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HE CREMISTRY UF EFFECTIVE MANAGEMENT

Pradip N. Khandwalla#

Menageriasl Philsgophy

Mach ink Las been spilled on msenagement philosophy. The subject is
obviougly important. Menagement philosophy affects decigiong theat

get made in organizations. It affects the way resources zre allocated,
the strategy of the orgenizstion for growth =nd survival, end the
structupecof the orgonization. By management philosophy I mean ths
values and beliefs of the top menagsment tbout what is "go>d" mansgemert.

Management writers hazve discussed numerous aspects of management philosonhy.
The voterieg of humésne manogement have distinguished betwcen two sharply
differing management philogophieg. On-. the one side the presumption

is thet employees arc greedy, lezy, c¢nd passive, and respond only to

force and materi=l incentives. Tight contrel, close supervision, producti-
vity based remunération are the nsturel corollaries of this view. The
monagement »f man is by carrots and sticks. On the other side, the
presumption is thet man is creative.ond eupable of self-vegulotion. The
presumption elgso is thrt mean has a powerful social conscience, thet is,
normally he is stronzly influenced by the group or groups in which he is

» membar tnd likes to work for the godd of the group(s). Pcrteipstive
decision muking, supportive relationships, enriched ond stimultting jobs,
decentrslization of zuthority z-c the natural coroll-ries of this view of
nun. Managsment is through the sharing of power. Some control over
decision making is s~erificed by mrnogement. But grecter commitment is
secured to whutever decisions sre collectively tcken.t

Dther writers huve dzscribed - process of mansgericl decision making that
is comprehensive, based on thorough rcscorch, #snd full investigetion of all
the evcilabl: 2ltornotives and their congeouences. Environmental
conditions ar: forucest for inte “he futurc. Organizitional moves are
plenred f-r in =2dvance., Much technically troinsd staff is employed to
foeilitots all those. Menagenent is viewed @s o professinnel snd
scientific activity. These writers hav. contrast:d this type of
managemert with on: th't is sect-of-the psnts. In the latter, the
orguhizatisn ragponds to contingencivs us thoy Jrise and little attempt is
made to erticiputs ~rxd prepi o Tor them. Judgment, experience, and

rulss of thumb are pressed into service in mesting contingencies rathor
than ths osinisn of rcademiczlly truined experts. Menagement is viewed

ag on art ruthor than as o sci-ncg, and like all urts, block and white,
it, too, is judged @s mysterious.

Another group of writers heve described entrepreneuirzl values. These ore
characterised by bdld, risky, even revolutionary decision moking. The
‘nterprencur is driven by the vision of repid growth ¢nd empire building.
His spirit of indopcndence mokes him ¢ maverick. He prefers beating down
his rivals ©3 co-oporation or collusion with them. 4nd he is attuned to
innovation ond chenge rother thun to resting on past lourels.3  These

* Visiting Profescor “of Orgsnizctional Design, Indian Institute of
Mannzemant Ahw dcbed cnd dssociato Professor, MeGill University
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veluezs may be contrasted with conservetive values. GCongervatism is an
ideology of stebility and slow evolution:cry change in the stotus guo.
Caution ig highly prized. S zre traditions and true and tried
management principles and nractices.

Still another group of writers hi7e described a philospphy that extols
sdministrative flexibility, organic, informal relationg, and fres flow of
communic#tions between the various levels ond functional aress of an
organiz tion. Managars feel auite comfortable with the idea that the
most knowledgeable or thc ablest in 2 given problem situction exercisas
the greategt influence in thot situation regsrdless of hisg position in the
organizeational hierarchy. In research laboretories =nd hospitals in which
minegenent subscribes to this philosophy, no one bats 2n eye if ths junior
most professional corrscts the senior most in technicel matters. This
contrasts with @ philosophy that exelts highly structured, well-definsd
jobs, reporting relationships, “uthority, respongibility &nd chan els >f
communication. ThHig lotter is the philosophy of formalization most
characteristic of bureaucracies. The vzlueg of order, structure,

clarity, hicrarchy, and the primacy of meking and observing regulations
zre the linch ping of this philosophy.4 _

These various writings on mansgement philosophy, suggest that the
principal underlying dimensicns of management philosophy cre risk-

teking, technocracy, participation, structuring of activities, @nd
coercion. That ig t> say, if we btuke the opmosite poles of these
dimensiong, management philosophy mey be snid to be risk-taking or
conservative; technocr-itic »r scet-of-the-punts; participa§ive or nmon-
participetive; structuring of activities orisnted or orgonic; engd cosreive
or non-coercive.

