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GENERATORS OF PIONEERING - INNGUATIVE

MANAGEMENT 3 SOME NDIAN  EVIDENCE

Ahstqggg

Based on yuestionnaire data on a sample of Indian orgamizations,
the paper identifies some of the internal and enviremmental generstors
_ ﬁf a‘vignrous mﬁde of management labelled the pioneering-iﬁnovatiue (Pf)
| mode, The internal gensrators = fnp management goals and policies =
_appear'ﬁn be stronger shapers of PI than environmental variables. The
primary generators appear tolbe management commitment to attracting tale-
‘nted, creative staff; operating autonomy for managars; striving for
greater efficiency; opportunistic diversification; and preference for
marketing ncvel products/services., An opportunity-rich environment, a
strong stakeﬁolder orientation, cnmmitment‘to the organization operating
in frontier areas, and a mixture of Drgénic and professionalist admini=-
strative policies seam to be sigrnificant secondsry generators of PI.
Several implications of the findings for socially engingering PI are de-

veloped, and several hypotheses are stated to stimulate further research.



Vigorous Management

In the context of economic stagnation in the developed countriss
and the grim struggle for economic growth and social c¢hange in the deve-
lopino world, there has been growing interesst in modes of vigorous,
innauatiue,lentrepreneurial management, In the midst of the Great
Depression, Schumpeter argued that thz innovative entreprensur was a
stimulator of economic growth {Schumpeter, 1934}, Later, he vieued ep-
treprengurship as that function that results in a new and effective
combination of factors of production (Schumpeter, 1958), A numbsr of
studies of vigorous management have appeared in recent years, coincid-
ing with the slowdown in economic growth in the UBsfern world, Peterson
and Berger.(1971) examinaed entreprensurship in the U.S. pop music indu—
stry. Mintzberg (1973) described the entrepreneurial mode of strategy
makihg, characterised by a charismatic person at the.top of the organi-
zation, and bold, risky, grouth - oriented decision making. Khandwalla
(1876-77), in a study of Canadian firms, identified a risk-taking style
of top management, with a preferance for high risk high return invest-
ments, aggressive stance towardgs rival organizations, leveraging, empha-
sis on R and D and technological innovation, fast organizational growth,
stc. Miles and Snow identified the prospector - type of business stra-
tegy, characterised by wanting to be first in new product market
areas and gquick, proactive responses to early signals cencarning areas
of opportunity (Miles and Snow, 1978; Snow and Hrebeniak, 19!0)} Peter-
son (1981 ) described the entreprensurial nrganiZaEian, and Peters and
Waterman (1982)]identified a form of management excellaence in the U.S.,
one 0¥ whose chief features was commitment to innovation and dynamic
growth. More recently, Khandwalla (1985) has identifisd the pioneering-

inmovative (P1) mode of management in a study of Indian organizations.



Euidénca suggests a link betwsen management vigour and superior
organizational performance. Khanduwalla (1976-77), in hic ztudy of 10%
Lanadian compaﬁies, found a significant assoclation between the usa of
the risk-taking style of management and the growth rate of the Drganiia—
tion. He found a similar association in his study of the Pl mode of mana-
gement in Indian organizations {(Khandwalla, 1985)., Snow and Hrebeniak
{fQBD) found that the prospector firms, along with the analyzer and
defender firms, outperformed the reactor firms on an indicater of corpo-
rate perfﬁrmance. Poters and Waterman's "excellent® firms (1982) usre
chosen on the basis of their superior performance over a twenty year pe-
riod. Buﬁﬁ, therefore, from macro-sociasl considerations {promotion of
economic growth in the developed and the developing worlds) and organizaf
tion ~ level considerations {improvement of organizational performance),

a further study of vigorous modes of management may have high soeial re-

lavance.

Generative Conditions for Vigorous Managsment

A major gap in the research on vigorous modes of management has been
with respect to the latter's generative conditions. UWhat external and in-
tornal conditions nurture or stimulats vigorous management? With respect
to antrepreneurship, it has been argued that the supply of entreprensurship
in a society is a function of the demand for it {Kilby, 1971)., 1In other
words, if sccial institutions need sntreprensurial managers, there 1is
aluays aVailable.a ready pool to recruit from. This may also be true of
industries {(Peterson and 8erger, 1871}, a8 against this the work of
WeClelland (1961) suggests that entrepreneurs, and by extension vigorous

nanagers, need to be {and can be} trained, especially in cultures Whers

When it comes to vigorous management

:he need for achievement is ueak.,

(as distinct from sntreprensurs ), the evidance is even thinner. Pcterson

(1881 ) has argued that industries undergo periods of ossification and



regensration, and that conditions in ossified industries get ripe for a
‘burst of regeneration spearheaded by vigorous, entrepreneurial manage-
ment, His evidence coumes from the popular music industry in the U.5.
{Petaréon and Berger, 1971). Khandwalla (1976~=77), in his study-of
Canadian companies, found a significant positive association batuween
aaﬁironmental turbulence and a risk-taking mode of management, and a
negative ona bstween risk taking and organization's age. None of the
other significant empirical studies of vigorous management (Miles and

Snow, 1978; Snou and Hrebeniak, 1980; Peters and Waterman, 1982) have

identified external generative conditions.

