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ABSTRACT

The purpose of this thesis wr -_to investigate the
effective s;trategic options aVailable to professional
service orgtanizations in the fac;a of the challenging and
changing soutn African envi.zcnmenti.

Since theSE! organizations are viewed as integrated
archetypes of or(Janiza.tional form, strategy and the
personal Characteristics, p~rceptions and vnlues of their
top management, they were researched from this
perspective.

The professdons are also viewed as pro9re~sing along a
continuum c>f industrialhation, as theoretically defined I

and the prc;)gressof the organizations along this route
was examd.ned to establish their position as a predicttir
of possiblE~ future treno.s. 1.model of the effectiveness
of professlonal service organizations in the face of the
environmental challenges is also tested.

The research was conducted with the assistanoe of the
partners and clients of 56 prominent organizations from
six professions in south Africa, covering three diffe:t'ent
industrial sectors, the commercial sector, the building
and construction sector and the health care sector.

Theory indicated cert.;tinpossd-ble adaptive options
aVailable to organizations in general, but due to the
lack of speCific theoretically researched models for
professional organizations, an inductive approach was
taken to the research problem" In this way, the research
findings would dictate the aventrual; correspondence to the
theory. Multiple operationalil~m was used as a
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research approach in d:tfferent stages of the research
process, DS was triangulation of resear~h methods to
arrive at the research results.

The findings indicate that there are five groups ot
professional organizations rep~esenting different
cc:mfigu:r.ationsof adaptiatzlonto the South African
environmental circumstances. Using the model developed
ill the research to measure organizational effectiveness,
it was found that three of these groups appear to be
effecti ve, while the other two are less effective.. Some
of the attribut.es of these five groups were contingent
on the type of industry and the type of profession. The
profiles of the partners provided a particularly fertile
area of theory development and a number' of proposit.ions
were gener~ted which can be tested in future research.

It was concluded that an integrated ·typology Of five
groups of strategy I organization and the profile of the
top management team did exist and that three of the
options proved to pe more effective that the other two.
Further guidelines for the management of professional
orgal:lizations, included the axami.natii.onof the
consequences of co-operati va strategies I 'particularly in
the light of a possible increase in consolidation within
the industries, are given.
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Chapter 1 Introduction

IN'l'RObt:rC'l'J:ON

1.1 Problem definition

Professional service organizations are facing oertain
issues in the 1990S whi~h neoessitate changes in thei~
tradit.ional frameworks and "modus opet'and.:l.."'l'hese
issues include soniological changes I economic factor's,
political factors, the impact of technology and
inoreasing competition from non-professional firms.
Professional service firms previously reli~d on doing
more of what they did well in order to operate
prof! tably I (l,ndtraditionally found "oommercialism" to
be abhorrent and contrary to the professional ethic.
Now, how~ver, a new paradigm is required which will
allow the professional service firm to survive and
prosper in these changing and challenging business
condl tions, while ~e'l:aininc;and accom:lllodatingthe sp:Lcit
and ethic of professional:{.sm.

Along with and probably as a ~onsequence of th~se
oontextual forces, the professi.ons show signs of
reaching a mature stage of their evolution, such as
declining profits, increased comp~tition and consequent
increased marketing activity. professional firms have
traditionally not found it necessary to reoeive formal
training in the principles of bUsiness management, Sil'lCe
the buoyant eoonomic conditions and protect.ion pro'!'i.ded
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by the mo~opolistic struoture and ethical constraints of
profess:tons ensured a secure framework fl·om which to
operate so that an acceptable standard of living was
assured. However, the dichotomy whioh exists between the
ethioal ideals whioh form the struotural framework of
the professions and the need to become more overtly
competitive adds to the already uncertain environment.

