensive and i n t e n s i v e corporate-

d i v i s i o n a l i n t e r a c t i o n connected w i t h the permeation issue, i t 

i s necessary t o ensure t h a t both management groups have a c l e a r 

and common understanding of the damage which competition i s 

i n f l i c t i n g , or i s l i k e l y t o i n f l i c t , on d i v i s i o n a l p r o f i t a b i l i t y . 

D e t a i l e d e l a b o r a t i o n of t h i s contingency f a c t o r i s provided 

under P r o p o s i t i o n s 22, 23 and 24) 

q. That environmental manageability i s contingent on a supportive 

work a t t i t u d e toward the permeation issue, i . e . , both management 
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groups must recognise t h a t e f f o r t s devoted to cope w i t h 

environmental challenges are a necessary part o f , and important 

f o r , t h e i r i n d i v i d u a l work performance. Hence, t o s a t i s f a c t o r i l y 

manage the e x t e r n a l i t i e s , i t i s i mperative t h a t a supportive 

work a t t i t u d e i s c u l t i v a t e d , and the adaptation and maintenance 

f u n c t i o n s should not be separated, but shared equally amongst 

senior managers. ( D e t a i l e d e l a b o r a t i o n of t h i s contingency 

f a c t o r i s provided under P r o p o s i t i o n s 25 and 26) 

This b r i e f synopsis of the contingencies which underscore the handling 

of the permeation issues goes t o show the complexity i n v o l v e d m 

developing a s a t i s f a c t o r y i n t e r a c t i o n a l r e l a t i o n s h i p between corporate 

and d i v i s i o n a l management s t a f f . Other s p e c i f i c contingencies which 

underscore the remaining twenty-one c e n t r a l issues i n v e s t i g a t e d have 

been recorded under P r o p o s i t i o n s 27 t o 94. Without adequate 

understanding of these contingencies, any i n t e r a c t i v e arrangements made 

m response t o p a r t i c u l a r o r g a n i s a t i o n a l choices of management philosophy 

may be counter-productive and even d e t r i m e n t a l t o the eventual w e l l -

being of the d i v i s i o n . I t has been shown m chapters e i g h t , n i n e , and 

ten, t h a t o r g a n i s a t i o n a l decision-making processes, l e a d e r s h i p 

p a t t e r n s , and systems c o n f i g u r a t i o n s are also a f f e c t e d by the nature and 

outcomes of c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n . Thus, any i n t e r a c t i o n s 

between these two management groups which are less than s a t i s f a c t o r y 

w i l l have immediate repercussions on these three p r i n c i p a l f a c e t s 

of management. Therefore, the r a t i o n a l e u n d e r l y i n g the need f o r 

ap p r o p r i a t e c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n s extends beyond achieving 

e f f e c t i v e i n t e r p e r s o n a l i n t e g r a t i o n , but also t o ensure t h a t i n e r t 

systems and processes w i l l also f i t i n w i t h the o r g a n i s a t i o n a l choice 

of management philosophy t o achieve u l t i m a t e d i v i s i o n a l e f f e c t i v e n e s s . 
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C. CORPORATE-DIVISIONAL INTERACTIVE ADJUSTMENTS 

AND ORGANISATIONAL STATES AND OVERALL EFFECTIVENESS 

Throughout the work so f a r , the w r i t e r has s y s t e m a t i c a l l y traced a l l 

those key aspects of o r g a n i s a t i o n and management which a p r i o r i 

reasoning had suggested as c r u c i a l t o maintain a d i v i s i o n m an 

e q u i l i b r i u m and e f f i c i e n t s t a t e . These key aspects have been e m p i r i c a l l y 

found t o f e a t u r e prominently m the f u n c t i o n i n g of the three f o c a l 

d i v i s i o n s , and i t remains now t o examine and t e s t i f y whether t h e i r 

s a t i s f a c t o r y management w i l l c o n t r i b u t e t o the we l l - b e i n g of the d i v i s i o n s . 

Judging from the q u a l i t a t i v e rankings of Table 11-1, one can see t h a t 

amongst the three d i v i s i o n s , d i v i s i o n Sigma appears t o have l e a s t 

s a t i s f a c t o r i l y managed the seven aspects of d i v i s i o n a l l i f e . When 

compared t o d i v i s i o n s Alpha and Beta, i t has emerged as c o n s i s t e n t l y 

having a lower ranking f o r the manner m which i t has managed a 

m a j o r i t y of the key aspects of i t s o r g a n i s a t i o n a l l i f e . As f o r 

d i v i s i o n s Alpha and Beta, the former d i v i s i o n appears t o have performed 

b e t t e r as i t has managed more of i t s t r a n s l a t i o n , f a c i l i t a t i o n , c o n t r o l 

and i n t e g r a t i o n f u n c t i o n s at a higher s a t i s f a c t o r y l e v e l . 