Figurc 1 shows the five dimensions graphicolly. It shows the profiles
of the manegement philssoohy of tho organizationsz of a bakery m?rked
by crosses, tnd of an glectronic firm morked by circles. From Figure 1,
it ig closr thet the beakery's top monagament is conservative; belleYes .
in gaute f-the-pants methods; does not believe in par?ic1pat1v§ magﬂgament,
believes ir structuring of activities, ote; und in.belng coercive 1?
getting its goals accomplished; The electr?nic.flrm's.tOp menagemcnt

is just thc opposite. It believes strongly in rlsk.taklng, tech§acracy,
and purticipution, and it has low f»ith in structuring and coercl?n.



FIGURE 1
DIMENSIONS OF TOP MANAGEMENT PHILOSOPHY

Low 3z RISK TAKING o . HIGH

Cautiong, congervztive, 4ggressive, risk teking,
risk aversive orientation innovational orientation
LOW % TECHNOCRACY o  HIGH

Seat-of-thc-pants oriente- ' Emphasis in formal long-
tion; "s bird in the range planning, on v rious
hand is worth two ir the management science techni-
bugh"; "menagement is an , ' ques swh as operations:
art, not a science"; reseérch

belief irn intuition

ww . X PARTICIPATION o . HIGH
- ) .
Little faith in ®groun Belief that by instituting
think®" or institutiona- participutive monagemant
lized perticipative end human relations prac&icas
marnagement and human tices high levekp of moti-
relations - vation ~nd codlasboration
‘ can be secured
Loy | o STRUCTURING X QKHIGH
Belief in unrestrict.d Belief that roles, relation-
eommunications, informal. ships, procedures, tnd acti-
redations, situational . vities should bz formalized;
landership (orgrnic ' the orgunizwutions should be
munsgemant) o smoothly functioning
machine (mechanistic mancge-
nent) -
Loy > COERCION x - HIGH

© Authoritsrian valuss;
belief in the efficéeycof:”
the use of force

dnti-authoritarian vilness
Reoepcion cin saACUDS COMm-

pliscnce but not commitmont®
|

The orogses indicats the top mensgement orientotion of @ bakery. The eircles
indic=t> ths orisntztisn of on electronics firm.
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Manegerial Origntrtiong and Opganizetional Performance

4 -semple of 82 (2nadien Corporstisns was utilized to ossess the effoctive—
ness of the varisus dimensions of manogement philosaophy. The data were
githerad fron their senior execvtives through a carefully pre-tested
guestionnrire.” The resultsare shown in Teble 1. The corporstisns were,
for the most part, compcnies whose shares were list~d on CBnadisn stock
éxchanges. The aversge size: of these compenies wus over 100 dollars
million in annuel scles/revenues. About two-thirds were manuf.‘cturing

firms and about & third were prodders of services, like banks, merchandising
companiss, trusts, ¢nd utilities. The st¢mp3e was divided into twd roughly
equal groups: a group of 44 "high performers® (54%) 2nd a group of 38 "low
performers" (46%). The group of high performers did much better then the
group of low performers on objective criteria 5f long-term profitubility,
stebility of profits, and the growth rate of sales/revenues.’ Furthermore,
their senior executives judged their performance as gener2lly better than
and at le.st as good ag that of their industry rivals on the critsries of
profit:bility, growth rate, liouidity, public image, =nd internal'morele.
The low perform:rg not only parformed worse than the high perfirmance -
group on objective criteria, their senior executives judged their (that is,
low nerformers") nerformance s generally lower then thet of their rivals
znd at most only as good as the average for their industries. For ecch
m&nagerial orientction, the percentage of fims clagsified 2s "high performers!
wads taken ag the mefsure of its effectiveness or success rate. .