~rofessional servico organiZations have unique
characte~istics which differentiate them from
industrial, manufacturing or even oonsumer service
org3nizations. Although various strategic typologies
!;lavebeen resea!:bhed which are applioable to industrial
and other servioe organizations (Milers and Snow, 1~78;
port'9r, 1980; l-1illerand Friesen, 19771 etc.), these
characteristics may cha:tigethe nature of the
professional set'vioe or9ani2:ation to the extent that
these typologies need not necessarily apply. The problem
is further compounded by the dearth of published
reSearoh information on professional :eirn\s.This is no
doubt due to the diffioulties of 9dning suffioi<ilnt
information on organizations which deal with sendtive
and confidenda.l matters, thUS preventing the drawing of
any substantive conclusions. This, therefore, :l!t.trthe:t
confil~ms the complexity of thlilresearch task.. ro:::,
instal~ce, the definition and consequent estimation of
the nISUOC~SS" of a professional firm is notoriously
difficult to establish, and since it is necessary to
confirx(\tht9 success Of the strategic types, once
identified, this then becomes part of the problem.

1.2 Objectives Of the rese~rch

The l:Jod~tof knowledge about industrial organizational
behaV.iour is continually growing. conceptual and
empirical literature h6S covered such a~~as as
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structure I. strategy I cul tuX'(:»I the interface between
or~Tanizations and their enviromnents and aspecbs of the
dominant coalitions who make decisions which in:f.'lu-ance
the subsequent behaviour and adaptatiol"l ot the
organizations.

Va:r:ious researchers have arriyed at configurations of
organizations based on how organizations adapt within
the constraints of certain environmental conddtions I as
cescr!b(> 1 above, and ar:dved at typologies of strategic
yp~'$, bi"\sed.on the effective postur.tng of l::te
c'zoganization within certain markets. Adaptation is also
i'rlfhl~.mced by an organiZation's inter-dependencies with
othel1.'or9'anizatiot:~ competing within the same
~nv:i..l..·onment•

Research iril this area has once again been Hm:t ted to
illc1u..:;r:.ria:l.organizations about whi::h information is more
readily aVEllilable and no findings specific to
profeSSional organizations have been pubJ.ished.

The above mentioned f lotors are SOllieof those which
contribute to the effectiveness of organizational
adaptation. The determination Of organizational
effectiveness is a subjeot of debate and remaj.rls an
aspect of organizational behaviour on whioh consensus
has not been reached. However, the measurement of the
effeotiveness of professional service organizations is
partiCUlarly d.ifficult due to the laclt of infOl:'matiOl'1on
this type of organization.

Since the professions are being subjeoted to fundamental
change as a consequence of the environmental pressures
described above I it is postulated tl1at they are
undergoing a process of indust:l:'ialization during wh.ich
certain attributes and orientations beoom~more
prominent.
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As a cons~quence of the above related problems facing
professional service organizations I and the dearth of
l::'esearchon this type of organization, the following
research objectives were developed. The first objective
was to attempt to arrive at a typol.ogy of professional
service orga:dzations, which is a holistic, integrated
set of att:':'ibutesr describing what the ot'gan1ze:l:.ion
consists ot in te:r.'msof its form t j.ts strategic posture
in the enviro.'mEantin which it operates, and the profile
of the top mana~ement team who determin~ its strategy.
Secondly, the rese~rch will attempt to arrive at a
mlilthodOf determirdng how effectively each of the above
integrated ty~es of professional organization has
adapted T~ the environmental circumstances.

1.3 The research methodology

Powell (198'7)has descrt.bed markets and formal
organizations as the two pillars all which much of
oontemporary business-oriented social science rests, and
the two alternative mechanisms for the allocation and
oontl:'olOf resouroes. carroll ('.987) has similarly
distinguished between approaohes to strategy researdh,
describing them as economic approaches, sUCh as that by
Porter (1980), Which cl"mcern themselves with the
effioient posture of a firm in the face of a given
struo·ture of competition, and organizational. approaches
whioh rely on institutional and orqanhat.i,onal
behavioural observations. Thel3e are the two of the
researoh approaches whioh are integral J in this
research through the propositions later dev~loped to
encompass both econcmi.o and organi:l:ationalaspects and
interplay betWeen the two approd,cb.es.

DUe to the unique people"'inte:nsivenatUre of
professional firms, a third aspect, that of the "upper
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echelons"" or characteri,;tics of the partners of the
firm, needs to be inclut'ed. This triad of aspect,;
therefore characterizes the research approach, and
encompasses the integration of markets, organizations
and management of these firms.

