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THE STYLE OF CORPORATE MANAGEMENT, GOALS, STRATEGY
STRUCTURE AND PERFORMANCE

Pradip N Khandwalla
Indien Institute of Management, jhmedsbad

Using cluster analysis of questionnaire data from the top
managements of 103 Candaisn companies, seven styles of corporste top
menagement were identified, Each style wns a particular configuration
of the orientation tc risk tsking, technocracy, participation, struct-
uring and coercion. The contextual conditions - properties of the
company!s extermal environment, its age and size, and its industry -
associated with each style were also identified, FEach stylets relntion=-
ship to measures of corporate.goals, str-tegy, orgmnizational structure,
and corporate performance was examined., The theoretical and practical

implications of the results were outlined,
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INTRODUCTION

A number of man-gement -nd organizhtion theoridts have pointed
to manngerial ideology and style of man~gement as a eritical varieble
affecting orgenizational functi-ning (1,2,4,5,13,15,16,22,23,25,26,
27,28). Writers on business policy have deemed it a strategic variable
(8,pp.432~137; 12, Ch.2; 37, ch.3) while Perrow has termed it a system
goel of the organization (29). It is tnerefore very likely that the
style of corporate management has some definite links with corporate
goals, strategy, organization structure and performance. A number of
organization theorists have advanced the view that organizational
structure and processes are shaped by the contextusl conditions in
which the organization operates, such as its external environment
(5,6,10,11,18,19,23, ch. 9,24,35,368); its size, nge, technology, and
tyoe (3,7,14,17,21,30,34,39). Thus it is very likely that the ideology
end style of top management, too, would be shaped tn some extent by

contextual factors.



In this paper an attempt is male to establish some tentative
relationships between the style of corporate menagement on the one hand
and contextual, stratcgic, structural, and perform-nce variebles on the
other. The operating model is as outlined in Figure 1. Basically, the
model postulates that the top managers of =n orgsnization, continuously
interscting with the orgrnization's external environment and the
Organization's other existential realities like its age, size, and type
of industry, come to share a particulsr set of values or orientations..
These values moke them practice a Aistinetive style of mansgement, that
is, exhibit repeatedly behaviours that ere consistent with their
internalized management ideology. This style of management, in conjunction
with contextual conditions, shapes the organizationt's growth end
competitive strategies, the kinds of gnals and the particular targets
pursued by management, and the structure of the organization. This
complex set of relationships affects the performance of the organization
which in tufn results in targets of performance and corporate strategy
being reset, In the interest of simplicity many other possible reciprocal
relationships and weak relationships between the six classes of variables
have not been shown in Figure 1.

The work of a number of writers on organization indicates five
significant dimensions of management style. The wrrk of Burns and Stalker
(5) indicates that managemqpt styles may vary along the dimension of
orientation to the struc;hring of roles, relationship, information
channels and activities, At one extreme are founA great fluidity,
open channels of communicstion, authority and influence resting in the
situational expert, great reluctance to lay down job deseriptions and

stondard operating procedures, and the like. At the other extreme
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the managemsnt is strongly inclined to buresucratic values like formallsed
and restricted channels of communication, considerable emphasis on
formalised hierarchical relations, great emphasis on standardization of
procedures ond role definition., Likert (25) has identificd two Aimensions
along which nmanngements vary. One 1s the orientrntion to participative
decisinn making and hummne supervision and the other 1s orientation to
authoriatarianism and coercion, Although he postulntes these two
orientations as polsr oprnosites, they need not be so, The gbsence of
participative management need not imply authoritarianism, for .
individualized decision moking or an impersonal, rule-based polity are
also altematives to capricious suthorintarianism., Similarly, the
presence of authoritarianism Aoes not preclude a participative philosophy-
much Aemoerstic ritual is present in the so-called people!s Aemocracies
as well as much ruthless grm twisting in the most democratic polities.
Braybrooks and Lindblom (4) have identified another major menagement
orientation, namely the orientatisn to teehnoracy, scientific management
and 'optimalt! Adecisions, Manecgements appear to vnry from an intuitive,
seat—of-the-prnts, "muddling through", reactive role of functioning and
making Aecisions to one marked by systematic definition of problems and
performance criteria, systematic search for information and altematives,
careful analysis with the help of expe¥ts, and choice of the most optimal
altemntive. Finally, vaftgzion along risk taking appears to be znother
management orientation (53). Managements range all the way from extreme

risk aversion and crution in investment nnd other resource alloecating

decisinons to considerable risk taking and entrepreneurship,



Thus, as a2 first cut, it is postulated that mancgements of organi-
zntions vary at least along five orientationg: structuring of nctivities,
participation, coercion, technocracy or optimization, and risk taking.
The style of a particulnr top management is theeconfiguration
of its groundings on these five orientations, If each’ grounding could
be categoriesed as high, medium or low, 35 or 243 distinet styles become
possible, In practice far fewer atyles are likely to be founds In the
gtudy reported in the paper, seven styles were identified that occured
with nt least modest frequency in = sample of 103 Canadisn compsnies

(23,ch.11).
METHOD, DATA, OPERATING DEFINITIONS OF VARIABLES

The data on top menagement orientations, contextuzl conditions,
corporate strategy, orgsnizational structure, and corporate performance
were gothered by meens of s comprehensive questionnaire completed
anonymously at senior menagement levels. The sample econsisted of 103
Canadian compcnies listed in the Financinl Post Survey of Industries. The
data were gathered during 1973-A. The properties of the sample and
detsils regarding data collection have been published elsewhere (22,

23 Appendix A). The average fim size was $1%58 million in ianpusl. sales
revenues and average fimm age wes 19 yeats but with a very large
variation in size and age‘(standard deviations of $#257 million and

A5 years respectively)._ About two-thirds were manufacturing
organizations with the remainder providing a variety of services like

banking, transport, and merchandising, The sample exhibited very



conasiderable variation in profitability =n? growth rate.

The ope:ational definitions of the orientations to risk taking,
technocracy or “optimization, participstion, structuring, and cocereinn end
of the contextual varisbles of environmental turbulsnce, cnvironmental
hostility, environmental heterngenity, environmental restrictiveness, and
technological complexity of the environment have been Adefined fully in
(22, Appendix)l . Figure 2 shows in a summarised from the principal
companents of their mensures. Logarithm of annusl sales revenues measured
size. Firmts profitability, growth rate, and range of profitsbility, all
over a five year period preceding data collection, as well as an index
of pefformanca based on these three have glso been defined in (22, Appendix).
The latter also provides data on the reliability and validity of the
variables, which by and large was satisfactory for an exploratory study.:
The operational definitions of top mansgement gonls, elements of corporate
strategy, ond aspects of organizational structure are shown in Appendix

I to this paper.



-8-—

FIGURE 2

THE PRINCIPAL INGREDIENTS OF THE MEASURES OF ENVIRONMENTAL

VARIABLES AND MANAGEMENT ORIENMTATICNS

Extemal Environment

Great environmental

stability. Very predictable.
Very stsgnant. No periodic or
cyelical fluctustion

Very safe. Very rich in
opportunities, Easily
menipulatable environmemnt

Single undifferentiated
market, HomogeneqQus
customer requirements.
Highly similsar markets
of the firm's products

4 constraint-free environ-
ment, Government regulations
not constraining.