Some conclusisong emerge from Table 1. The risk-taking, non-coerciws, parti-
ciputive, and the technocratic sre the relotively more effective orientotions.
The seat->f-the-pants is a relutively ineffeetive orisentution. The conser-
vitive, orgunic, mechonistic, non-pcrticipautive, ond coercive are cbout
sverage.8 The dete do confirm some common perceptions. The technocratic,
long-range -lanning orisntition is subgbantiully more effective than the
seat-of-the-nonte orientstion. Similarly, the non-coercive, the purticipa-
tive, and th: risk-teking are noticezbly more effsctive then the_coercive,
the non-particinsztive, end the conservative orientatisns respectively.

There is not much of a difference between the mechonistic orient:tion '
cheractaristic of buresueracies vnd the organic orientstion charmoteristlc
of young orguniz:tions or orgenizstions having to cope with a gresat deal

of techniczl or murket chinge.



TABLE 1
TOP MuNaGE} ORIENT.TIONS #ND PERCENTALGE OF
HIGH PERFORMERS
Succesg Rte
Rigk taking, azgressive, innovstion oriented 72%
Congervativs 554
Technocratié, long-term planning orientad ‘ 64%
Ssat-of-the=-mants judgments oriented ‘ , 38%'
particizative, humsne relvtions oriented 70%
Non-porbicipitive ‘ 50%
Oriented to gtructuring of activities, mechanistic 46%
Organic, irformel, flexible » 54%
Coercive, authorit:rian - 48%
Non-coerciva © 718

‘The success rate of ~och orient:tion is the percentage of firms using
that orisnt. tion thot is clossified :s "high performers."  Fifty-four
ner cent Jf the 82 firms in the sumple were classified as high nerfor-
mers. This -verull success rate is therefore the'benchmark for ~ssess-
ing the offectivensss of auch orientotivn.



ORIENTATIONS

Combination Number of Success rates Success reat
firms of the combi- of the comb
using the ning orienta- nation
combination tions

High Performance Combinations

Risk Taking 2nd Coercive 8 72% 48% 100%

Risk Taking and Organic 1 72% 54% 82%

Conservative &nd Participative 11 55% 70% 823

Non-Participotive, Orgenic,

énd Risk Taking 5 50% 543% R% 807

Conservative end Technocratic 551 647 783

Technocratic and Participative 18 647 T0% 783

Seat-of-the-pants and Risk ,

Teking 4 381 TR% 754
Mechanistic and Conservativs 10 46% 55% 604
Low Performance Combinations
Sest-of-the-pants and Coercive 6 384 487 0%
Congervative snd Coercive 7 55% 48% 0%
Risk Teking =nd Mechenistic 4 722 467 25%
Participative &nd Seat-of-the

pants 4 70% 387 25%
Conserv-tive and Organic 10 55% 54% 40%
Technocratic and Non-Purtici- .

potive 12 64%  S0% 424

Non-Coercive, Technocratic,

end Risk Taking 6 7172 647 TRA 507



But this is hardly the whole story. Table 2 shous scme combinatisng of
thege drientitions that yield signific:ntly bettar "guccess rates®
(perccnt ige of high performenc: firms) than their constitutent srienta-
tions. t lists some oth-r combinutiong that yicld significently worgs
Msuccess rites" than their constituent orisnt tions. The former we can
call positive syns»rgy combinatisne ("2 + 2 is greater thon 4m)s the

latter wo con cell negative synergy comhin tiong ("2 + 2 is less then 4n),

As an ex3mple of positive synergy, the success roteg of the rigk-teking

ind cyarcive orientutions sre respectively 727 tnd 487 (sce Teble 1).