Use is made of multiple operationalism, as proposed by
Penzin (1970) 1 Harrigan (1983) and .lick (1979) I Whereby
a number of research stages is used to arrive
incrementally at, and confirm, the findings~ and of
triangulation (Penzin, 1970), whereby quantitative and
qualitative data are USed in complementary fashion. The
data is collected through the measuring instruments
developed; is then purified, analysed and presented for
discussion; and is considered in concurrence with the
fine-grained, case study material obtained through the
extensive interviews. The professional organizations
are, therefore, stUdied from a nu~ber of perspectives,
both from within and from various sourceS outside the
firms.

1.4 Relev8noe of the researCh

Most research in the area of management has been
undertaken for the needs of industrial organizations or
consumer service organizations. since professional
service organizations manifest the conflUence of two
major World-wide trends, namely, the move towards
Set'vice industries and the move towards knowledge
technologies, the research undert'.akenherlato/illbe of
considerable relevance in the oontribution it makes to
the body of knOWledge of this type of organization.

Although the move towards the "post...industrialil economy
experiel'lCedin the USA may be somewhat dolayed in south
~friea, where industrialization is still taking plaoe,
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professio~al service organizations represent this
upos'c-indus't:t'ial"concept. In any event one may
anticipate a growth in this trend. Wilson (1984) has
stated, "Perhaps the extent and speed of change will not
be as great as some observers have forecast, but in any
event, preparing for alternative scenarios is the only
prudent COUrSe for anyone with a concern for the
future." This research is, thus, likely to be of both
.:cademic and practical importance from the following
points of view.

Firstly, it wakes a contribution to the thin body 6£

academic knowledge of.professional sp.J:vice
organizations, this form of organization not having been
the object Of much research of this nature.

Secondly, it serves as a gU:'le to professional service
organizations in identifying which strategies appear to
be present i1'1 their par't:icularprofession, and t'1hichof
these appear to be most effective. In the light of the
increasingly turbulent environmental cot'lttitions under
which South African ~irms operate, this could provide a
very useful fralnework within \llhichto operate.

Thirdly, the research results could act as a predictive
model for professional organizations in aligning the
profiles of the partners who constitute the top
management team witt their organizational forms and with
the desired strategic types, and could suggest the
promotion or development of certain partners for certain
strategic objectives. Firms contemplating mergers or
other co....operati ve strategies may exami.ne the values of
likely firms for such joint association for
compatibility.
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Fourth.ly,,the research attempts to arrive at a method
for determining the efffi!ctivenessof prOfessional
service organiZations, and in this way makes a
contribution to the greater understanding of
professional organizations.

Fifthly, since some of the professions studied are
involved in defending basic human rights, and others in
aspects of socio-economic development or institution~l
advancement, any developments .inthese areas are of
importance to the enhancement of the social fabric, no
matter what the futUre political developments may be in
south Africa.

1.5 Key assumptions ~nd limitations of the research

since the scale of economic activity in South Africa is
relatively smallf the number of professional service
organizations of any size is J.imited. In dew Of the
unavoidable limitations of the participatlin and likely
response rate, the research is, therefore, of necessity
exploratory in nature, and 1;hus certain assumptions will
have to be made in interpreting the resUlts. The
assumptions may be outlined as follows.

Firstly, it is assumed that the six prOfessions Chosen
for the research, i.e. architecture, quantity su:!:'veying,
consul ting engineering, accounting, law and medicj.her

are sufficiently diverse in relevant respects to be
representative of all the professions and that validity
of the tindingR is externally justified.

Secondly, since the professional serv.i.ceorq5nizations
operate on the basis of trust and confidenoe, th~
research is dependent upon ·the amount of trust buH t up
by the researoher and the oonsequent degree of
confidential information Which is shared.
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Thirdly, ~he assumption is made that the identities of
the organi3ations, their top managements and thelr
associated strategies, are reasonably constant and
stable over the period during which data wer.e gathered
(Mintzberg, 1979 (ii)).

Fourthly, the assumption is made that geogra.phic
variations ih perceptions will not contribute
significantly to t:llebasic identities of the
o:t'ganizationst so that the linlitation of the research to
a sample of professional service organizations centred
in the economically concentrated area of the Pretoria,
witwatersrand and Vaal triangle area of South Africa
will not prejudice the results being construed more
widely.