Little technological
gsorhistication, No R&D
activity in industry

Management Orientationss

Cautious, pragmatic,stahility’

oricnted decision msaking;
emphasi s on marketing ture
and tried products;
proclivity to safe invest-
ments; intemal financing
of investments; cooperative
coexistence with rivals,

Low furtulence High
Hostility
Loy =————— High
Heterogenous
Low High
Restrictiveness
Low High
Technological
Low complexity High
k3
%
Risk
Low —— High
taking

Yoty changeful. Very
unpredietgble, Very

expensionery. Strong
cyclical fluctations,

Very risky. Very
exacting, 4 dominating
environment,

Highly differentiated
markets. Great diver—
gity in customers!
requirements, Very
disgimilar markets in
terms of required
marketing strategies,

Many legal,political,
social =nd economic
constraints. Govern=-
ment regulations
highly constraining.

Highly sophisticated
and complex technol-
ogical environment.

Highly R&D oriented

indmstry.

Entrepreneurial, risk
teking decision mak-
ing; emphasis on
innovations and
technological leader-
shipshigh risk high
retum’ investments;
extornal finaneing of
investmetns;competi-~
tive, philosophy,



Little strategic importance

to long term planning, Optimization. .
forecasting, market L Oy=eme
researeh, dperstions (Technocracy)

research, etc.; great reliance
on oxperience nnd common sense,
lonmoing by kard kmocks mnd
sppronticeship, -

Open channels of

communicrtion; freedom to Structuring

menegers to practice style Low
of their choice; @ltuationgl expertise
b.sed guthority; froc edaptation, no
rigid commdtment to eny man«ge-

nment "principlesm"; emphasis

on getting things done rather

than on formalized procedures;
cooper-tion stressed rather

than tight eontrol; consider-

able freedom in on-job

behaviour,

Pnfticipa‘tion
Low

Decisions mnde by
formally responsible top

level executives; lack
of emphasis on human
reletions, participative
eenagement and OD.

Explanation of orga- Qoercion

Low

nizational changes to

those affected; no threats;
no might-i s=right reso-
lution of disagreements;
no arbitrati-n procedures
or investigation of prob-
lems bty outsgide experts

High

High

High

High

Strong enphasison
systenatic long tern
planning, search for
opportunities,assess~
ment of altematives
for long term optimi-
zation of corporate
goals;. high strategic
importance of formal
forecssting, market
regearch, c¢npital budg-
eting; high rolinsnce on
formel management trailning
and technocrsats,

Very structured chsnnels
of communicationjuniform
managerial stylejauthor-
ity for decisions vested
strictly in line manage=
rs; adherence to manag-
ement principles come
what may;insistence

on following formally
laid down procedures;
tight control of opera-
tiong; job descriptions
define on—=job behaviour.

Consensus-~based team
decision making at the
top; human relntions
skills in effeeting
orgsnizationel changes
and resolving conflicts;
involvement of personnal
in relevant decisions;
strategic importance of
participative management
use of OD.

Orgenizationael changes
instituted without
explanations;threaten-
ing of subordinetes in
cezse of noncompliance;
might-is-right as the
basglis for resolving
disngreementa; arbitr-
atisn procedures; out-
side experts called in
to investigate problems.



STYLES OF MiN:iGEMENT

Seven styles of top mznagement were extracted through hierarchieal
cluster analysis of the data using Ward's method (38). These were 1) The
entrepreneurial style with the top management showing a strong commitment
to risk toking, an orgsnic orientation (low on structuring), and some
aversion to optimization (technocratic Aecision mnking), participatimm,
and coercion. 2) The conservative organic style, low on risk taking
and structuing, with some aversisn to technoeracy, 3) The professional
management style with strong commitment to technocrecy and optimization
values as well ss participation, and an aversion to coercion. 1) The
quasi-profession style, with substantial commitment to optimization,
structuring, and coercion. 5) The anti-professinnal style, with strong
aversion to optimization and participation, and a strong attachment
to cesrcion, 6) The miidle-nf-the-road style, seeking to steer the middle
path on &ll the five oriantations. 7] The consérvative laissez~falre
style, strongly risk aversive and aversive to participetion as well as
coercion, with & modesd aversion to optimization as well.

Teble 1 shows the standardized scores of the seven styles on the
five orientations, X

It is clear from Tablefi that there are very significant differences
between styles of top management. Some of these differences may be

explained by examining t-e contextual conditi-ns associated with : each

style.
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TABLE 1

TOP_MANAGEMENT STYLE CLUSTERS

Samplegs 103 Canadian Firms

Means of Style Dimensions in Standgrdized Values

Clusters Numer Risk Optimi- Partieci  Struct Coercim
of tgking zation pation uring
fims

Cluster 1 8 1.85¢#  =,58 -, 38% -1-21 - 73%
(Entreprensurial (.23) (+ 30) (e28) (<30) (s22)
Style)

Cluster 2 9 "1-01 "’.69 039* "1.29* .lO
(Conservative (.26) (.26) (.18) (.20) (.33)
Organic Style)

Cluster 3 16 .06 1.02%# 1.33% -.13 —~o 80%
(Professional (s13) («14) («16) (+20) («13)
Management

Style)

Cluster 4 22 o 32% o 78% .38% .82 .62
(Quasi~Prof- (.15) (.12). (.14)- (421) (.18)
essional Style) 3 _ _

Cluster 5 13 WAL 1,27 - A .04 1,13
\Anti-Profe— (+21) (.27) “(a14) (.286) (. 22)
ssional Style) L

Cluster B 27 ST =0B% .26 24%  L0L%
(Middle—of-the- (o15) (209) (o+13) (o11) (412)
road style)

Clgster 7 8 -1,13%  o,61 ~1.35 - ~pe20%  ~1,1i#
(Canservative (s24)  (.21) (+ 30) («23) (a21)
Lai ssez~faire

style) N

# P-ratio sign?.ficant at the 54 level or less indicates
rejection of the mull hypothesis thet the variability
within the cluster is no different from sample varibility,

Note: Figures in brackets are the estimates of the
standard errors of the cluster mesnse



THE CONTEXT OF TOP MANAGEMENT STYLES

Table 2 provides data on the contextuanl nursery of esch style., It
provides stondardized meon scorés of age and gige o»f the fimms practicing
each style as well as five dimernsions of their externnl environment. It
also provides information as to types of firmm pr-cticing- each style,
whether monufacturing or non-msnufacturing, ~nd Adominant industry
affilistions, if any.