Besides external generative conditions,; there may also be internal

generative conditions for vigorous managsment., The literature on succe-

ssful turnaround managamen£ suggests that poor organizational performance
often leads to changes in top maragement, and a new vigorous and dynamic
top management engineers successful crganizational.recovery (Bibeault,
1982; Khandwalla, 1983-84; Slatter, 1984}, To the extent a mods of mana-
gement. is a means for attaining organizational goals (Simon, 1964}, high
performance aspirations vis-g=vis many goals may impel management to

boldness and innovation {(Khandwalla, 1477 : ch.10). Longitudinal studies

of enterprises and business groups suggest that a sequence of policy
choices vis-a-vis diversification,; expansion, modernisation, managerial
recruitment, product positioning, leverage, etc., may eventually induct

into the organiZation a full-flsedged vigorous management {Chandler, 1962;
Tripathi and Mehta, 1981).
In the context of poor societies like India's, struggling to moder-

nise gnd grou rapidly, the identification of generative conditions for.

the pdoneering~-innovative form of vigorous management {Khandwalla, 1985)



may be particularly useful. A couple of published Indian cases indica-
te nicely the broad range of potential generative conaitions for pio-
neering management in a'developing country. In the case of Chhabriss,

a buéiness group manufacturing cables, it look nearly thirty years for
the management to venture into pionsering new products aﬁd technolngies
\Chandra, 1984j. Tha group bLegan humbly in the early fifties as cloth
haukers.- #.chancs necessity of recovering a loan by disposing DF? ele-
ctrical sultches landed the group into tradimg in electricals. Shortags
of copper conductor wires during the Korean war induced the Chhabrias

to sst up a cottage cable industry. The Chhabriaé expanded their pro-
duct range, and discovered that a ksy to success was stringent quality
control. Though they did no formal R and D, they discovered the Virtues.
of in-house experimentation, and visits to factories abroad, sometimes
ynder assumed names, to bootleg foreign designs and proceGses. They also
discovered the virtues of discipline orisnted paternalism in a low tech-
nology operation. However, it was only in t;e eighties that the group
felt confident enough to go for sophisticated technologies and products
(XLPE and jelly-filled cables) involving foreign technical collaboration.

The group has growp rapidly, and its 1983 turnover of Rs.450 millions

(about $40 m.) was expected to double by 1585,

The history of another business group, the Walchand group {Bshara,
188%), indicates fascinating changes in the group's pioneering - innova-
tive prientation over a sixty ysar perind. Walchand Hiraschand was a
forgmost Indian pionsering entreprensur. Well before India's indepsndé-
nce, either on his own or in mollaboration with other businsss groups,
he pioneered into the country the modern shipping and ship-building indu-
stry, tha heavy construction enginzering industry, ths air line industry,

the aircraft construction industry, and the automobile industry, After



his death in the early fifties, his ceocnsarvative brother toock ov¥sr thas
management of the group, and the group went intﬁ 2 shsll during the
permit-licensg era of controlled economy that came into being during

the sixties and seventies. 45 a consaguence, the group's relative stan-
ding among Indian business groups plumetted - from being one of the first
ten in 1967 in terms of assats tu not even being one of the First

twenty in

/1879, PBesides conservatism znd a lou businegss pragmatism, distrust of
professionals seemed to be a causs of the group's decline. In the late
saventies the economy began_to be de-regulated. Besides, a number of
sons and nephews of the head of the family took advanccd degress, were
put in charge of various constituent units of the group, and began to
exert pressure for decentralization, professionalization, and diversifi-
@atinn. Profesdional managers were hired to improvs the poor performa-
rnce of several of the ailing units, and their outstanding performance
‘led to a restoration of confidence in profassional management., # take-
‘over bid for one of the constituent companies was foiled, but it jolted
‘the group into refurbishing its stodgy image. In tﬁe late seventies and
the early eighties, a younger and much more modern gesneration took charge,
and the group resumed its role of pionesring new, sophisticated products

and technologies into the country. The total sales of the group doubled

between 1678=80 and 1981-82.

These tuo cases indicate that a pidneering and innovating orienta-
tion is not always a simple extension of a dashing chief exgcutive per=
songlity (although it can bse, a3 in the case of Mr.Ualchand Hirachand )},
Often, it is a resultant of prolonged organizational learning. A variety

of conditions may generate a pionsering innovative orientstiocn in mana=-

gement in a developing country. Some of these may, indeed, be persona-

lity -~ basad, such as the pioneering tempsrament of such founders of
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business groups as ualchand Hirachand or Jamsetji Tata (Harris, 1955),
some others may, houever, be external to the organization, suéh as de-
regulation of the economy, as in the CaSB‘Df the Walchand group during
the late seventies ang eightiés. tthers, still, may relate to a long
process of familiarisation with industrial management and its tachnolo-
gical and other complexities, illustrated by the Chhabrics learning the
virtues of strict quality-cﬁntrol and task-nriented paternalism, and
the Walchand group learning, in the seventies, the virtuss of profassio-
nal management and decentralization. These learnings may get institutio-
FnaliSed as corporate policies, so that certain sorts of corporate poli-
. clas mev Facilitate {or inhibiﬁ) tha emergence of a pioneering-innovative
sort of management. Salient goals, too, may nudge the management towards
such a management. For instance,state-owned anterprises in India have
a tendency‘to show a much poorer financial performance than privately -
owunsd enterprises (Sri Ram, Sarma, Nair, 1976). However, public outcries
" have led many of them to accord primacy to financial goals. CUase studias
. of sick state=owned snterprises that successfully turned around
' (Khandwalla, 198%) indicate a distinct tendency by their managements to
become far more venturesome and innovative, seeking to get out of loss

making products and into high margin sophisticated technologies and

products,

This paper presents the findingslcf an exploratory, questionnaire-
based study of gensrative conditions of pioneering-innovative or PI
‘management in an Indian sample of 75 predominantly corporate organiza-
tions. The CDﬂCBDt‘aﬂd operational definition of PI, sample characte-
ristics, the method for gathsring data, etc., have already been reported
eariier (Khandwalla, 1985), In this earlier paper, anb attempt was adso
nade to examine whether PI was linked with such common contextual condi-

tions as the size of the organization, the type of industry, the nature
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of the organization's ownership, its domimant technology, stc. The
broad finding was that PI was not related to these. In other words,

both PI, and its bopposite, the conservative traditionalist mode of

-managemant, turned up in large as well as small organizations, govern-

mgnt - owned as well as privately owned organizations, in sach of
sgveral different industriss, in ofganizatinns using custom, batch, or
process teéhnologies, etc., This paper rsports the identification of
several anvirenmental, policy ahd goal antecedents of PI managament.
Before reporting the results, howsver, ths Dperational meaning of FPI

management has been briafly expounded.