1.6 out.line of chapters

Chapter 2 gives an historical and sociological
background of the professions and the process of
professionalization. The economic justification for
self-regulation and the consequent, traditionally
monopolistic form of competition of the professions are
also discussed. The environmental changes whi~h have had
an impaot on the professj.ons and resulted in the need
for more overtly competitive behaviour are outlined,
leading up to a statement of the oonsequent research
p:r:oblem.

Chapter 3 is devoted to the cor:tributions made by
various strands of theory to the research problem.
Firstly, th.e concept.a of orga,nizationa1 archetypes and
strategic typologJLes are d:t.sClussed,and oOl'lt~ributions
from previous resoarch in thelse areas are critically
examined.
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organizat~on theory is then discussed, and the
differences between industrial organizations, service
organizations and professional organizations are
highlighted. The topic of organizational strategy and
the various streams of research in this area which
contribute to the development of the model, are
reviewed. The theoretical background on organizations is
ful."").erextended to elaborate on the interface between
orgo.nizations and environment, which is critical for
professional organizations.

The relationship of the top management team and their
characteristics, inclt.,dingtheir values: and perceptions,
to the organizations and to their role in.the ~oncept of
strat~gic choice in particular is discussed.

A consideration (:;,f organizational effectiveness and the
various theories regarding this concept conclude the
theoretical inputs of this Chapter.

The chapter ends with the development ~~ an integrated
model of a professional organization, its s~rategy and
its top management, and with statements of certain
general expectations which flow inductively from the
moelel.

In Chapter 4, the research approach, conceptual design!
contingencies and sampling techniques are elaborat~~,
followed by a description of the research process,
including the development and testing of the research
instruments and the statistical techniques uSed.,

Chapter 5 presents the result.s of the t;lrimarydata
reduction analysis of the questionnaires. This
constitutes the first level of analysis procee;s and tile
results are presented in tabular, graphic and
descriptive form.
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The integ:t:ationof the results of thE>.first level of
analysis into the second-level, more complex analysis is
presented in Chapter 6. The resulting model generated
from this analysis is also presented in this chapter.

At this stage, the analysis of further qualitative
information is include>d to complement t;he quantitative
aspect of the research process. The results and
conclusions of this stage of the research process ar9
related to the theoretical bases from which the models
were derived. This is summarised in Chapter 7. Some
discussion of the post-coding of the interview
information is also integrated at this stage, and such
issues as bias, validity and interpretation are
discussed.

In Chapter 8 the theoretical model and generalized
expectations stated in Chapter 3 are assessed, and the
resul ts interpreted in relation to the derivatiOl'lof
these statements. A number of propositions are derived
based on the results of the research which may be tested
in future research.

The final chapter, Chapter 9, is devoted to the
conclusions drawn fr.om the research in termS of the
specific findings, relative to other findings and
relative to the research framework. Recommendations for
future research areas which flow from these conclusions,
are made, as well as recommendations to professional
service organizations for a better understanding of
their Uh\que types of organizations.
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CHAPTER 2

THE PROFESSION'S UNDER ENVIRONMENTAL CHALI.IllNGE

2.1 Historical and sociolo~ical background

Throughout history, indi.viduals with expert knowledge
and skills in certain matters have played an important
role in providing services to society, and society has
become more and more dependent on their servic~s (Lynn,
1963). More and more occupations have attempted to gain
professional status and recognition, as the trend
towards professionalism has accompanied
industrialization and urbanization (Hughes, 1963). The
increase in the number of professions and the growtn of
professionalism has been accepted as a major, if not
defining I characteristic of industrialized soc.i.et.Les

(,)'ohnsonI 1972) •

..'he formation. of recognized professions can be traced to
the eleventh century, when ~he movement towards the
formation of professional associatjons, or guilds,
bscame commonplace among all classes of people. In all
these guilds it was the rule that each member should
have a formal licence to practise his craft. The
possession of a university degree waS alsv a licence to
teach (Carr - Saunders and wilson, 1964).