It is clear from Table 2 that the contextual ennditions vary cons-
iderably from style tc style althnugh there is fair to large variation in
contextual conditions within the group practicing ench style. Also, by
end large there is a gond fit between contaxt nnd style. The entrepren-~
surial style is associated, for example, with a highly turbulent
environment, org-nizational youth, and modest size. The conservative
orgrnic style on the other hand is associnted with a rather stoble end
unrestrictive environment which is also not sophisticated technologically.
The middle-of-the-roai style, as may be expected, is associated with
medium ege and size and moderate values of thedimensions cf the external
environment, The context of tt‘:eprofessional menagement style is,
interestingly enough, rather%similar to that of thesnti-professional
style - except in the matter of environmental conplexity wrought by
constraints end technological sophistication, Table 2 suggests
fair to significant l‘inks between the organization's contextual

conditions and its top menagement!s style. Whether the observed
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association between style and context is Que to the latter being & causal
factor is a moat question, The Aata are consistent with the contingency
theory position that differences in contextual conditions scecount for
observed orgmnizational differences. It is also posstble that over e period
of time top management may, within limits, be cble to choose the
organization‘s context, For example, a management practicing the

" entrepreneurial style may get out of =n unstimulating stable market
gituation and into a young growth industry and a conservative orgenic
management mey migrate in the opposite direction.:

Quite possibly, the context influences the style of top management
and vice versa.’ The conservative laissez=-fnire® and its context seem - tO
provide a good example of the symbiosis bet;ween etyle and cotnext. Ais
a group, the firms practicing the style are the oldest in the whole sample,
and yet the smallest despite a correlation of 32 for age and size in the
whole sample., JThis is clearly Aue tc the considersble conservatism of the
management, On the other hand the pabtticular kind of externzl environment
of these companies may be partly responsible for their managementts
conservatism - a somewhat homogenous, technolcgically non-—complex business
environment exemplified by relatively simple technology, manopolistically
competitive industries, It is worth noting that all the eight companies
practicing this style were sroducer good and consumer non-durable good.
nanufacturing firms end finance compsnies, The traditionalism of their
industries had probably affected the managements of these eight fimms
end the managements of these fiiB8; being conservative, had probably
chosen to grow slowly, remain of modest size, and remain in traditional

industries.
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Table 2 provides information on the rrange of the mesn secore »f each
contextual condition across the seven styles, fAcross the styles,
environmentsl turbulence and restricutiveness show thelargest spreads,
diversity and hostility the least. There is ¢ clenr tendency for
environmental turbulence to bz associated with entrepreneurial mensgement
and a less clear teniencey for stability to be &ss-ociated with conserva-~
ti am. There is » cleer teniency for environmental restrictiveness to be
associated with management professionalism but a far less clear tendency
for lack cf constraints to be associsted with the opposite. Instead,
thers is galemarey tendency for a constraint-free environment to be
associated with an org-nic management style, evidenced the low scores on
environmental restrictivencss of two styles thnt are organic in their
orientation, namely the conservative organic ani the entrepreneurisal.
Technological complexity in the environment seems to be associated with
technocracy while z relatively technologically non-complex environment
seems to be associnted with conservatism as well as with intuitive, seat-
of-the-pants decisin making, 4 hostile environment seerr;s to be associnted
with entrepreneurship es well as management professionalism while a benign
environmen$ scems to be associated with conservatism, 4 diverse
environment appears to have Qo‘clear impact ‘on the style of mancgement
(both professional and enti-professional managements report a diverse
environment) while a homogenous environment .tenfis to be associated with

conservatism, Organizational youth has a pronounced associ-tion with
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entrepreneurship but moturity has not clear associations * Large size is
associated with both prfessional and snti=professionsl managements and
relatively smell size with both entrepreneurinl and conservative managementse
It has, therefore, no clear impact on the style of top management.

The foregoing discussion of the results indicate (1) that variation
in a eontextunl condition may often have a nongymmctricnal impact on a
Aimension of top management style; and (2) contextual eonditions vary

considerably in the impact they mny have on styles of management,

STYLE AND GOALS

Table 3 shows for each style the meen standardized scores of the
salience tc corporate menagement of relatively high performanee on five
comman corporate gonals, profitability,growth, liquidity, employee morale,
and public imege (legitimacy). Their rankings zcross the styles are also
shown. The range of each goal across the styles is also indicated. For
convenience, the mean end standard deviation of each goal for the whole
sample are also shown. From it, the score of each goal for each style
can be eally calculated for across goal comparisonse The fcollowing points

mgy be made,

1. Growth and employcéwmorale exhibit the largest ranges across styles,
profitability the least. Thus, managements are likely to differ sharply
as to whether they are growth oriented or not and employee oriented or not,

The qﬁa 1 professional management tends to regard growth as well employee
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morale as rather importent; the conservative laissez-fsire management
regurds both as not very important; the entrepreneurial mancgement regards
growth =s important but not mornle; while the professional menagement tends

to regard growth as only modestly important but morale ns highly important.

26 Across styles, high profitability is most important to entreprenurial
and professionel management and least tc enti-professional and conservative
organic menagements, a finding that is consistent with the charester of the
styles and the context in which they are usually found. Liquidity is

most importent to the conservntive orgenie menagement, found commonly

(but not exclusively) among merchandising fims (.s: Table 2) and to
entrepreneurial management, whose penchant for hecdlong growth often
precipitates cash shortages, It is least important for professional
nenagement and snti-professionnl menagement firms, possibly because the
logig term planning orientation of professional management firms leads

them to forecast and plan cash flows and cash disbureements relatively
far into the future s» that liquidity is seldom a serious problem, while
the relatively high and fairly stable profitability of anti-professional
menagement firms (see Teble 6) seems to reduce the probebility of serious
liquidity erises. If professional and anti-professional menagements

both discount liquidity they ;3re Aramatically opposite in their

concern for employee morale. The great importan®e® professional

management firms attach to employee morale, job satisfaction, and

employee commitment to the corpornte objectives is certainly

consistent with their strongly participative Theory Y style.



TABLE 3

STYLES AND SALIENCE OF CORPORATE GOALS
Sample: 103 Candian Firns

Style Mean Importance of

Profita- Growth Liquidity Euployee Public

bility Morale Image

(Legitimacy)

Score Rank Score Ez Score ﬁz 8corg Rank Score Rank

Entrepreneurial .34 . 1 .80 1 W36 2 =36 5 -s25 5
(+27) (17)  (.36) (+37) (430)

Conservative "'42 6 -e12 I-I- 0’-‘-7 1 22 3 "008 1+
Organic (e54) (+146) (¢32) («40) (e42)
Professional 3L 1 08 3 w37 6 70 1 e30 2
Managernent («20) («23) (o24) (o16) (o 3)
Quasi-Profess- L,07 3 35 2 09 4 - G311 2 «38 1
ional (018) (017) (.22) (.18) (.16)
Anti-profess- <« 45 7 —e16 5 =gl 7 ~¢99 7 ~e54 6
ional (035) (028) (022) (026) (030)
Middle-of-the- =410 5 =421 6 19 3 09 4 10 3
road (017) (.19) (019) (018) (019)
Conservative W06 L =482 7 ~403 5 -.46 6 | -.08 4
Laissez=Faire (+36) (+38) («29) («22) (e41)
Range of Mean 079 ‘ 1.62 +«88 1.76 92
Scores Across
styles _
Mean and . ° S5elt3 L. 80 L,24 5.02 5601
(Standard (1435) (1.30)  (1.28) (1.24) (1.52)
deviation)of

Raw Scecres for
Whole Sample

Figures in brackets are standard errors of the mean,
All "scores" are standardized.
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Equally, the relative disregard for employee morale of the enti~
professional managements is consistent (ayh their sveraiom

to participation and proclivity for coercion (see Teble 1). Other
mansgements that do not show much concem for employee morale are the
conservative laissez-~faire and the entreprenaurial mansgements. As we
have noted earlier, the conservative lalssez—fnire firms operate in
somewhat traditi-nal and atomistically competitive "tight" environment.
The entrepreneurial managements are perhaps too preoccupied with growth
to worry much about the morale of their employees, The strongest
votaries of public image are the quasi-professional and the professional
managements, the weakest being the anti-professional managements.