But th2 success »fte of the combinction is 10070  4s =n axsmple of

Regetive gynergy, the success rates of ths sert-of-the-punts and the cosreive
-orientotions are respectively 3854 and 48%. But the success rite of the
combinotiim is zero! The same coercive orisntution gives vustly diffsrcnt
results denending upon its combining partnzr. The combinstisns shown in
Table 2 zre comp@unds rather than mers mixtures, "nd likc compounds

their properties cannot be o5sily inferred from thz propertiecs of their
congtitutents.

4s Teble 2 shows very clsarly, the so-called less effective orientotions —
sett-of=ths-psnts, conservative, non-participative, ongd coercive-—can yield
vory godd results when the chemistry is right. Conversely, the so-c2lled
more cffoctive orientstions—technocracy, risk-tcking, participation, and
nyn-grzreion—can yield very podr results when the chemistry is wrong.

Let us soe why tho results in Toble 2 2~ the way they ere. We noted
eerlier thet the risk teking ond coercive orientetions in combination

" yield u very high success rute. Now, a risk tcaking philosophy tends to

be a@gsocinted with mantuzoments thet ore opercting in highly uncertiin,
dynamic, turbulent énvirorments.? In such =n environment, there arve plenty
8¢ threats, but alss plsnty of opportunities (if the management tctively
1ookg ©or them). Because the enviroment is turbulent, ond because the
manugement is prone to o in for innov:itions und take risky decisions, the
srgenization mist continually udapt quickly to changing circumstances end
strotegice. Should employnes resist this puce of adoptotion, the use of
force by ucnagement to secure the.r complirnce makse sense. The circum-
stances coiso werrent a greot dzul of administretive flexibillity end g2od
gsoat-of-the-pents decision m2king. Decisions are teken in an otmosphere 2T
uncertuinty before tho full facte ors known or con be known. To respsnd
effoctively to tho evolving situstisn, the administrotivae structure must ?o
highly orgrnic or flexible, ond menagement must be ceoable of toking intui-
tively right decisiong using sest=of-tho~punts methods. Thug it is thut
combin' tisns of risk tiking ond cocrcion, risk tcking and orgaéic
mennzemsnt, tnd risk toking wnd seft-sf-the-pents decision pgklng are s> ‘
of foctive., For the sims re' sons the combinatisn of risk tiking &n? a burgeu=
eratic, mochinistic oricnttion is quite ineffactive: so also, rel:stively
spuoking, the combinstion of risk trkings with 2 technocer-tic cnd o non-

‘eoercive yriontrtion.,
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Tne consarvetive responsc is merited in ¢ rel:tively stoble business
envirommznt. When the pace of tzchnicil an? market chongz is not

furious, therz is no compulsion for tnking risky decisiong for fear of
being ¢ wught with »ne'sypants down. One cun afford to wait and watch

and seperaote the groin from the chaff of possibiliticss, to wait till the
~zally »r fitable opportunitics urmistikeably reveal themselves. The nace
of change is slow ‘nd s> the orgenizution cun afford porticipotive manage-
ment nd group decision meking. Indeed, participative decision making
permits all angles to bz tiken into account. Besides, there is time to
gathcr accurate and detailed irnformation sbout future events, and so long-
term forcc.sting, planning, sophisticuted market research and the like a-e
feasible. If the enviromment is not only relatively stable but also quite
complex, merked by mony constraints znd technicel details thet must be toke
into account in decision making, thes impersztive for technocracy is strength
Thus, consaervetism combined with participotion and technocrecy is quite
effective. On the other hand, when thz pace of change is slow, there is
littls need for cosrcion. There is time enough to evolve sound procedures -
and rulcs for golving problezms cnd resolving conflicts. The use of force
is likaly to be viewed es erbitrary and illegitimate and is thercfore likel
to be resistud. Thus, conservetism @md coercion are perticulerly bad
bed-fellowsy g0 to allesser extent &re conscrvatism and an overly loose,
organic management.