The comlng of the renaissance saw the beginning of free
and original enquiry and scientific research. This led
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-tothe proliferation of new professions. As the
industrial revolution progressed, the guild system broke
down and the produoer privileges of meroantilism
deolined, resulting in rapid economio advanoe and
greater eguality of opportunity (tees, 1~66). The guild
systelllwa:1 replaoed Py trade unions :forthe workers of
the new indust~ial age, but the prof.esSions managed to
maintain their privileges, beooming organized and
legalizen at a time, in the late 19th oentury and early
20th oentury, when the liberal and anti~monopoly
ideologies Were do:rninarl't.The professions managed to
mainta .n the ideals of oonservacf.sm , status and
privilege, whioh it was the main thrust of 18th oentury
thought and 19th oentury capitalism to destroy
(pussault, 1985).

Two olassio studies of the sooiology of the professions
have been mad.e by Parsons (1:939) and Hughes (1958).

Parsons presented professionalhau as the
histcfl."ioally"'achievedresol'ltion of the principles of
rational! ty and morality I the applioaticm of objeoti ve
soience to everyday e~perience. Hence the institution~l
powel: of the professional OVal:the olient is immediately
legitimi2ed by the fo~ it takes, namely eXpertise, i.e.
authori ty cler!ved t'l:ontsoientific knowledge.

'!'h:l.sknowledge was a.oquired through. higher learning and
utilized "pro bono pUblioo ," Ol:in the pUblic interest,
but also with the additional rider of "ct'edat emptor, I'

or "trust in my s1.~perl.orknowledge. II The professional
relationship in this way distin9uished itself from tb.a
"caveat emptor" approaoh of the marketplaoe for goods
and other services {Hughes, 19Sa).

The :rofessionrf therefore, became re~~gnize~ as bodies
of independent people wLo~ through the appl.ioation of
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their specialized knowledge and skills, maintained the
altr~istic ethic of public service above self~interest
(Oing~1:a1land Lewis, 1983). Consequently, professional
people have been ascribed the highest level Of social
stat~s in most societies (Millerson, 1964).

There have been many a'l!temptsat defining a profession,
the concept of professionalism and the process of
professionalization. One view of pro£essionalization is
that it is a dynamic process in which an occupation
comes to exhibit a number of attributes which are
essentially professional and which constitute the core
elements o.)fprofesaionalism (cocan , 19~13; Greenwood,
1957). TWo a~~roaches to the de£inition of professions
have .wolved: the "traitll model, which comprises
attr:ibutes said to represent the core elelnents common to
professions, and the I!functiona1ist~'modal, In which the
elements are said to have functional relevance to
society,

Two alternate approaches to defining the t.rait model
have also b,,,endescribed. A lac)tof consensus in
definition illustrat~s the dynamic nature o.f. t.hepl."ocess
of profe$sionali~ation and accentuates the dilemma of
definition. Millerson (1964) points to three problems
accounting for the confusion and uncertainty: i'irfJltly,
the semantic confusion due to the excessive and
indiscriminate: Use of the word ·'profession"r secondly I

the structural limitations, where definitions depend on
the authors (who may influenoe each other) and at''lI
mo~lded to fit their arguments; third:\y the requirements
of dYl'lamict'ealisl\\,that the idealistic illlageof the
traditional professions is modified to c~ncepts closer
to reality.
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Bennion (1969) has made the following contribution to
the "tJ:'ait"approaoh to defining what he termed the
"consulting professions". Aooording to him, the
professions have six -attributes; an intellectual basis;
a foundation in private praotice, an advisory funotion,
a tradition of service, a representative institute~ and
a code of oonduct.

It can be seen that this list of attributes excludes the
traditional divinity and military professions, as well
as suoh occupations as teaohing and nUrsing, as thase do
not genet'ally have a foundation in private practioe
(although they were inclUded 3,nthe well-knof\'nstl-ldy0'£
the professions by Carr-Saunders and Wilson, 1964).

Based on this definition I Bennioll further classified the
consulting professions as those whioh giVe expert
advisory serviceS on matters requir:i.ngexpert
intelleo1~ual knowledg'e concerning three areas of human
welfare I oloaely allied to the human :dghts of health,
rights and property. (Property was furthe~ subdivided
into land and buildings, money and seouritie~, and goods
and chattels.)