The PI Mode

Khandwalla {1985}, based on policies data on 75 Indian organizatio-
ns, identified a mode of management he labelled-.the pioneering-innova-

tive or PI mode. Mpst of the organizations were corporations. The da-

ta were sscured by administering guesticnnaires to their top level
executives, who rated, on S5-point scalas, their perceptions of the top

management's orientation vis-a-vis 51 policy items {(Khandwalla, 1985 :

179=-184). CECach policy scale was anchored at the tuo extremes by opposed

policy stances, such as a policy of unrelated versus related diversifi=-

cation, or, in promoting managers, weight on seniority and loyalty

versus demonstrated performance. Multiple responses from the same orga=

nization were averaged to derive the organization's score vis-a-vis sach

policy item. Dgta were secured for the management's policy stance

*rou™ and "3 ymars back™. A hierarchical factor analysis was performed

on the “nou® data to identify saveoral relatively independent clusters

of policy items, one of uhich was labelled the PI mode.
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"As identified, PI had the following policy constituents

{Khandwalla, 1985 : 168-170).

[ %
1. .Emphasis bon introducing new or novel products cor services {novelty

prientation).

2, Emphasis on acguiring sophisticeted technology {cophistication
orientation).

3, Tendency to go in for high-return or high~benzfit expencitures
gsven if they involve high risks (risk taking urientation}.

4. Emphasis on pioneering technologically sophisticated products or
services (pioneering and sophisticatioen orientation).

5, Emphasis on high quality of offersd products or services (guality
orientation},

6, Emphasis on freely adapting to changing circumstances (flexibili-
ty orientation)

7. Emphasis on innovation and experimentation {innovztion orientation).

8. Emphasis on hiring creative, innovative junior level exscutivss

{innovation orientation),

As measured, PI was a continuum, low scorss indicating a traditio-
nal, rigid, and conservative mode of management, and high scores indi-
cating a policy commitmerntt to pionsering noveltlics, to innovation, tee

chnological sophistication, risk taking, ... high product quality,
and to operating flexibility. Since PI was derived from policigs data,
it may bast be regarded as a policy framework guiding top management
decision-making and strategic choices. Pl was found to have reasonably

good reliability and validity (Khandwalla, 1985 : 171-i72),
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A Search Model for PiI's Generaztors

In the abssnce of sufticient prior research on the determinants of
vigorous management, explicit hypotheses for testing scemed premature.
Recourse. instead was  had to models of prqanizational functioning, espe-
cially of strategic management behaviour, in order to guide the search
for PI's generative conditions. WMany contingency theorists have argued
thét the organization's structure and functioning are shaped by the orga-
nization's extarnal environment (Thompson, 1967; Lawrsgnce, and Lorsch,
1967; Khandualla, 1972; Shortell, 13274; Pfeffer and Salancik, 1978; etc. ).
*kﬁahdualla {1976-77) found a risk-taking mode of management, sharing some
similarities with PI, to be correlated with environmental turbulence. It
is, therefore, likely that PI, too, may be influenced by the organization’

gxternal environmeant,

Several organization researchers have given primacy to organiza=-
tional geoals in shaping the structure znd functioning of organizations
(simon, 1964; Perrou, 1970; Khandwalla, 1977 : éh.wo; Hall, 1981).
Salient organizational goals may be considered to be improvemsnts desi-
red by the management in the Functinning, financial performance, groutb,
or other indicators of the organization's effectiveness. Such goals as
rapid organizational growth may well stimulate organizational entrepre-
neurship (Mintzberg, 1973). Since policies are significant institutio-
nalised means for achieving organizational goals, some of the latter coul

Jall be determinants of PI,

Policies may be thought of as institutionalised directive constrai-
nts subject to which decisions are made {(Cyert and March, 1963; Clarkson,
1963; Carier, 1971}, 8By serving as benchmarks, they tend to simplify
managerial problem solving by eliminating the consideration of incongru-

ent alternatives, Policigs are commonly inductively derived, that is,
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thay rgpresent organizational learning iLy=rt and March, 19632). s

part of the process of orjanizational learning, policiss (like gperat-
ing rules) ﬁay proliferate to form increasingly denser netuorks for
structuring decision making. For gxample,‘a policy of de;eﬂtralizatinn_
may, by precipitating coordination problems, generate a policy of con-
troliing operations thrnugh é sophisticatad control and information
system {(Lhild, 197U; Khandwalla, 1977 ¢ ch.13;. The identificatien of
éthnse non~PIl policies that stimulate the emergence of the PI policy
*'framework could bs useful for probing the poorly understood procesées

' of policy formatien. Also, organizational designers could use the infor-
mation to spur PI in conservative DrgéniZations that need to be more dyna-

mic, such as bureaucracies invplved in developmental tasks.

As measured, PI is a constellation of policy commitments to pionee-
ring novel outputs, ipnovating, technological sophistication, product
gquality, risk taking, and operating flexibility: It is unlikely, hou-
ever, that all these policy commitments get simultaneously made, or
once made, promuté Pl equally strongly. It wpuld be of interest, bﬁth
theoretically (in terms of developimg models of policy evelution) and |
practically {(in terms of identifying the strongest policy lavers for
generating PI1) to identify which of the constituents oF-PI are the

strongest promoters of a Pl policy framework.