The technoeratic mode is perticularly suited to a complex environment.r
When th: informstion thut must be gathered to make decisions is technically
or otherwise ouite complex, an ermy »>f experts (staetisticiang, economists, |
fsorsc.gters, plenners, market rescarchers, and the like) is needed for :
the purpose. The use of so many experts inevitebly gives rise to conflicts
between line »nd stuff ond indeed between various staff groups — unless
the organizmticral climate is unusually collabor:tive and people feel that
they are being consulted in decisions. Thus, the technoeratic orienttion
combincs cffectively with a participativenorisntation and ineffectively wit
a -non-oparticipative mode. The sest-of-the-pants mode is the opposite of
the technoerctic mode. It makes good sense in a relatively non=-comp lex
environmert. Sine line-gtaff and staff-gtaff conflicts are likely to be
mited (due to the steoff being in & very subordinate sosition to line), it
is cnough thet manogement is mon-coercive end is not seen 2s harsh gnd
arbitrary. Pcrticipative manezement, which, to be wuccessful, reguires
very largs investment in training suparvisors and in the development of
human resources, is not needed and indeedmdy slow down needlessly Fhe
sracess of decision moking. Thus, seat-of-the-pants 8nd non-coercidn fon?
an sffective combinution; scat-of-the-pants and oarticiration an ineffeoctlv
one, £nd so also secat-of -the-pants and coercion.

a

Thore 2rs soverel interesting implications of these results for the
desizn >f orgunizetions end for managenent training. These are worth

exploring.

Imnlications for the Design of Orgnnizstions

rial beliefs ere éxtremely immortent in the
rming orgenizations. This is sO becésusc
gerial actions that shape the

It is obvioue thot mangge
design of effectively perfd
maenagerizl beliefs tronglate into> mena
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structur: and functioning of orsanizustisns. Our dats show th.t while
Mpogregsive® munog- ricl beliefs, ex=mplified by technoer.tic and purti-
ciputive orientrtions urc, gencrally sporking, "good", thoy ore nst only
a5t universally so, but in wrong combin-~ti~ns can substuntially reduce
orgenizationtl performunce. The sevrch for the right combinstion of
managerial veluce is the stratecic essencs »f organizatiosnal planning.

Managemsnis are not plastic blobs thut can be molded at will. Their
ingrzined beliefs @re generally stronzly registent o major chonres.

But if the ineffectiveness of their beliefs fs demiistrrted, they may be
amenable to relstively modest changes. The dota sugzest that this is
eminently possible. Consider, for exemole, the gensrelly ineffective
gseat-of-tha-ponts orientetion, This is extremely common, both in the
government=l tnd the privote sector. It is A4ifficult, perhaps impossible,
to change the segt-of-the-pants oricentrtion relatively quickly to ¢ full-
fledgcd technoeretic, long-range pléanning orisntation, for it involves

t0> drastic a reseducation of mznagers. But the performance of geat-of=-
the-sants tynes of orgonizstions can be very substantially improved by
incrassing the rigk-taking proclivity of managsment. Similsrly, eonsider
eonsarvatism, cnother very common »rientetion. It is very Aifficult to
turn consarvetive managers who have lived 2ll their 1life by pleying safs
to become nll of & sudden swash-buckling -ntreprensurial types. For them,
the redemption lies in incorporeting strongly technocratic, particinative
asmd mechonistic orientations into the bogic ceons:rvative srientatisn.

c
Aod
S
s}

85, tha process of orgeanizational desiin “nd development becomes one >T
eonsoliduting £nd building on the most strongly ingpained current mana-
seril oricntetion. Figure 2 shows the possible lines of devecloomsnt,
starting with the “resently most strongly hnld managcrial valueg. Gone-

tragt this with much of contemnorory menggemsnt writing. Writers on

slanning strongly edvacate values supporting technocrecy ond planning,
jmplicitly or explicitly regnriing osthor managerial orientatisng as "pdort.
writers on human reletions gimilarly exolt purticipative vilues, &nd

congider non-narticipztive and coercive orisntations as “counter-productive.™
Ypiters of thc older schosl gsee grest virtue 'in structuring of ~ctivitizs,
roles, an’ reletisnshins, nnd conuider designs that .mphasize loosencss,
informality, flexible Aefinitisn of roles =nd reletionshins as "bad".