This too, is not very surprising. By and large, professional
msnagements are found in complex environments marked by many legal and
econokiic reguldtions and technological sophistication, This is also
true of the quaso-professional managements, but to o lesser extent

(see Table 2). The visibility of professionally mansged firms tends
to be high and so, by necessity as well as choice, they tend to
emphasize good corporate citizehship. 4 good public image also helps
to attfact the technocraté-ﬁighly valeed by professional managemenﬁsn
Faced with opposite contingencies, the anti-professional management

can afford to take a relatively public~be-damned stand,.



- 20 =
The foregoing analysis points to s few importent generslizatione,

a) Managements tend to pursue goals that are econsistent with their
ideclogy and de-emphaisize goals th-t are peripherai or inconsgistent

with their ideoclogy. Thus, management ideology and style powerfully
shape which concrete goals will be pursued or neglected by the management.
The strong commitment of entrepreneuirisl managements to growth and

of professional menagements to employee morale buttress this genersl-
ization, So does the relative aversion of cinservative laissez-faire
managenents to growth and of anti-nrofessional managements to employee

morale.

b) Managements tend to pursue goals that become critical due to the
nature of the context in which their orgenizations operate as well as
the contingencies their styles create. The importance of liquidity

to the entrepreneurial managements due to their headlong attempts at
growth in a turbulent enYironment,‘to the conservative orgmnic msnagements
because of their merchandiging activities, and the importance of

public image to technocratically oriented professionml menagements
operating in highly vigible, restrictive, complex environments are
instances that support this generalization., One may further
generalise and say that managements neglect gnals that fell to become
critical in the contingencies created by the organization's context

and the operation of its management. style. The relative neglect
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of profitability and liquidity by the fairly profitable anti-professional
managements, of employee morale and public image by the same managements
(operating as they do in less visible and complex contexts thot Ao not
require them to be technocrntie), snd the neglect of liquidity by the
long=term planning oriented professional managements buttress this

genemralization,

c) Just as style and context may influence the choice of the goals
that emphasized, it is possible to argue thst goals may sometimes
influence the style msnagement aiopts, If the gosl of a mensgement is
rapid growth then it is likely to tronslate itself into an entrepreneurial
management style; if 1% 1is social legitimacy or good imsge, high
employee morale, and profitability, then the pressure towsrds a

professional management style is irresistible (23, ch.10).
STYLE AND STRATEGY

Corporate strategy may be defined as the external posture of the
corporation that includes such matters as its policy vis-n-vis
diversification, vertical integratin, geopraphical coverage and the_
areas in which the corporation éhooses to compete (37,ch.3), Table 4
indicate® the scores of the seven styles on selected aspects of
corporate strategy, nemely, the strategic importence of diversification
to the compeny; whether it prefers related (concentric) diversification

or unrelated (conglomerate) diversification; whether it has a ptlicy
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of actively vettically integrating or »f avolding it; the strategile
lmportence to it of research and development; whether the manngement
stresses operating efficiency or marketing; whether it emphasizes a
relatively heavy or light promoiicn of its proiuets; and whether it
pursues a policy of markeling high qu=lity high priee products nr
services or a policy of markebting standard quality pomularly priced
products or services, The table glso rrovides the range of their

scores across the styles.

The elements of corporate strategy on which there is the sharpest
differentiation smong the styles are the importance of Rand D to top
manzgement and the emphasis on quality of produets. The professional
menagements stress R & D most while the conservative lalssez~frire
managementsstroaa it the least. It is worth recalling that the
professionsl managements are found largely in technoldgieally complex
and restrictive environments while the conservative laissez-faire
managements tend $o be found in somewhat traditionel, atomistieally
competitive industries, The entrepreneurial style managements seem to
strees high quality most andthe conservative orgwmic fims - many

of them large merchendising firms - the least.

Cn two other items, too, the differentiation‘ across styles is fairly
large. Both of them relate to Aiversificstion: its strategic
importance end the preference for concentric rather than conglomerate
diversification., The entrepreneurial managements seem to be the

strongest votaries of Aiversification, followed by the professsional
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style managements; the conservative orgenic and the conservative

lal ssez—-faire mansgements, not surprisingly, show the least enthusiagm
for ity With regards to concentric versus conglomerste diversification,
the two-conservative style manzgements much rather prefer to diversify
into related lines (if diversify they must) while the professinngl
style management (and to a lesser extent the anti-professional and the
entrepreneurial mann~gements) have a distinct preference for conglom-
erate over concentric diversification. The process and aims of
unrelated diversification, however, are likely to differe as between
the professional, anti-professional, and entreprensurial managements.
The professional mansgements, with their familiarity with modem
management techniques, are likely to venture intc areas unrelated to
their main business after sophisticated re g .rch and financial and
marketing snalysis, with a view to strbilizing long tem profits at =a
high level and building up a good public image, The anti-professional
and the entrepreneurial managements are likely to proceed more on the
basis of hunches sbout the prospects of mreléted product lines than on
the basls of solid research an? analysis. But their goals may differ .
The entrepreneurial managements aim to grow rapidly through
diversification; the anti-professional managements probably to reduce
the rigk of being in a single, b:;esently profitable buginess, and

to utilise profitably the cash the latter is generating,

There is lesser spread among the styles with respect to

mephasis on advertising and promotion, marketing (as sgainst
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opesating efficiency), and sertical integraticr, Still, there arve
some interestir contrasts. The entreprrsneurial menagements strongly
stress marketing rether than operating sfficiency, while the antl-
pmfessional, the conservative lalssez—faire, snd the conservative
organic msnagements tend to stress operating efficlency intsteads
This is perhaps because of the far graster turbulence and hostility
of the entrepreneuriel :ﬁanagementis extemal environment., {83

Table é). Also entreprensurial managements tend %o go in rather
strongly for somewhat exotic, nowel products or services rather

than established products, and marketing is indispenssble in getting
theée tb bte accepted by society. The conservative laissez-faire
elong with the entrepreneurial, the quasi-professional, apnd the

toz gorvatlv- organic-manzgements - tresc heoavy ndvertising end - —
pramotimn whils the middle~of~the road and the snti-professional
menggenents tend to shm 1%, The concervative laissez—faire -

fimg are by and lamgc wact may be tormed by esononists as
monopolistically eompetitive firms struorling through product differ~
cantistion and sdvertising to rois'n their sm-11 ~arket shares. |