The fUl'lotionalistapproaoh can be illustratecl by t.he
four essential att.ribut.esof professional behaViour, as
otttlineclby Barber (1963):

a) a high d.egree e:>f gel'leral:i.zed~nd systematic
knowledge:

b) a primary o:cient&tion tt.lw~r.dscommunity ;I.nterest,
rather tnak'l to il'ldividualself"intereRtr



Chapter 2 15 The prof~ssions Under
Environmental Challenge

c) a nigh degree of self-control Of behaviour,
through codes of ethics, internalized in the
process Of worKsocialization and through
voluntary aaaocd.abf.cns organized and operated by
the t-lork speCialists themselves:

d) a systslll ,?t rat.;a:t:dG(monetary and honorary) that
is prbnar.ily a set of symbols of work
achd.evenent; I and t:hue ends in themselves, not
meana t.o some end of individual self-interest.

The~e attributes of prof~ssional behaviour give the
profess.i.on~~"rJc,werful control over nature and society
and as such it is importan·!::.to society that such

Knowledge be used l?rimaril:r in the ccmnon inter~st"
(Bel.rber, 1%3).

Since on) y profe1dBions fully understand the implications
of their practices, only they can Rccurately jud~e
professional per;forlllance. A system of autono1nyand
self-control through their associations, i.~. collegial
control, developed and the professions aOhi~ved freedom
of control by outsiders. !n return, society rewarded the
p:t'ofessions not only wi th money but also with honour.
IIBusinessmen, bEll.ngsalf-centr.ed, make do wit1"1money
only" (JOhnson, 1972).

This Self-r~gulation also inoludes J.::hese'l;ting of
standards felr entry~ accreJ.itr..tion and U"ensure, and.
cllides of practice. sUdh as the prohib~\.tio(l of
self-laudatol"Y advertising, the setting of a Schedule Of
fees, and a cod" of eth:i.cal conduct. The high level of
altruism and SOCial responsibility which characteri2~s
the p:rofessiol'lS plnced them in a higher social olass
that'1 other occupations, wi tb. the consec;pJentdevelopl\i,.ent
of elitism (Frei~son and Rhea, 1965).
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Current sociological views on the development of
professional status reflect two main trends. Firstly,
the emergence of professions is seen as the outcome of a
process of closure, which Weber describes as "the
process by which social collectivities seek to maximize
rewards by restricting access to resource~ and
opporttmities t6 a limited circle of eligibles" (Parkin,
1979). This results in a mOl'1opolizationof work
oppor'cunities and closure is achieved by excltlding
outsiders. Formal qualifications provide credentials,
but these are only effective if legally enforceable~
therefore, state support is necessary to maintain
monopoly privilege (Duasaul:c, 1985).

Legal closure provides members of a prOfession with
distinct competi'tive advantages, such as the protection
of the law, legitimacy, and privileged ~ccess to
financial, administrative and political positions of
pOWer. Any potential competitorS are deniEld recOfJnition
and either disappear, practise illegally or are f~t'llnted
limited rights and recognition, subject to the d::>m.;l.nancG)
of the acoredi ted profession. 'rhis view of the
professions re:iec:tsthe view that occupations be Ot.)l'M'!

professions by virtue of acquiring certain attributes,
and empha~.>i:;:esthe co-operation of the state in the
legal enforcement of the system of professional
)I).onopoly,which :r.eign~dfrom about the midd.le of the
19th century until the 1960s.

Secondly, the Marxist view of p:t'ofes,,'ion~.f,i$m,as
expounded by Johnson (1977). accerrbuaces the role of the
professions in the capitalist process of production.
This is seel';as a dtlalprocess: the creation of real
value, or labour vl~lue; and the produotion of surplus
value, specific to capitalism. Dussau~t (1985) also
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refers to 'the dominant contribution of the professions
to the global function of capital and '~reproduction of
labour power".

In terms of classic microec(:)ilOmictheory of monopoly and
competition, pareto-optimality of consumer Welfare is a
desirable state which can only be achieved if free
competition exists and a perfect market is allowed to
exist. In the "public in\ 'rest" economic approach to
legislation, the ideal and actual function of
legislation is seen to be the increase of economic
welfare by correcting market failure, as opposed to the
uinterest grOl.lp"approach, where legislation is seen as
a good which is subjGct to supply and demand as any
ot~her good, and the net benefit of legislative
protection to a group is the cost of effective po ltical
action (Posner, 1982).