To summarise : the search model considered the organization's ex-
ternal environment, the goals of its top management, non=-P1 managemsnt
ppliciés, and individual constituents of PI as potentially the most im-

portant sources of generative conditions for PI.
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Method

A3 reported earlier {Khsndwalla, 1985}, the ratings of top level
respondents on current and 3 years prior goals, policies, perceived
external en%ironment, atc., were secured. Thus, proguct moment corre-
létiDnS not only between "current® PI and environment, guals, policy
Variables; but also bstween prior period goalss policiss, environment,
etc. and current PI could be computed, and thus the causal arrou could
be identified more definitively. A significant correlation betueen the
grouth goal and PI may tell us little about the nature of causation
(if any) between the growth goal and PI, But if the cerrelatioen bet-
Wean priur.period growth goal and current Pl is significant, the growth
goal could be considered a generative condition for PI. The importance
pf this for theory cunstruﬁtinn as well as theory testing is obvibus.
DJue to the subjective nature of the data, Findiﬁgs from this research

are tentative, but they may provoke significant further theorising and

research,.

Pl and Perceived External Environment

Ten dimensions of perceived external environment wers included in
a guestionnaire administered to one to four top level executives of each

organization in tha sample (Pl was similarly measured through another

questionnaire)., The respondents were gither the chief exszcutive and/or

those directly reporting to the chief excoutive. The rospondents rated,

orn S5-point scales, the current epvironment of theoir organization as well

as the environment 3 ysars prior. The scales uere anchored at the tuo

extreme nupbers into polar opposites, for pxample, "very stable egnviron-

ment, virtually no change" representing one anchor for a scale measuring

the dynamism of the business environment, and "very dynamic, changing
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. . _ . N
-rapidly in technical, economic and social matters", representing the
.other anchor. Multiple responses were averaged to socurs the score

‘for the organization on each dimension of the environmsnt., Table 1

presents product moment correlations between the "past® dimensions of

environment and "present® PI.

The correlations are small and only two, oneg with environmantal

favourableness, and the other with new product introductions rate,; reach

significance levels. Environmental restrictiveness scoms to cramp PI,

but the correlation does not reach significance levels,
(Table 1 about hsre)

Present Pl was regressed on the ten past™ envirommental variables

to estimate the explanatory powsr of the external environment. The re-

gressipon was able to explain 42% of the variance in PI {F signifiant
at 025 lavsl)., The significant co-efficients were those of technolo-
monopoly power {absence of competition), and cyeclical fluctuation,
. gical sophistication,/all st below 2 level, two tails, suggesting
that ceteris paribus, in India a high barriers tnlentry kind of envipon-
ment (Bain, 1956; Scherer, 1370) may stimulate PI., HMarkst buoyancy and
nsw product innovation, indicators of an opportunity rich environment,

were significant only at between 104 and 153 lesvel. Thus, ceteris pari-

bus, a sheltered but technologically and operationally complex and

opportunity rich environment may induce management to become more pro-

active, innovative, and pioneering. Jduits possibly, a sheltzred envi-

ranment generates the slack necessary for innovation and experimentation
{Cyert and March, 1463%; Comanor, 1567), while the problems presented by

a complex gnvironment, and the opportunities available in an opportu=-

nity-rieb environment (Scherer, 1970; 374-5) may exert a pull for

pioneering and innovative management.
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Organizational Goals and PIL

Not being sentient, . organizations cannot have goals (Simon,

But
1960), /they often behave as purpousive collectivities (Merch and Simon,
1958), uhose pur:osiveness is supnplied by a human agency, most notably

their managements (Parrow, 1570; Khandwalla, 1977 ch.10}s Since the

"essence of a qoal is that it is an aspired improvement in am indicator

‘of organizational effectivenezs, the guestionnalre containing ths list

_nf gnals requested the top level respondents filling it out to rate,.

vis~a-vis each gnal, how committed the organlzatlon s top management

‘was to a substantial improvement over past achievement - for example,:

how committed the top management was to seeking a significant increass
in the sales growth rate over the achisvement in the recent past. The
question on gpals was included in the same questionnaire as the one on‘
the environment, and ratings were sought both for current and 4 years

prior goals., The ratings were on 5-point scales in which 1 represented

management opposition to the goal while 5 represented greatest importa-

nce of the goal to the top management. Multiple responses from each

organization were averaged. Table 2 shous the correlations of eleven

"past™ goals with present PIl.

{Table 2 about here)

As many as five out of 11 “past™ gobals uere significantly corre-

lated with present PI, suggesting that organizational gonals may be im-.

pertant generators of PI. Desire for mors fully meeting national prio-

rities had the largest correlation, a point of interest for a develop-
ing society. This was followsd by the desire for greater customer

loyalty, again of interest in a largely sellers markat economy; for

higher operating efficiency; for a more professionalised management;
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and for higher staff moréle; Thus, organizationz in developing coun-
Tries whose managements are attuned to nationul developmental aspira-
tions, professionalism, and the needs of customers and staff-in short,
managements pursuing an enlightened sglf-interest-may grauit;te te a

PI policy frameuwork,

The regression bf nresent PI on the eleven past goals explained
B7% of the variance (F significant at .025)., The goals of greater cust-
omer loyalty (P f; .001, 2 tails}, contribution to national priorities
{eignificant at .01 level), stabilisation of performance (negative,
significant at the 10% level), end operating efficiency (also signifi-
cant at the 104 level) had the significant coefficients. Thus, a pra-
ctical sort of idealism and an aversion to the status quo (i.e. mere sta-
bilisationj, may be the ceteris paribus determinants of FPi. This practi-
cal idealism seems to make sense in contemporary India, in view of the
large facilities, financial incentiueé, and resp%te from controls pro-
vided by the government for those organizations wishing to invest in the

priority sectors uof the economy or in priority regions (buckward distri-

cts)e

Corporate Policies and PI

Data .were available for 51 policy items, including the eight con-

stituents of PI (see Khandwalla, 1985 : 179-180 for brisf pperational

definitions of these policies). These policy items were rated on S5-point

scales by top level executives., The scales were anchored at the extre-

Multiple responses from the same
' Ten

s prganizationazl scores. { s:atistica=

mes by polar opposite policy stances.
organization wers averaged to secur
11y significant correlations betueen "past" non-PI policy items and

present PI are reported in Table 3.