Tho conserviative org nic firms ars eomonly in large acale marchmmds

1girg requd r’irfg roch ~dve rti sing nd promoticn. He heve -



noted above the Strpng narketing orientation of entrepreneurial
nanagerientse The quasi-professional managerients operate generally
mediun sized firms in somewhat complex environnents (see Table 2)
that probably need to advertise their products heavily to be able to
compete with their larger rivals, The niddle-of-the~road: and the
anti-professional nanagenents are strongly represented by companies
producing producer goods and these being homogenous products, necd

little advertising and promotion,

Although vertical integration is a form of concentric
diversification, its purpose usually is to insulate theprimary
manufacturing or other operations of the firm from the market's
vagries concerning the principle raw materials and/or uncert: intles.
connected with distribution (21, 36)e Vertical integration also
offers a competitive advantage over unintegrated rivals in times
of rapid cost escalations of raw materials (32, ppe87~88). The
quasi-professional andthe middle=of-the-road managements stress
vertical integration somewhat while the conservative organic and to
a lesser extent, the conservative laissez-faire nanagements, avoid
ite The modest preference of the middle~of-the~road managenents
for vertical integration is un@erstandéble. Since a large per=-

centage of the fifns are producer good and merchandising firns,
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vertical dintecgratiorn often of Ters lucrative opwortunities for
getting into rarkets for finished products that can te differentiated
{(in the case of producer gonds iirns) and into manufacturing of
products curreatly reteiled (in the casc of nerchandising firms).
The preference of the quasieprofessional firms for vertical
integratior ie obscures The nmanagerments of the two conservative
styles seens to shun vertical integration because it represents a
form of diversification into businesses.that nay be related to the
current one dbut involves substantially differert production anrd
marketing management expertise (for example, the stcel firm venturing
into the manufacture cof steel making machinary or steel machinery
is involving itsclf in very different businesses), |

It is clear fror Table 4 that the style of top managemcnt
accounts for some dramatic difference in corporate stratcgye The

corporate strategy of the entrepreneurial managenents appears to be

strong emphasis on Alversification, particularly of *l..z conglomerste vari-
ety, concentrati-n on high quality "premium" nroducts or services, and

a strong emphasis on marketing and hesvy advertiging, The two conservative
styles offer a vary sharp contrast: avoidmnce of dilversification and
vertical integrati-n as far as possible, with preference for concewtric
diveréification if Aiversific-tinn is absolutely necessary, stress on
operating efficiency rather then marketing, They Ao, however, share

with the entrepreneurial style the emphasis ‘on relatively heavy

promotion. - The str=tegics of the two conservative stylesg differ



strongly in two respcctss the conservative lsissez~faire managements

are far more alle'égic to R and D and also for more committed to high
quality of products than the econservatiwe organic menagements, The
professionel, the quasi-~professional, and theanti-professisnal managements
show some Interesting similarities and differences with respect to
corporate strategy., The professional manegementts corporate strategy
tends to revolve- around conglomerate diversification and the marketing

of relatively high technology, R and D derived products. The anti-
professional menagement tends tn have only a modest commitment to
diversifiention but it tends to prefer conglomerate to related Aiversi-
fication. It tends to stress operating efficiency rather then marketing
and tends to avoid high powered promotion of its products. The quas-
professional management, too, has only moderste interest in Adiversification
but it is neutral between concentric and conglomerate diversificntinn,

It does lay some stress on vertical integration as well as R and D,‘
marketing, and relatively heavy promotion. The mididle-of-~the-~road
management seemsto prefer a middle-of-the-road strategy in Aiversification,
vertical integration, R and D, marl;eting, and product quality. It does

not favour heavy promotion of the fim's products.
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STYLE AND ORGANZZATIGNAL STRUCTURE

Organizational structure may be defined as the set of formally
sanctioned Aurable mechanisms that facilitate a number of organizational
functions, the chief of which are reduction of intermal and external
uncertainty confronting decision makers, enabling the organizestion to
undertake diverseA activities efficiently (differentiation), and eontrol,
coordination, and integration of the organiz~tion's activities to achiceve
the goals of the organization (intecretion) (18,20,23, ch. 13, 21, 36),
Table 5 presénts scores of three aspects of structure; the extent of
sophistication of theorg-nizctionfs information system involving such
activities as formal market research, formal forecasting of markets and
technology, system-tic search for investiment opnortunities, research and
development, electronic data processing and long term capital budgeting,
(uncertninty reduction); the extent of delegation of suthority by the chief
executive %o his subordinates in areas as such as pricing, marketing
strategy, seleétion of investments, corporate acquisitions, new product
development, raising long term eapitszl, hiring and firing of seniowm
personnel, ete., (differentiation); and the extent to which sophisticated
management controls are utilized to control and coordinate the organizationts
operations, such as quality contfol, standard costing, inventory contrel
through operations resecrch technihues, interanl auditing, systematic
evaluation of personnei, estahlishment of profit snd cost centers,kand use
of present values or intemal rates of return in evaluating investment

proposals (integration, but also reduction of intemal uncertainty).
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Some striking Aifferences in structire are observable across the
styles, more particulsrly between the professional and quasi-professionel
on the one hand, and the enti~professinngl snd the two conservative styles
on the other. It is clear that the professisnel and the quasi-professicnal
menagements tend to design a substantielly more decentralised strueture and
a8 substantially more sophisticated informstion and eomntrol system than
other managements; particuiarly‘the anti=professional and the two
conservative style managements. Committed to Aiversification, sophisti-
cated ¢echnolégles, operating in reguhated ond technologieally sophisti-
cated environments, and committed to technocracy, power—sharing
(particiontion) and employee morale, it is n=turnl for the professional
management (and to 2 lesser extent forthe quasi-professi-nal manrgement)
to decentralise authority ani instal a sophisticated informmation and
control system. The anti-professisnel, the conse.rv.r-ztive organic, and the
congervative lalssez-faire manarements are less committed to
diversification; operate in much less restrictive and far less
technologically complex environzeats, are more or less anti-technocracy
and enti-participative. They have, therefore, no such compulsion to use
a complex structure, and settle for more centralised authority structures
and relatively unsophisticated information and control systems. After
all, if uncertainty reductio;{, differentiation, and integration can be
performed personally by one or = few individunals at_ the top (as is

possible in noncomplex environments or in forms having relatively
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TABLE §
STYLES AND ORGANIZATIONAL STRUCTURE

Sample ¢ 103 Canadian firms

Style Sophigticati-n of Delegation by Sophistieation of
Information System Chief Executive Contrrl Sygtem
Mean Rank Mean Rank Mean Rapk

Entrepreneurial .00 3 -.15 5 .30 4
(+33) (s 31) ) (+20)

Conservative - 90 6 -12 a4 —A3 5

Orgenic (.34) {.38) (.27)

Professional .76 1 .31 1 o51 1

Management («19) (o24) («19)

Quasi- +63 2 51 1 42 2

professional ( «17) (o24) («22)

Bl'lti-' - 55 5 e 21 6 bt 14 6

professinnal («30) _ (.26) (o27)

Middle~cf- -.18 1 ~11 3 .01 3

the-road {«11) (.18) («15)

Conservative —s 92 7 —71 7 —-o£88 7

Lelssez-Faire («31) («37) (»38)

Renge of Mean 1.66 1.02 1.39

acores

Figures in brackets are standarld errors of the mesn, A1l scores are in
standardized variables.