Next, when one assesses the s t a t e of the r e l a t i o n s h i p between corporate 

and d i v i s i o n a l managements and the o v e r a l l e f f e c t i v e n e s s of the f o c a l 

d i v i s i o n s by a d m i n i s t e r i n g Q.9 and Q.10 of the NOCAM q u e s t i o n a i r e , one 

w i l l immediately n o t i c e two i n t e r e s t i n g r e s u l t s , as compiled i n Table 11-2: 

F i r s t l y , when m u l t i p l e i n d i c e s , focusing separately on f i n a n c i a l , 

product-market, s o c i a l - b e h a v i o u r a l , and comparative performance, were 

employed t o measure o v e r a l l e f f e c t i v e n e s s , the poor performance of 

d i v i s i o n Sigma i s c l e a r l y apparent. I n terms of the answer 

scale used, i t has only a t t a i n e d approximately 50% of what i t s 

managements regard as i d e a l performance ( a t l e v e l 2.90). 

D i v i s i o n Beta, on the other hand, appears t o be more e f f e c t i v e 
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as i t has a t t a i n e d s l i g h t l y more than 60% of i t s desired 

performance ( a t l e v e l 3.18). I n c o n t r a s t , d i v i s i o n Alpha 

emerged as the most e f f e c t i v e w i t h performance reaching 

nearly 80% of i t s desired l e v e l ( a t l e v e l 3.59). 

Secondly, as f o r the s t a t e of r e l a t i o n s h i p between corporate and 

d i v i s i o n a l managements, the t r e n d seems t o f o l l o w t h a t f o r 

d i v i s i o a a l e f f e c t i v e n e s s . Hence, one can observe t h a t d i v i s i o n 

Alpha has the best inter-management r e l a t i o n s h i p ( a t l e v e l 5.55), 

f o l l o w e d by d i v i s i o n Beta ( a t l e v e l 5.44), and then by d i v i s i o n 

Sigma ( a t l e v e l 5.15). 

These analyses suggest t h a t the more s a t i s f a c t o r i l y corporate and 

d i v i s i o n a l managements have managed the seven aspects of o r g a n i s a t i o n a l 

l i f e , the more e f f e c t i v e and s a t i s f a c t o r y appears t o be the o r g a n i s a t i o n a l 

s t a t e of the d i v i s i o n . 

Of course, i n a comparative contingency analysis of t h i s n a t u r e , the w r i t e r 

does not impute a d i r e c t cause and e f f e c t r e l a t i o n s h i p between the two 

sets of v a r i a b l e s . I n s t e a d , he i s only claiming t h a t the a s s o c i a t i o n 

between them i s s u f f i c i e n t l y supportive of p r e v i o u s l y conceived a p r i o r i 

reasonings as t o warrant greater emphasis on c o r p o r a t e - d i v i s i o n a l 

i n t e r a c t i v e adjustments as a necessary and j u s t i f i a b l e prelude t o 

achieving greater d i v i s i o n a l e f f e c t i v e n e s s and more s a t i s f a c t o r y 

o r g a n i s a t i o n a l s t a t e s . 

To f u t h e r r e f i n e and d e f i n e the r e l a t i v e strengths of the various 

l i n k a g e s , a Spearman C o r r e l a t i o n C o e f f i c i e n t Test was administered t o 

data connected w i t h these v a r i a b l e s . Although the sample of t h ree 

d i v i s i o n s does not permit us t o compute the precise s i g n i f i c a n c e l e v e l s 

of the c o r r e l a t i o n s , one can, nevertheless, draw important i n s i g h t s from 

the d i r e c t i o n which the c o r r e l a t i o n s f o l l o w . Hence, from Table 11-3, 

one can observe t h a t w i t h o u t exception there i s a p o s i t i v e a s s o c i a t i o n 
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between a s a t i s f a c t o r y c o r p o r a t e - d i v i s i o n a l i n t e r a c t i v e adjustments 
concerning the various t r a n s l a t i o n , f a c i l i t a t i o n , c o n t r o l and i n t e g r a t i o n 
f u n c t i o n s , and a s a t i s f a c t o r y s t a t e of c o r p o r a t e - d i v i s i o n a l r e l a t i o n s h i p 
and o v e r a l l e f f e c t i v e n e s s . Considering t h a t the highest possible 
p o s i t i v e c o r r e l a t i o n c o e f f i c i e n t i s 1.00. the high c o r r e l a t i o n c o e f f i c i e n t 
t h a t has been found between these f u n c t i o n s , and o r g a n i s a t i o n a l states 
and e f f e c t i v e n e s s must su r e l y lend f u r t h e r c r e d i t a b i l i t y t o the f i n a l 
p a r t and o v e r a l l whole of the conceptual scheme, as proposed i n 
chapter one, t h a t achieving as p e r f e c t as possible a f i t between 
appropriate aspects of the environment, o r g a n i s a t i o n a l choices of 
management philosophy, and c o r p o r a t e - d i v i s i o n a l i n t e r a c t i o n a l r e l a t i o n s h i p s 
i s c r u c i a l t o the u l t i m a t e w e l l - b e i n g of a d i v i s i o n and i t s parent 
o r g a n i s a t i o n . 