{Table & about here)
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A fascinating complex of policies seem to be shaping PI. A straw
tegy of diversification into unrelated niches protected or assisted by
tailor-made, more-or-less unigue outputs seems to nurture PI. Thus,
pnlicies that promote operating complexity and variability seem to pro-

mote a pioneering and innovative management orientation,

The administrative policies shaping PI alsoc seam a fascinating lot.
Items 3 to 5 indicate that organic rather than mechanistic practices
{Burns and Stalker, 1961}, such as opsrating fresdom to managers, the
use of informal, normative, possibly peer group control, and widespread
Sharing of information, seem to be nurturing PI. it fhe same time, the
flexibility and informality of an organic orientation, so necessary for
hermitting experimentation, innovation, and constant cinse coordination
in projects, but with the built-in danger of camouflaging laziness and
incompetence, sgem to be offset by a strong results orientation {(items
6 and 7), emphasis on individual accountability and discinline (items
8 and 9), and incentiveé to attract and retain talent by paying more than
‘the industry norms {item 10}, Thﬁs, a combination of administrative
flexibility, meritocracy, accountability, and- talent and commitment
prisntation seem to shape PI., Obversely, inflexibility, nespotism or
seniority orientation, laxity, and mediocridy orientation may bresd a

consarvative and traditionalist managemant.

Present PI was regressed on the 10 "past" policy items. The regre-
53i0n explaimed 69% of the variance (F significant at beyond .001 levsl).
The four rsgression coefficients that were significant were these of
inrelated diversification (at 5 level, 2 tails}, autonomy to managers
to practicd any appropriate style_(aignificant at o001 leuel}, above
industry average emoluments isignificant at ,U0% leuel), and emphasis

on discipline {significant at .B% level). Thus, ceteris paribus, a2
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policy of epportunistic divsrsification, manageTial autonomy, concern
for employee commitment and talent, and emphasis on discipline seem to
foster PI, The first three are likely to bring into the organization
a wvariety of talented personnsel, sspacially a2t mamagemsnt levals. PI
is likely te jibe with the prsferences of these newcomers, ahd so the
latter mazy becoms a oressure source for the adoption of Pl policies,
Emphas is on staff discipline, especially vis~a-vis lowst level ataff,

nay Facilitate adoption of varicus innovations by the organizaticn.

Pl _and its Constitdgnt bcales

Table & shows the correlations of B Ypast” policy items that con-
stitute PI with current PI. Not surprisingly, seven out of the eight
correlations reach significance levels, suggestiﬁg that all but ane of
the constituents of PI spur thae FI made, the exception being presvious

commitment to operating flexibility.

{Table 4 about hare)

What is intsresting, houever, is the uneven size of the ceorrela-
tions, reanging from .33 to .50. The strongest correlate is prior commit-
‘ment to recruiting creative junior executives, folloved by prior commite
ment to innovation and experimentation. Thus, prior commitment to orga-
nizatiopal creativity and inrnovation rather than te picnzering or to
high product quality or to sophistication, representative of the moder-
pisation sthic in developing societiss - seems to be the strongest sti-
mulus to the emsrgence of the Pl policy framework. fter all, in the
contaxt of a developing society like India, modernisation represents not

jenuine innovation but rather the impulse to catch up with the West by

jorrowing its technologies and products.
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Correlations of "past®™ PI uithgmgurient“ constituents (not reported
in Table &) indicated an interesting pattern, The largest correlztions

were with gquality orientation and sophistication orientation {vis-a-vis

. L .
choice of technology and products), and these wers distinctly (though
not statistically significantly) larger than the correlations with the
‘two innovation orientation items. These results sugoest that an ini-
tial management commitment to organizational creativity hslps institQQ
tionalise the PI made more certainly than an iéitial managemsnt commit;-
ment to modernisation; but once Pl is institutionalised, the management
is likely to emphasise a policy of bFFering monopoloid, high quality,
sophisticated products more than one of innovation and pxperimentation.
This possibly alternating pattern of divergent thinking {Guildford,
1959) and some cnnuergancé or narrowing of focus to monopoloid niches
seéms consistent witﬁ Peterson's observation (1981 : 72-72) of cycles
of entreprenesurship and "ossification®™ in industry. It may bs explainpa-
ble in ﬁerms of the inability of ths organization to copes with different-
iation resulting from unbridled "“creativity", soms failure experiences,
leading to an internal realignment in the ruling coalition, resulting in_

a new but temporary consensus on the strengths of the organization and

on achieveablse and profitable priorities.

Regression of present FI on the eight past constituents explained
66% of the variance (F significant beyond the .1 level). The three
significant coefficlents were those of the two organizational creativity
items and product novelty. The strongest predictor was hiring of croa-
tive junior executives {significant at the 1% level, 2 tails}, followed
by marketing of novel products {5 level), and lastly, innovation orien-

tation {10% level).
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Explanatory Power of Pl Determinants

Table 5 shous the explanatory pouer vis-a-vis PI of the organiza-
tion's “past" perceived erternzl environment, the "past® top management's
goals for the crganization, ten "™past" business and administrative
policies, and the "past" policy constituents of PI, Although the num-
ber of scales in eéch group is comparable, the explanatory pouver differs
very substantially. Compared to pplicies and constituent items, the ex-.

planatory power of the environmental variables and gaalsllnoks modest,

{(Table 5 about hefa)