noacaor _iex sbtieaiegacs) There I, little need for - lex £ cxrenszive
infrastructural f. ilities., Whe~e the t: ts confronting Aecisimn
mokers are highty compliex, :n elal “vate and sorhisticated infrastructure

o

ig necegsary but thal. too, if %he prevailing managerial ideclogy in the

&b

orgenization is recsprive tc it(otherwiez ihe elaborate infrastructure

wili reraly bc a chowpiece)-

i’he middle-of-tar—rcad managements settle for moierate decentrs-
lizstion and = modersiely sophisticated information and control system,
The case of the artrepratieurial managements, which also are only
moderztely decentraliced and vtilise 3 more or less low-brow informction
and centrol system. is the mere inter:sting one, They operzte in a
highly turbulent, hostiie environment, How come thnt they 4o not, by and
large, employ a sorhisticated informetion and control system? The answer
appears to lie partly in the nature of the context, partly in the
charactsx 0f *he mi=cprmeurd | perconallly, an? »artly in the sorts
of corporate stra® giec puriusd by e trepreneurizl monagements.
Operaiing ag entrepreNcliia uigwwilths v relacively small to moderate
glzed organizrticns in highly tarbul né; often hostile environments, their
critical need is for speed in decisiin ma%ting. Sophisticated information
gystems work well in mcderantely stuable environments in which rapid
changes do not reudar 2arafrily rese .rched and analysed information
quickiy checiels; thay nay oztually nislead management in a fast
changing altvaticn in which quatitiz~ive impressions of what is

unfolding are often mors important t1an quantitative exactness of
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past results end future trends. The entrepreneuriel personality tends to
athor Jargon, long reports, an? so on, prefers to rely on hunches and
intuition, ard likes to sct boldly in the fece /of unesrtainty (8,37.31).
As we noted earlier, entrepreneurlial manscements tend to he strongly
committed to diversification into nowel, high quelity, premium preducts
that mey eam, et least temporarily, large monopcly profits. Productinn
costs are not seen as critical; high pressure marketing is, to\dhickly
reep the henefits of temporary monopoly. Thus, there is little imperative
for = sophisticnted control system though much for ingenlous marketing,
Finally, wvhile routine decisions may be delegated, the entrepreneuriel
Individuals at the top rmust meke e great many decisions pérsunally because
major risks are being trken in a sltuation of muchk uncertainty and they
alone have the iniormation (amounting often to mere hunches) for Aoing
this. The author's field experience sugpests that entrepreneurs
extenslvely make use of husiness ~d organlizational grapewine to keep
themselves infermed inatantly of opportunitics and exigencies, and they
use wmsophlsticated but summary mecasurc of performance that sometimes glves
them a datly picture of how the company is doing.

411 in all, the date tend to support the assumption of the
considerable influence of conte@:ﬁal end strategic variebles (including

the style of management) .on organiz-tional structure.



STYLE AND ORGANICATIONAL PERFORMANCE |
Table 6 presents dat- on the performaice characteristics of the seven styles
of mansgement. The three measures of performance used were the long term
profitabllity of the firm (per centnge before tex retum on net worth), the
long term growth rate of the firm's sales/revenues, and the rarge of the

firm's profitability over a 5 yesar period, a measure of risk,

It is at once clear that no style renks best on sll three measires of
performance, nor worst. There is, therefore, no single menegerinl heaven
nor hell, no st-??le th-t may be blindly adopted or rejecteds The entre-
preneurlal style ranks first with respect to profitability and growth but
it 1is the riskiest style of all. The professicnal msnagement style promises
the most stahle profit performmmee hut also somewhat lowly profit and growth
performance, The conservotive Bx'ganic style pez;forms adequately: on
profitabllity and stability but ranks last on growth pate. The quasi-
professional style does adequmtelv on growth and stakility but ranks l=st
on profitability. The anti-professional style does quite well on profit-
ability and growth rite but raenks sixto on riskiness, The conservative
laigssez~faire style tums in a modest performance on all three criteria and
is at least not worst an any criterdon, The middle-of-the-road style

turns in perhaps the poorest per{ommce, renking last on profitability,
gixth on growth rate, =znd fifth on riskiness, Tet over 25% of the

ssmple subscrited to it, the largést percentage for sny style, suggesting
that it is perhaps easier to practice than most other styles or confers

greater viability than other styles,
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The pattems of performanee turned but by the styles do not appe-r to be
coprici ‘us. The entrepreneuri:l style is highly »' k taking and prices
growth; it oper:te: in g highly turbulent cxvironment, Its perfornance is
consistont with its orientation -nd the turbulencc iu its environment.

The two conservative styles .re risk nversive, operatc in rueh les= turbulent
environmcnts. They show f.irly stablc profit:bility. The

professional mmnagement style is stronglv oriented to conglomerite
diversification, probably with the idea of spresding risks, and also to
long term planning, cnd it shows the moststable profitability, It
probably sacrifices some profitability at the :lter »f high employee
satisfaction and a gnod public imnge and so tumms in ~ pedeskriazn profit
ond growth performance, The anti-~professional style, with 2 bit of
employee— and public-be-damned orientation, its higher risk tnking -nd

its more benign and less denanding context, is abtle to outperform the
professional stylc on profitability andgrowth rate. The quasi-professional
style, fuirly strongly oriented to growth (Table 8) does well en that
score, and due to its comrmitment to technocraey ana long term planning also .
does well with respect to profit stability, fts profit perfommeec is,
however, susbtantially lower than its profit aspirations (Table 3).

The middle—of-the—road style ranked 4th and 6th with respect to its

profit and growth aspirations (Table 3); its renkings on actunl

performance were 7th and 6th respectively.
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TABIE 6
STYLE AND PE. fORMANCE

Sarmple : 103 Canadian Firms

Profitabilit Growth Risk (Range Overall
Styles 7 Retum on g Growth of profite- Performance
Networth rate bility)a Sunm of
Ranks
Me an Rank Mean Rank Mean Rank Mean _ Rank
Entrepreneurial 19.1 1 20,6 -~ 1 27.1 7 9 1
(10.8) (A.1) (11.6) .
Conservative 16.0 3 10.2 7 10,2 2 12 1
Organic (1.6) (2.2) _ (2.2)
Professinnal 11,3 5 13,8 4 9.2 1 10 3
Management (1.9) (3.5) (1.3)
Quasi-~ ‘ 13.8 7 15.4 3 11,8 3 ‘13 6
professional (1.3) (2.,0) (1.5)
antd~ . .. 17.4 2 20,5 2 16.9 6 10 3
professional (2.7) (7.8) (1.3)
Middle~of-thee~ 13.8 7 10.7 6 1.6 ) 18 7%
road (2.0) (1.8) (3.1)
Camsgervative  15.1 4 11.1 5 13.0 4 13 6

Figures in brackets arc the standard errors of the mean

8The larger the score, the greater the risk and the less favourable the
performance,
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I{; appears therefore that the pitterm of performsnce turned out by a style
depends fairly sushientinlly upon the orientations embodled in the style,
the goals of the organization, the strategies pursued by the organiz-tinn,
and the pressures of the context, However, there may be design stréngths
and design deficiencies in the styles that may ralse or lower their overall
performance. If we weigh the three performance measures equally, the sum
of the rankings on the three measures glves a falrly good index of the
overall performance of the style. The last hut one colum in Table €
shows the summed rernkings of each style. It indlentes that overall the
entrepreneurial style does best, followed clcsely by the professionel

and the anti~professional styles, followed by the conservative orgsnic
sjtyle, followed closely by the quasi-professional and the conservative
lolssez~faire style, nnd last (by a long margin) by the middle~of-the~

m&d"stYJ- Cpe

The grezt strength of the entrepreneurial style is not that it is risk
teking but thet it ic risk taking as well as organie (low on structuring).
When laorge, bold, risky decisions are taken, usually in the face of
congiderable uncertainty, consiierable administrative flexibility, open
channels of communieation, si:uation hased authority are indispensable to
adjust to the evolving situation that often unde rgoes unexpected twists,
It was found thot 82% of firms whose menagements were strongly risk
taking snd at least moderately orgaric were high performers while only
33% of firms whose managem ®ts wers strongly risk taking but