Those are ths manotarinl utonitns. Tneoy have & one dimensional

eoncontion of tgood® wanagoment, Qdur del show how ill-founded thelr
agsurmtions fro. .Insteud of s#ying that only -me monagerial shilosoohy
works; we are saying thot vny of saverdd ~hilosonhies eon be made to work
inecludinz thosc considered "poor management" by these u

tooisns, when

combinec? propeorly with certain other v-lue inzrediehts #nd trangls ted

effectively into menag-ment oractics.
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FIGURE 2

"OPTIMAL* LINES OF MANAGERIAL DEVELOPMENT

Gurrently Most Strongily
Ingrained Managerial
Orientation Lines of Development

. Flexibility, organic values; greater
. informality; more situetinnal leadarghing
- frec flow of information

: A frcer znd more effectivs uge of exe acutive
e now~r

Risk teking =——— e ——preyleitiog of intuitive, good
) S B Seat-of -ths-nents decision meking; search

~

for sound rules of thumb

Reductisn of institutionslized perticipsa-
tion 2nd simultanesusly &n inereage in
orgonic values ‘

;«Technocracy'and formal long term planning

. . Participstion, human relations, organiz:tion
Conservatigm-=" " Cevelopment
‘structuring, mechanigtic values; mor: cere=-
ful structuring of orgrnlzstlonal roles, ]
relationships, activities, @nd procedures

-~Perticipation, human relations, 0.D.

——
- ~

Tecznﬁcracy«”f'—"~—-Jﬂ--* Jongervatism, cautious assessment of thrsets
and opportunities, safe investments

+ _.Grecter risk teking and propensity to innovet

—

Seat-of-the-pants.-~ 7 = poguetion of coercive, suthoritarisn orien-
tztion; avnidrnce of arbitrary, hursh
zetion

(‘1

5 Technoecracy -and planning

Participation»”fj'm"y%' .
- Congarvetism



Antiegarticipati-n - -

Organic-- - - - -

Mechmistic e e e = e em

Coércive e et o = o

" Non-coercive ——- - .-

Rigk taking ond organic, flexibility
sriented v.luesg

Risk tzking, a morec innovetive orientotion

Rigk taking ani avoidonce of institutionae
lized narticinotion

Conservatigm in decisisn making
Risk toking and grszater innovation

Good sett-of-the-pints, intutive iacision
making
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Implicationg for Management Education .

If we exemine the curriculum and emphasis of the world!'s lesding business
schools, we are likely to find a rather strong commitment to "modern®
"professic 1al;" science-bagsed manzyement. The contents hesvily emnhaéiZe tr
contributisns of the management and the behavioral sciences. Cour%es

on operations resegrch, planning, orgenizational bshavior, managerial
economics and the like strongly indoctrinste thestudent into the belief
that technocratic eénd the pzrticipative orientations are %good®, and the
seat-or-ths-pants and coercive orientctions are "bad®., We have seen,
however, that this is only half the truth. Risk taking as well es
conservatism, snd indeed coercive and &lso seat-of-the-pants orientetions
can yield comp:reblz or cven better results in propor combinations.

At thz very lsost, students should be exposcd to a less-one-sided set of
managerial volues. There is, of course, @n underst:ndable tendency for
the Ph.D instructors in management to stress the quantifieble, the
measuraeble, and the "rational® to their charges, &nd not heving for the
most pert to contend with the rough snd tumble of the real life organiza-
tional world, to decry the intuitive and the nualitative. A more sensibls
mix of fomzl training -nd real world experience in the faculty is surely
called for.