Twenty four "past® items, comprising of 2 environmental variables,
5 goals, 10 policies, and 7 PI cﬁnstituents, that were significantly
correlated with present PRI, uére regressed on present pI (see Table 5},
The rsgression explained BS% of the voriance in prasent PI (adjusted R2
of 78%), =nd the F-value was significant at beyond the A lavel. |
Neiﬁher of the two environmental variablss was significant at even the
20% level (two tails), but two goals (highcr efficiency positively and
higher staff morale negatiuely), 3 .olicies {above avesrage staff remune-
ration and perks, autonomy for sxecutives, and unrelated diversification
orientation}, and 2 PI constituents {emphasis on marketing novel produ—
¢cts and policy of recruiting creative jUniur‘managers) werse signifibant.
0f these seven determinants, above average staff remuneration and perks
had by far the largest t-value. In sum, management commitment to be ing
2 generbus smploysr, having talentsd, creative staff, their being given
operating autonomy, the management's desire to venture into nnvél, un-
Familiar businesses ang activities, and the cuncern‘FDr afficiancy may
be the primary generators of the piponeering - innevative policy frame-

uDI‘k.
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Emzrgent Madel of PI's Generators

Since two "past" goals and five "past" policies ware found to ke
significant predictors of Pl in a regression involving 24 statistically
significant "past" correlates, these seven variables seem tuo be the
more independent and fundamental daterminants, and tha femaining 17 the
more secondary determinants of PI. 'Figure 1 attampts tp resurrect sz
somewhat SpeculatiQe causal picture. It shows primary gensrators pro-
ducing é management culturs thzt simultanesously valuss novaltyy; inno-
vation, and.afficiéncy, and this culture in turn shaping seveini envi-
ronmental, goal, strategic, and adminiétratiue secondary generators of

the pionesring-innovative policy framework.

(Figure 1 about here)

While the primary gensrators may be independent, they also apbear
tb have an internal coherence., In Indian conditions of scarce jobs and
low pay scales, a generous employer willing to pay above industry pay
and‘parks would be éble fDAaﬁtract many talented parsons, If the smplo-
yer does sclect talented and innovative persons and gives them operating
autonomy,,the chanceé-ére that they will act as'intrapreneurs and gene=
rate many proposals for innovative p;bjects and activities, Thease in
turn could enablé the organization to 6FFer novel pdeUcts/éeruices and
pursue a strategy of opportunistic diversification., This may imply a
'great deal of organizational di::erentiatibn, even anarchys but this may
be offset by the concern for improving sfficiency, even at the cost of

morale, so that a management culture may emzrge that emphasises novelty,

innovaticn and efficiency.
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The simultanesous emphasis on novelty, innovation, and afficizncy

may- well s@ur many of the secondary generators of PI. For instance,

the concern for offering novel outputs may land the orgsnizaticon into
dynamic, sophisticated, rossibly risky markets z=nd market ssgmonts uhe-~
La Dutbuts often need to be to customer's specifications. Theze in a
de&eloping countty may well bs in newly emerging priority secteors such
as hsavy engineering, industrial slcoctrunics, space, defence, stc., in
which the country is striving to bs seglf-reliaznt. The simultaneous con-
‘CGrn for creativity and efficiency may produce a psculiar blend of orga-
nic and professionalist administrative policies - emphasis on gxpariman-
tation, openness, and peer culture, but also on professionalism, merito-

cracy, discipline, and personal accountability for performancc.

.- To sum up ¢ the crucial detzrminants of Pl may Le a talent attract-
ion and effesctive utilization strateqy, operations in diverse frontier
areas or market segments, and an administrative blend of organic manage-

ment {Burns and Stalker, 196%) and manigerial professionalism,
Biscussion

The paper reports pnssibl; causal relationships betusen an Inaian
variety ©of vigorous management, labelled ths pionecring-innovative (P1)
‘mode, and four classes of variables, namely externél environment, mana-
'gemen£ goals, corporate policiea,'and policy constituents of PI., 4n
gxamination of the correlations of "present™ PI znd "past" environment,
Tgnals, getc., variables, has led to a moré certain identificatinn of

causal arrows. Figure 1 summarises the emergent model of the generators

'Df 0I.

In a deUEleing country situation with generolly sellers market
conditions, PI seems tou be nurtured not in competitive conditions but

rather in sheltered, mupificent but complex snvironments that provide
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the slack for inpnovation but also demand of the organization innovative
responses due to operating complexity. There is some.euidence that
risk-tgking, innovative modes of management tend tu bé associated not
pnly with complex but.alwo with competitive environments in the West
{Khandwalla, 1981). Thus, as {wong if) a develuping economy matufas
'touards a competitive economy model, and as the ability to cope with
competitiun gets generalissd, compstition may begin to glicit innovative
responses from management, But until such time, competition without
.rching skills may, as often as not, elicit a conservative, stick-to-the-

familiar rather than an innpvative response,

Salient goals seem to spur PI, Howsver, the goals that spur PI

_ saem not to be those of profits, growth, or perfurmance stabilisation,
Rather, they may be goals that represent an enlightsnad self interest -
CDncefn-FD: national dauelapmant, for clients, for professional manage-
ment, for staff morals, for eFFiciehcy. Thus, a ﬁanagement self-image
ofprogressiveness may be a siénificant energisef of the Pl mode. To
the extent that the major institutions of a smﬁiety - the family, the
academia, the community, and the govermment - reinforce this sort of
‘responsible corporate citizenship, a PI orientation would tend to get
stronger in the organizations of that society. GSince most goals uere
positively cdrrelated with PI, it is likely that multiple salient goals
may have an especially pouefful stimulating effect on PI. First, multi-
ple salisnt goazls, if publicised, may attract divarse talents to the