mecharistic were high performers (23, pe428). Similarly the strenth of
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the professional style is nct that i% is technocratic but th-t it is
technocratic as well as participative. When a management is technoeratie,
there is much specialization, much use of sophisticrsted controis and
informauion snd operating systemd,; and gencrally an extensive use of high
powered staff, Line end staff conflicts tend to become frequent because

of goal and perception differences, as also conflicts hetween specialized
staff groups. Without a particinative orientation, the necessary willingness
and ability to collaborate hetween the warring groups may not be there. It
was found that 70% of firms whose monagements were strongly technoerstic
and participative were high performers as compared to 10% that were strongly
technocratic but not strongly participative (23, p.428). The strength of the
anti-professinnal style is that having decided on an anti-technocratic
orientation, it av:ids participation, and embodies some risk tnking, When
the context is noncomplex and techn:8¥ats are not important, a participative
orient-tion with its propensity for Ademocratic consensual decision making
would needlessly slow down declision msking and needlessly raise staff
expectations. Operating in o fairly simple context with a fairly lean
infrastructure, opportunistiec risk taking could yield good dividends. Thus,
549 of firms whose mansgements were low an optimization and were at least
moderately risk teking and nomparticipative were high performers compared

to 23% of firms whose anti—techﬂoératic managements were either low on
risk taking or high on particination (23. p.128). The modest overall
performance of the conservative org-nic, quasi-professional and conser-

vative laissez~faire styles msy well be due to design defects. If a
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menagement is conservative, it is likely to go in for relastivsly safe
investments, walt until en innovation has prcved itself, and so on, The
occasiong for organigationnl change are likely to he few end far between,
What perhaps is essentialis efficiency in operating the organization and
in implementing any chapges. 4 structuring, mechanistic orientation may
make[ggnlze than an organic cne. Thus, the weekness of the conservative
organic and the conservative lal sse2=frire styles mny not be conservatiam
but their low structuring orientation, The performance of 7 conservatively
managed firms th~t were at lgast nmoderately mechanistic was 17.% average
profitability (versus 16.04 and 15,1% for the conservative organic and
conservative leissez-faire firms respectively), 11.5% growth rate (versus
10.2% and 11.1%), and 8.5% range of profitability(krersﬁs 10.2% and 13%).

In thecase of the quasi-professional style, the weaskness probably lies not -
in its technocratic and mechanistic orientation but in its being coercive
and not participative enough. In the case of the professional style it was
noted that high levels of participnation (and low levels of coercion) were
indispensahle to make technocracy work =nd head off its “beople" problems.
The quasi-professional style has no effective mechfiniam to ameliorate

the "people" problems technocracy end bureaucretigation crea%e, and

indeed high levels cf coercion are.likely to exacerbate these "people"

prohlems.
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Tha very poor cverall shov®-1g of the middle~of-the-rcad style is
perhaps becawse of *he failure of rerve thrt o miAdle—of=the~rond
approncir often implies, the iniiscisiveness as to whether to nect boldly
and innovate or comservatively wait until ar innovation heas proved
itself; or whether to professisnalise menagement or t o practice competent
seat-of-the-pants menagement. Paralysed by the damned-if-you-do-end-
damned=if-you-dontt anxieties,the management is likely to pass up meny
opportunities for growth and high profitability. Its wishy-washy
character is unlikely to mnke it o good competitor nor is it likely

to elicit the commitment of the orgenization's rank-amd-file.
SUMMARY

Cluster analysis of data from the manage'nenté of 103 Cmadian companies
vieldsd seven styl®s of corporate mmagement. Thess were® the entre-
preneuriel style, the conservaotive organic style, the professional
monagem at style, the quasi-pro. essional style, the cnti-professional
style, the middle-o. -the-road, and the conscrvative laissez-foire style.
The contextual conditiong assoeizted with each style were identified,

£3 elso management aspirations with respect to five corporate gorls,
tusiness and competitive strategy, orgnizational structure and corporste
performemce., The principal ;‘,‘iﬁdings ere summarized in TPable 7. Broedly .

speaking, the findings are consistent with the following generalizationse



1. There are subsbantinl Aiffarences in the strl-s of corpsrate
management, Managg~ment styles Aiffer markadly with respect to risk
teking, technocrac,, participative Adecision making, structuring of

activities end autheritzrianiam,

2« Thereg is a tendency for sach styls to he associated with a 3isti~
nctive configuratim of contextuanl conditicns, suggesting strongly a
causal link between organizetional emtext and management style. The
style of monagement is partially determined by the organigational
cmtext but over a period ~f time through choice of product lines,
market segments and the like, it may alsgo influence organizational

cmtextc

5. Each style of mnnrgement tends to be zssoeisted with a distinctive
corporate strategy and organigzational structure sugeestive of strong
causal links between megemnt style, corporate strategy, and

organi sational structure.

4, Each style tends t» prelis -t bkhe organization to a gertain
~
petterns of performemce sugrestive of a causal 1link bebween managerial

ordentation and orgnnizational performance.

5. Inherent strengths’end weaknesses of ~ gtyle tend to fructify '

into overall strong or wesk corpornte performance.
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The studv strongly reinforces thec strategic centralitr of top management
style and cultures The style of mnanagement emerges ns e primary focus of
organizational design becasue of its apperently large impact on organiza-
tional goals, strategy, structure, and performence. Further intensive
study of the managerial orientations of risk taking, technocreoy,
participation, structuring and coercion, the process by which they get
crystallised, their effective combinatinsns, and the search for contexts
thet are congenial to each combination ig likely to he highly productive
for organizational theory and organizational design. The implications

of styles for organizational aspiraticns, strategy, structure and processes
like selection, socialization, mobility, dAifferentiation, decision making
and the like mey yleld guidelines for orgnnizational development that could
differ markedly from current practice. For example, it is unlikely that
the organizational development strategy aimed at setting up end transleting
into eppropriate organizational strategy, structure etc, the entreprenecuriel
style is likely to be identical with t:he D.D. stratcgy to instal and
operatiomalise the professional management st--le. The processes hy which
styles get traonslated igto organizstional targets, strategy, structure,
processes etc. may substantially extend contemporary orgenization theory.

The relationsghip between orgenizationel context and the organizational
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DISCUSST N

The wecknesses of the study shoul? e home in mind while assessing

the results. These reside primarily in the cross=sectinnal nature of the
data, limited sampling, data gathered from the corporations of a single
comtry, possible respondent tiases, ete. The reliability and velidity —_—
of the measures, appesr, however, tc te falrly decent for an exploratory
study. The study is also one of the very few that h:v:z ventured to measure
the menagerial culture at the top levels of manrngement and relate

gystematically the too management culture to a whole host of other wariables.

The study suggests large, often dram atic differences in manngerdial

culture and operating styles within a single westemn society. Even greater
Aifferences in mrnagement styles are therefore likely scross societies. It
is tempting to think that the styles uncovered in this study of Canadian
firms will be found more univérsally. Only further cross-cultural resear¢h,
some of it currently under.ny by the author end his mssociates,will shed
light on this issue. In any case, no single style of manager. nt is likely
to be characteristic of any large . soclety. The statement thet the Japanese
(ort the gmerican, the Canadian, the British, the Indian, or the Gemmsn,
etec.) style of management is such and such are avoidable delusions, In
cross~cultural reseawch, it may I_%e‘more fruifful to compere the frequency
with which styles identified in this paper (or others revealed by further
research) occur J:.n the cultures being compared then to speak of their

typical management styles,
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commun’cation and decision making processes that give nurturance to a
particular style of management is also a rich ani relatively undcr-
explored ereca. The study hns served its purpose if it has brought

into sharper focus these tantalizing areas o»f orgmnizati-nal research.