More specifictlly, it would be desirable to modify & curriculum thet only
or mainly emphesizes the ideology &nd techniques of modern professional
neAnagement to one thet equally emphesizes entrepreneurisl velues. Through
training and sxperimentel pedogogy, it shonld inculcete in the students a
more achievement seeking, risk trking, aggressive, competitive orientation.
The ability t> Ascess risks and opportunities quickly by using "ouick and
dirty"® methods rother than after detailed enalyses by experts should be
inculented. Tho zbility to tolerate ambiguity snd take decisions on the
basis of incomplete information should be strengthened. In addition, the
student should be troined in the offective use of power. The ability to
build co: .itions to support one's ideas, the @bility to play politics,

and the obility to decide when to use power &nd whei not to should be
erucisl olcments of this curriculum. In «ddition, the student should be
trained in running en organic rather than a mechanigtic organization. It
should be strcssed thot #clear® definitions of the suthority and )
responsibility of mencgers 1s not always useful, crossing.of hierearchical
or departmental boundsries is often necesséry, authority in problem
situations sught to be wielded not by the formally responsible executives
but by these thet heve the requisite expertise. Finally, the technology
of brainstorming, innov:tion menagement, and intuitive ju@gment.should b2
heevily emphusized.’ The possibilitles offered by meditat%on, biofeesdback
machines, even drugs, in incre.sing ereotivity #nd intuttion should be

explored.
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This does not msan that cur budding entreprcneurs should be denied

exposire Lo marketing techninues, produfisn marsgement, finance, otc.

They should gst the core of modern busincss cduestisn but witho&t the
hidden messoge thet menagerial professioneliesn is the only"right"
manggement. Ihcy should be told that it is gond to be familiar with these
technioues, but thet they are not indispensable nor juniverselly applieabla.
The esscn-c of 255d wan&gement is not an indiscrimirite uge of thsse
techrinu:s n> mutter what the circumstances but a very discriminsting use
only when the cipcumstinces #o warrant., »

I am not suggesting the dbandomment of the professiscnal spproach. what I mm
suggesting is thet students be given exposure to both the professional ani

the entreprencurizl sporonches. They ought to learn the strengths snd limito-
tions of cuch epproach, ind more importunily, the circumstances in which

gach approzch mekes sengs. My resscrch suggests thet the professional maneze~
ment spprozch is eppropriate for large org@niz-tions, or organizetisng th-t
operate in gither very rostrictive or technologically sophisticated but
relatively stcblc enviromments. The antreprencurial approach works best in
younz, sgnell to medium sized organizitisns, or orgtnizations th:t operute

in dynamic or histiles enviromments thut urc, however, not very restrictive

or technslsgicnlly sophisticated.ll “So; both have their places. But

this implies thet the obility to "shift gears" auickly with changes in
circumstonces under which the orgenizutinn oporates, that is to sey, the
cbility to shift auickly from the centreprensurial to the professional apor>ach
and vice versa, vhen changin~ cirtcumsténces s> warrant, should be made

the essentisl output of business sducation.

Naturally, tho forecgoing impliecs some fundsmentsl changes in the business
schonl 25 on orgenizatisn, It implies o grezter weightagze given to
resourcefulness, crectivity, .cchisvement motivutinn, and flexibility in

the selecti-n of students and frcoculty. Today, the grestest weight tends to
be given to academic performance. If the intentisn is to turn out profes-
gsisnal buresucrats 2s well ag entrepreneurs, the hcavy emphesis on marks,
grade point uversges ond the like, is totally mispliced. Resedrch suggests
no correlatisn between croctivity and intelligenc.. sbove normel IQ. levels.1?
Since ext inctions tyovicslly meag re memory nd I1.Q., it is clear thut some
of the best cntreprencurial potentizl is shut out of the le.ding business
schools. It may seem fir-fetch:d, but if sntreprensurghip is given perity
with menaz:ricl professionalism, yozis, parapsychologists, and sociologists
of innovatiom mey soon rub elbows with econometricians, statisticians,
oper«tions resetrchers, wnd behavisral scientists in the corridors of

buginzss schools.
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FOOT MOTES

Rensis Likert, Douglas McGregor,. and Chris Argyiris are three
individuals who have made the sharpest distinctisn between
authoriturian and humens manazemcnt idologies. For & lucid
summar,” of their ideas sece Ben,omin Rush, Behavioral Sciences
Concootg and Menigement Applic.tion (New York: National
Industrial Confererce Bo&rd, 1969).