- grganization. Secondly, to the extent that salient goals represant
'resource demands on thg organizational system, the cxistence of multi-
pls salient goals would tend to overload the organization and force its
management to try and get the most out of limited resources through
“innovation {(Khandwalla, 1877 : ch,10). Commonplace oxamples of organis
;#zational innovation in the face of operating complexity and pressure

are thosg of the matrix structure (Galbraith, 1971) in whieh the spme
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Ag may be expected, PI and its constituents seen to form a mutually
reinforcing system. Among the constitusnts, howsver, diffeorent items
may assume diFFcrentfal.generatiu§ pﬁuer in the PI 1iFa—cy§lo. Manage-
ment commitment to creatifvity, inmnovation, experimentation, divergent
thinking, movelty, and so forth may start of f the PI mocde. But as the
cnsté of too much experimentation and novelty and tuo little focus ip-
crease, sesarch for moncpoloid, profitable nichas through focussed pio-
neering may assume greater strategic importance ocver creativity and ex-
perimentation., This in turn may "ossify® the organization (Poterson,
1981), and if compctition erodes the PI organization's comparative adva-
ntage, dissatisfaction with the status quo may again trigger'a conecern
for divergent thinking. Concern for profitable niches is relatiuély
easy to engineer socially, by the governmsnt offering, as in India,
attracfiVG financial aid packages aﬁd other concessions from regulatory
cbntrnls for entering areas with high import substitution potential or

for entering arees where the national oputput is small in relaticn to
nead., it is more difficult, houever, to snginesr concern for divergent.
thinking, especially in cultures strong on traditionalism. Creativity
training for managers offers a possibility (Khandwalla, 1984). As an
gxampls, in a training intervention in a conservative subsidiary of a
British multinational operating in India, creativity traiming inputs uere
provided to three batches of general managers. The intervention ssemed
to pay off, for the company subsesquently reported a large number of new
initiatives, arrssted the steep decline in nrofits and, indeed, tripled

its profits in three years.

The data presented earlier (Khandwalla, 1985} and in this paper
indicate that generative conditions for Pl are more likely to be internal

to the nrganization than contextual. xs was previocusly reportad



26

(Khandwalla, 1985), size, technology, type uof industry, typec of svnerpe
?ship, etc;, were largely unrelatsd to PI, 1In this paper, too, external
environmental variables werpc only modestly correlated with PI and co-
llectively explained only a modest amount of variance in PI. In compa-
rison, corporate policies explained a far higher percentage of variance,
Indeed, in a regression of PI on the 24 statistically significant corre-
lates of PI, not one itsm of perceived snvironment reached significance
lavel while tuo management goals and five policies did. From the point
of view of promoting PI in a developing society struggling to raisé
living sténdards through organizational entrepreneurship, the results
suggest that engineering the context of the DrganiZatian.may be leés
productive than énginearing the organization's management. In other
words, for promoting the PI mode, the choice of those who are to man a
sociéty'; Strategic organizations, especially the choice of their chisef
executives, mayrbe an extremsly important one. The choice of an ipnova-
tive, entreprenesurial type of chief execcutive may be the singls most im=
portant step cnntfallars of such crganizations can take to promote PI,
This is sminantly feasible in those developing countries like India that
have massive public sectors with entrepreneurial missiocns, It is esven
feasible in the private ssctor, for large private sector organizations
in developing countries like. India are often much less autonomous, are
subject to many more government regulations concerning the appointment
of their manaéing directors. and are far more dependznt on government -
owuned fimancial institutions than in tHe West, & purposive governmaent
‘policy of promoting PI through the choice of Pl-type chief sxecutives

may yizld excellsnt results. Indeed, in rscent years, ssveral cases of

sick government-owned snterprises, ang large privately - ouned entarpri=
$0% that were drammatically turned around by dynamic profgeeional-enhtra-

prensurial types of chisf exescutives have been published (Chakrabopti

and Sen, 198U; Khondualla, 1083-84),
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Finally, some hyputhescs suggested by the study are presented
below in order to stimulate furthsr ressarch on vigorous, entrepro-
neurial managements. These propositicns are m=ade In the contaxt of a
daveloping socicty in which man=gerial skills and cntreproneurship
of a pionserimg kind are relatively scarce but oppurtunities and incen-

tives for pionesring new activities and for innovating arz many.

', Ths higher the barriers to entry into a2 domain of activity due to
operating complexity, the more likely are manageinants cperating
in it to adopt a vigorous, piopzaring -~ innovative, antrepreneurial

mode,

2. The more opportunity - rich a domain of activity {(due to grouth,
new product innovations, stc. ), the more likely =zre managements
operating in it to adopt a vigcrous, pionseéring - innovative,

gntreprensurial mode.

Tho stronger the desire of a management to improve its contribu-
tions to its stakeholders (society, customers, staff), the greater
is the likelihood of the management adopting a vigorous, piongering =

innovative, entrepreneurial mode.

The stronger simultaneously the ef ficiency and innovation orienta-
tion of a management_operating in a sopisty with a wveak work ethic,
the more likely it is to adopt a vigorous, pionesring-innovative,

gentrepreneurial mode.

The strongsr a management's preference foOr high quality, creative
professionals as staff members, the more likely is the management

to adopt a vigorous, pioneering - innovative, sntrepreneurial mode.
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The stronger a management's commitment to giving its staff members
autonomy but also to enfuorcing their accsuntability for performa=
nce, the more likely will the pbrganization attrasct dynamic mana-
gers, and the more likely Qill the management adopt a vigorouws,

pioneering - innovative, entreprensurial mode.