FOOINOTES

1 In (22, Appendix), " Optimization" hae teen labelled "technocracy"
while the wvarisble defined as torgsnicity® is the obverse of the
one defined as "structuring® in this paper. The data collection

was fiihded by Canada GCouncil.s
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APPENDIX I

Operaticnal Definitions of Ce.tain Variables

Te

2a

Top management goals were assessed by the fcllowing question in
the questionnaire adrersed tn senior executives of the corpora-
tion:

Te

2e

e

e

e

How important are the following goals to your firm's top
management in making strategic decisions, or ccnmitments of a
long term nature?

Earning a high,
above average
profit

important

Achieving a highgModerately 1
above average inportant
rate of growth

in sales or

revenues

Moderately 1
important

Retaining or
securing high,
above average
liquidity or
financial strength

Maintaining or
securing high,
abgve average
employee moralc,
job satisfaction
and commitment
to firm's
objectives

Moderately 1
important

Moderately 1
important

Achieving or
maintaining an
excellent public
image

Modecrately 1 2

34 56 7 Extremely important
Quite
inportant

34 56 7 "Extremely important
Quite
important

24567 Extremely important
Quite
inmportant

34 56 7 Extremely important
Quite
important

34567 Extremel& important
Quite
important

Corporate stratcgy was assessqg‘through the following questions:

Qe

Strong cmphasis on
diversification cf
products or services
even if it means
venturing its unrelated
industries.

1234567

Concentration on a
single group of related
products or a single
industry; great emphasis
on defining one's indu-
stry and sticking to it.

(Measures proclivity to concentric rather than conglomerate

diversification),
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be Strategic importance to top managcment of diversification

Co

de

fe

Ee

Little strategic importance 1 2 3 4 56 7

Strong avoidance of 123L4L567
vertieal integrat .on

(3cale roversed)

Extronte stratcgic
imuortance

Strong tendency to
integrate vertically,
such as by acquiring raw
material sources and
processing facilities
and/or by acquiring
wholesaling and aven
retailing channels,

Strategic importance to top management »f rescarch and development

of new products or —rocessesa

Little strategic importance 1 2 3 4 5 6 7

A strongly onerating 1234567
efficiency orientation (Somne of
both)
(Scale rcversed)
Low advertising and 1234567
promotion comrarcd to (Varies for
industry average differ
ent prod-
uctss
average)
(Scale reversed)
Standard quality, law 123 45€7
or popular price
orientation

(Scale reversed)

Extreme strategy
importance

A strongly markeiing
orientation

Heavy advertising and
promotion compared to
industry avcrage

High quality, high price
orientation

3. Sog%istication of information ggstem was measured by sggreg: .ing the
following scales, The reliability of the measure was .80.

Ploase tate the extent to whicB each of the following is used or

done in your firm.

a. Electronic data processing

Not used at all 12345867

Covers almost all of the
firm's internal and external
transactions
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b. Research and development and design of products of services and
prncesses -
Not doen at all 12345867 Done to a very great extent
whether In-house »r under
contract outside the firm.

c. Long term forecasting of your firm's sales snd prefits, and of the
size and nature of its markets

Not done at all 1234587 Done to a very great extent;
detailed forecasts for
next 5 years or more

de Long—temm forecasting of the technology relevant to your firmts
productg/operatinns 5
Not doen at all 1234567  Done to a very great extent;
careful, detailed forecasts

for next & years or more

6+ Procedures to search for snd evaluate systematically potentially
profitable investments.

-

Not used at all 1234567 Used to a very great extent
in identifying most growth
opportunities,

f. Planning of long term investments and their financing (long term
capitel budgeting)

-

Not doen at all 1.345867 Doz to a very great extent;
detailed plens for next 5
Years or more.

g. Market research (systematic study of customer preferenées, price and
demand analysis of products or services)

Not done at all 1234567 Done &3 a matter of course
before almost all new
offerings, changes,ete.

Delegation of authority was measufed by sggregating the following scales.,
The reliability of the measure was .81,

To what extent has the chief executive of your firm delegated
authority to others to meke each of the following clessses of decision?
Pleaserate the actual rather than the merely formael delegation of
authority. The delegation of authority can be to individuals or groups
(ee@ecommittees),
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b.

Ca

de

Se

fe

Ee

h,
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Raising long-term capitel to finnncs new in
: : n vestments
No delegation of authority 12345 6 7 Complete delegation of
authority

Development of new products/services
No delegation of authority 12 32 567 Complete delegation of
anthority

Marketing strategy for a new produet/service and ch-nges in the
marketing strategy for existing products/services

No delegationof authority 12 34 5 6 7 Complete delegntin of
authority

The hiring andfiring of senior personnel

No delegation of authority 12 345 67 Complete delegation of
authority

Selection of large new investments _

No delegation of lauthority 1234 5 6 7 GComplete delegation of
mxthority

Pricing ofnew products and significant price changes in existing
products

-

No delegation of authority 1234 5 6 7 Complete delsgatinn of
- authority

Aequisition of subsidiaries or controlling interest in other fimms

No delegatinn of authority 12 345 67 Complete delegati=m of
~uthnrity

Bargaining wit® persomnel or their uni-ns about wages, ete.

No delegation of authority 12 345 687 Complete delegotim of
authority

histication of control system was measured by aggregaiing the

following somles. The reliability of the measure wazs .34,

Ploase rate the extent tc whichnch of the following 1s used or

done in your firm,

Qe

Quelity eontrol of producti-n or nperntions by using sampling’or
other techniaues

-

Not used at all 1234567 Used to a very great
extent; applied to
almost all operestimns
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C-ost control of operatic . by fixing standar” costs and analyzing
the variations of anctual costs from these standaris

Not used at all 10232425687 Used to a wvery great extent;
applied to almost 11 Operations

The computation of present v-lues or internal rates of retum for

evaluating investments _

Not used at 211 1234567 Used to a very great extent;
epplied to almost all
investment proposals

Control of inventories, cash, etc., and scheduling of operations
by means of mathamatical techniques like simulstion, linear
programming, etc. -
Not used at all 1234567 Used to o very great extent;
applied to almost all
inventories and operatinns

Interanl auditing _

Not used at all 123242567 Used to 2 very great extent;
covers almost all activities
of firm

Systematic evaluatin of man;gerial ani seniow staff perscnnel

Not used at all 12345867 Used to n very great extent;
extended to almost all such
personnel

Establishment of profit centers and profit targets at various lebels
below the top mnangement level and in different parts of the fim
(profit decentralization)

Not used at all 12314567 Used to a very great extent;
covers glmost every branch,
department, and division

]

Establishment of cost centers for cost control of the fimt's
operations (in a cost center fairly detsiled cost targets are
developed for activities under its jurisdiction)

Not used at 211 12345867 Used to a vory great extent,
from the lowest opersting
level to the highest
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