D. Braybridke and Charles Lindblom have shurply contrzsted the sest—of-
the-pants mode &nd the technoeratic, smalyticsl and comprehengive mode

of decision meking. See A gbrategy of Decigion (New Yorks Free Press,
1963).

Henry Mintzberg hes provided 2 fine fescription of the chtrenreneurial

mode of decision meking. See his "Strategy making in three modeg"

Californis Mangzement Review, Winter Issue, 1973.

Tom Burns and G.M. Stalker have provided an insightful description of
the contr:sting orginic and mechanistic stylss - See their Menagement of
Innovation (London: Tavistock Publications, 1961).

In reality, menegement values show a continuum. For example, some
managements or¢ very risk taking, some moderutely so, and others are
quite coingergetive. To simplify metters, however, we have considered
only the polar opposites. -

The~original sample consisted of 103 firms but 21 firms were eliminated
from consideration becruse they could not be clagsifi-A2 unambiguously
as high peorforming or low performing orginizetisns. The questionnaire
was completed =t the vice prosidential level »>r above end mosgt commonly
two res-ondents were secured from each firm. The questicnnaire wag
completed anonymously #nd returaed independently but the respondents were
selected by the chief sxecutive officer of the firm. The Questionnaire
was ore-tosted severol times with groups of executives. Sce Appendix
to the author's The Degizn of Organizztiong (New York: Hercourt Brace
Jovemovich, 1878) for detcils about the sample, the method by which
dats wer: zathers, and the questionnaire.

The profitability, stobility of profitability, and growth rate were
agsessed with rispect to the most recent 5-ycar neriod. The averegge
profitability of the high nerformers was 21.1% return on net worth
(bafore toxes); that of the low performers was 7.8%. The average rangess
of Srofitsbility were respectively 11.67 end 15.7A. The sveragze onmual
gr:bth ratzs of stles or revenues were respectively 19.4% and 7.0%.
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For detailg as to kow the varisus dimrnsicns of style were mazsured,

seee the Appendix te the author's The Dosion of Orsonizetion (Ibid).

“Por the oursoses of this articls, firms £ 1linz in the ton third of
the Aistribution of the risk trking dimengion were clagsifi:d eg
rEkgk.t-king; thosc in the bott~m third of the Aigtributinn were
labelled conservetive. Similarly, the tzchnoeratic firms wers thoge
thot scorsd in the tos third of the teochnocritic dimension (colled
"ontimizotion® dimension in the book), whil. tho e -zt—of-the-pants fims
were thosc th:t scored in the bottom third; the varticipative firmg

" geored in the top third of th: scores Sn participation while ths non-
participetive firms scorzd in th=z bottom third; the structuring
oriented firms scored in the to> third of the distribution »f gtructur-
ing and the »rganic firms scored in the bottom third; en? finally, the
coereive firms scored in thz ton third of the scores of the coereion
dimension while ths non-coercive firms scored in thebottom third of this
dimension. This procedure minimized the chance of mislabelling firms,
although it implied inevitably a furth:r sacfifice of data. The

Appendix to The Degign of Orgunizitions furnishes detcils about the

reliability and validity of these dimensisng. Both were satisfcoetory.

Such 8 tendency wes very marked in the author's study. Ses Chopter 11
of The Desicn of Orgonizationg, Ibid.

See Chooter 11, The Desien of Orgenizationg, Ibid.
1l soe Chooter 9, The Degizn of Orgoniz tisng, Ibid,

12 C -
Seze Frank Barron, Creative Person_.nd Greative Procegg (Ncw Yorkk Holt,

Rinehart ond Winston, Inc. 1969}, Chapter 4, for 2 fine dfscussion of
~:ativity ¢nd intelligence.
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