The stronger a management's commitment to offer novel, unfamiliar

‘ products or services, the more likely is the management to adopt

a vigorous, pioneering - innevative, entrepreneurial mode,

'‘Vigorous, pionesring - innovative, entreprensurial managaments

tend to have alternating phases of emphasis on creativity and expe-
rimentation and seeking of sSophisticated, monopoloid, profitable

niches.,.
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TABLE 1

CORREL ATIONS OF PERCEIVED "PASTH ENVIRONMENT WITH CURRENT PI

Dimensions of WPsst Correlation with
Operating Environment Tresent? Pl

Oynamism: rapidity of change in technical, scono-
mic, and social aspects -7

Riskiness (a5 opposed to a safe environment in which

there is no threat to the survival and well-being of

the organizatlon? ~.14
Buoyancy, characterised by rapid growth of markets,
emergence of neu markets 16
Technological sophistication, characterised by "high

tech% and the indispensability of a technically high- :
ly skilled workforce . W20
Diversity, characterised by sharply dif fering markets

or market sesgments operated in by the organization .02
Favourableness, characterised by the sase with uhich

the organization can take various initiatives . 27*

Restrictiveness, characterised by many govermmental or
other constraints on expansion, diversificatiocn, etc. -.25

Stiffness of competition vis-a-vis products, premo-
tion, distribution, pricing, stc. : _ -1 7

Rate of neu of ferings in the market .28%

‘Extent of cyclical fluctuation in the organization's

business N2

# Significant at p & .05



TABLE 2

CORRELATIONS OF PAST TOP MANAGEMENT GOUALS YITH PI

"Past" Top Management Goals Correlations
Wwith Prasent
PI

1. A higher {than in the past/ growth rate of re-
venuess, activities, etg, .15

2. Higher morale and commitment of staff to the
organization 27%

3, Highor Bperating efficiency _ «30n %
4. Greater effort by the orgamization for meeting

national priorities through larger exports, plant
location in backward areas, producing national

priority items, etc. 42%*
5. Greater financial strength .21
6. Bettar public image _ .08
7. Stabiiisatimn of the organization's fortunes, that

is, prevention of any deterioration .03
8. Greatsr client or customsr loyaity Y S

9. Better relations with the government and its
agencies .14

10, Greater formalisation of the organization, with
clearer lines of authority, lines of communication,
procedures, job descriptions, ete. «22

11+ A mores professionalised management with clearer
statement of goals and strateqy, greater functional

specialization, use of professionals and modern .
mgthods of managemsnt, etc. . 28%

* Significant at p = ,05 {2 tails)

*® Significant at p < .01 (2 tails)



TAGLE 3

CORRELATIONS OF WPASTM POLICY COMMITMENTS WITH PRESENT PI

WPagt" Strategic Policies 7 Correlations
with Current
PI

B

Te

B.

9.

10,

Preference forsunrelated or conglomesrate-type diver-
sification of products or activities (versus prefe-
rence for related diversification)

Commitment to having an operating system that enables
the organization to offer products or services that
are tailor-made to customer's needs {versus to one
that offers standard products /services

"Past® Administrative and Personpnel Policies

Commitment to giving managers operating autonomy for

getting their job done {(versus imposing on them a uni-

form style of functioning)

Commitment to informal management control and emphasis
on norm of co-operation {versus emphasis on formal con-
trols, budgets, procedures, etc.) '

Emphasis on opsn channels of communication, with wides-
pread dissemination of important financial and operat-
ing information throughout the ranks of management (ver-
sus emphasis on restricting dissemination only to a fow
senior persons '

Policy of promoting managers on the basis of high per-
formance only {versus promotion for seniority and loya-

lty)

Policy of rewarding outstanding psrformance immedia-
tely {vsrsus after several repetitions of good psr-
formance _

Commitment to a policy of enforcing the individual's
aceountability of managers (versus emphasising group
or collective accountability)

Eﬁphasis on enforbing strict discipline among 911 the
employses {versus relying on their senus of fairpess
and commitmant to the organisation)

Policy of providing employees besnafits and ameni@ias
above the industry norms (vsieus avoiding uelfarism)

# sSignificant at p 2= .05 {(tuwo tails)

 #®3%  Significant at p = 01 {two tails)

ol A

W31

AT

S 27%

.25%

.26%

o B3FH

JB4E¥

.38.."&



TABLE 4

CORRELATIONS OF WPAGTH PI_POLICIES WITH STRENGTH OF THE PRESENT PI
ORIENTATION

Correlations of
"MPast" Constitu-
ents with Present

PI

1, Commitment to recruiting creative persons at

gven junior management levels $O 0%
2. Commitment to innovation, experimentztion, new .

technigues in svery area of managemant o 415
3. Commitment to go in for high potential venturas

gven if they are highly risky 3G T
4, Lommitment to the organization marketing novel

products {services . eoB%F

5. Commitment to offering high guality premium price
products/services (versus to offering standard _
quality, popularly priced products or services) L 38F

6. Commitment to going in for latest technology and
gguipment (vesrsus considerable conservatism in "
choice of plant and technology) S

7. Commitment to pioneering technologically sophisti-
cated products/services (vsorsus zvoidance of pio-

neering) . 30%
8. Commitment to freely adapting to changing circum-

stances without reqard to traditions and time ho-

noured "management principles"™ (versus holding

fast to traditions and fixed norms) I3

*  Significant at p* .05 (two tails)
** Sjgnificant at p< .01 {tuo tails)



TABLE 5
EXPLANATCRY POWER UF VARIOUS GROUPS OF VARIABLES VIS-A-VIS PI MJOGE

OF MANAGEMENT

Presumed Generative Variables

1.

Ten scales of "past® psrceived
extarnal environment uf the
organization

t£leven sczles of Wpast" top mana-—
gement goals for the prganiza-
tion

Ten scales of Mpast® top manags-
ment policies

Eight "past" policies constitu-
ting the measure of PI

Tuenty~four %past" environments,
goals, policiss, and constituan-

ts of PI that are significantly
correlated with "present" PI

%  Significant at the .025 level

*% Significant at the 061 lsvel

Dependent
Jariable

"Orasent®
PI

"Drasegnt®
PI

"pPresent?
PI

"Prosent"
Pl

"Prgsent®
PI

2.56%

2,62%

6.34-““"‘

B, 66%~

7.78%%

Y3

42

.37

. 69
.66

«89

Adj.R

24

22

.57

o7

.78
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