D. A POST-STUDY REVIEW OF THE CONCEPTUAL SCHEME, 

TOTEC APPROACH AND EXPECTATIONS FRAMEWORK 

The Conceptual Scheme t h a t i s used m t h i s research has permitted a 

systematic r e v e l a t i o n and u n r a v e l l i n g of the complex i n t e r r e l a t i o n s h i p s 

amongst environmental requirements and i n t e r n a l o r g a n i s a t i o n a l 

c h a r a c t e r i s t i c s . Instead of making a generalised leap from a 

p a r t i c u l a r environmental s e t t i n g t o c e r t a i n i n t e r n a l c o n t r o l o r i e n t a t i o n s 

and i n t e g r a t i o n choices, t h i s conceptual scheme probes f o r those 

i n t e r v e n i n g f a c t o r s and considerations which caused the evolvement of 

the nature of the l a t t e r as a response t o the s t a t e of the former. 

I n support of t h i s conceptual scheme, the TOTEC Approach proves 

indispensable as i t has the c a p a b i l i t y of producing an array of 

environmental states which forms the premise f o r a contingency 

i n v e s t i g a t i o n i n t o the i n t e r n a l f u n c t i o n i n g of an o r g a n i s a t i o n . I t s 

segregation of the d i f f e r e n t sectors of the environment and 
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and c l a r i f i c a t i o n of t h e i r r e s p e c t i v e s i g n i f i c a n c e i s v i t a l t o ensure 

t h a t the a b s t r a c t nature of the environment i s reduced i n t o concrete 

constructs and concepts which management s t a f f can r e l a t e t o , and speak 

o f , m terms which are amenable t o e m p i r i c a l a n a l y s i s . 

As f o r the Expectations Approach, i t s usefulness l i e s m i t s a b i l i t y t o 

h i g h l i g h t s p e c i f i c key managerial a c t i v i t i e s , ranging from those 

connected w i t h boundary spanning matters r i g h t through t o making 

o p e r a t i o n a l d e c i s i o n s , where contingency adjustments must be made m 

order to achieve a s a t i s f a c t o r y o r g a n i s a t i o n a l s t a t e . The vast range 

of issues and key a c t i o n areas which i t i s capable of i n v e s t i g a t i n g , 

an overview of which i s provided i n Figure 11-1, and the contingencies 

t h a t have been discovered t o underscore them bears testimony t o the 

a n a l y t i c a l power and v e r s a t i l i t y of the Expectations Framework. 

Perhaps, the s i n g u l a r l y most important c o n t r i b u t i o n t h a t the Conceptual 

Scheme, the TOTEC Approach and the Expectations Framework have been 

able t o o f f e r i s t h e i r a b i l i t y t o u n v e i l l ess obvious i n s i g h t s of 

o r g a n i s a t i o n a l and i n t e r p e r s o n a l behaviour. Frequently, they have 

pointed the way f o r the w r i t e r t o probe and discover w i t h senior 

d i r e c t o r s and managers of the f o c a l f i r m s issues which h i t h e r t o were 

held t o be i n s i g n i f i c a n t or non - e x i s t e n t . T h e i r value l i e s m 

opening up new perspectives on what seems to be commonplace a c t i v i t i e s , 

tasks and r e s p o n s i b i l i t i e s of any o r g a n i s a t i o n . They o f f e r a research 

methodology whereby both " i n v e s t i g a t o r " and " i n v e s t i g a t e d " can gam 

a d d i t i o n a l i n s i g h t and understanding. This wisdom of probing beyond the 

obvious f o r the u t i l i t y of what l i e s beyond i s best pointed out by the 

saying of an ancient Chinese sage: 

We put t h i r t y spokes together and c a l l i t a wheel; 

But i t i s on the space where t h e r e i s n o t h i n g t h a t the 

u t i l i t y of the wheel depends. 

We t u r n clay t o make a vessel; 



But i t i s on the space where t h e r e i s n o t h i n g 

t h a t the u t i l i t y of the vessel depends. 

We pierce doors and windows t o make a house; 

And i t i s -on these spaces where there i s n o t h i n g 

t h a t the u t i l i t y of the house depends. 

Therefore j u s t as we take advantage of what i s , 

we should recognise the u t i l i t y of what i s n o t . 

Lao Tzu ( c i r c a 300 B.C.) 