ACcording to the IIpubJ.icinterest" '\Ti~wthe conditio>'1s
necessary for per'J.e!ctmarkets to exist. and :a:orthe
market mechanism to work, are as follows.

a) There are numerous buyers and sellers in the
market, so that the activities of anyone
economic actor has only a negligible effect on
the total market.

b) There is free entry into, and exit from, the
market (loW entrY and exit barriers).

c) The commodity sold in the market is homogeneous
...that is, essentially the same product is sold
by each of the s€illers J.nthe market.
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d) All economic aotors in the market have complete
info:r:mat:!.onabout; the nature of the commodi tj,es
traded.

e) All the costs of producing a commodity are borne
by the producer and all the renefit~ of a
commodity accrue to thE.)consumer - that is, t.here
are no externalities.

If one or more of these conditions necessary for the
optimal functioning of competitive markets is not
fulfillad, eorrective intervention and regulation is
said to be justified to correct the market failures.
Each of theSe conditions needS to be examined relative
to the markets for professional services.

conoentration; Most prOfessions tend to be highly
fragmented, with a tendency to have a large number of
small firms and a small number of large firms. However,
the tendency "towards agglomeration into larger firms has
been observel,iin recent yearE\\,Where merger act;i.ITityis
mot! vated b~'rising costs or where client requirements
demand a :~road geographic distribution or detpth of
expe:r::"::'J.<)e.'!'hishas been particularly evident in the
larg~ ~ccounting firms and in the specialized medical.
firms of pathology and radiology, as exploratory
interviews with melnbers of these professions indicated.
Lit.tle horit.ontal collusion occurs be·tween firms, except
fOr thQ membership of professional organiza'cions.

Barriers to entrY: This obstacle to the existence of
pe!-':f.~ctmarkets is inherent in the natur~ of the
professions. Tl:..:high barl.'ie);:'sto entry are t'be
extensive stuay period and apprentioeship neoessary for
aor.reditation, ~esulting in a long response time to the
existence of exoess demand. This condltion clearly
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demands some form of regulation of the market for
professional services. Secondarily, the high Lnves'cmerrc
in tr.e subsidization of the educatri.cnof the professions
by the state nacessi tates regulatiolllin the overall
manpower planning of any state. Barriers to entry have,
however, been lowered through diffusion of information
provided by technology and the media, as described,
although accreditation is still reserved for registered
professionals.

product haterogenl3ity: G:r~enw'_ou(1957 ~ ~1.asdescribed
professionalism as the application Of general. systems of
knowledge to the particular circumstances of the
individual olient. This illUstrates the non-standard
nature Of professional services and the heterogeneity of.
the "prOduct". Although some services can be describe¢{
as homogeneous Ie. g., uncorrbeabad divorces f routine
X~ray examination of a chest, standarn au¢{it procedures
and the deSign and construction of mass housing
projec'\:,s,professional services generally a;J:ecustiomdaed
to the requirements of each client.

IJ.1heinformation p:r:oble:lll:The condition that all.
economi.o actors in a me:rket Should have oomplate
information about the nature and Value of the commodity
being traded has caused a certain amount of o,nfusion.
It is generally accepted that the nature of the
commodity is not the area about Which consumers of the
commodity need to have complete infor-mation. Faw people,
for instance, have all the technical knowledge required
to understand modern medical technOlogy used in, for
instanoe, non-invasive radiological techniques, or the
principle of computer manufacture an¢{cons~quent
information processing and the imr)lications Of
informa'cion sy-steniscontrol.
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However, the dElterminatio:nof the value of professional
services has bEle:nthe subject of much investigation and
debat:e (Arrow, 1963; Benhamand Benham,1975). The value
to consumer-sof~ the service is obviously related to the
beneUts ;;>ercetvedto accrue from the service.

Third-party oxt:ernali ties: Third-party externali ties
in the productlon or ¢onsumption of services exist when
not all the coatis or benefits of the transaction remain
with the pro'\)'ic1,eror consumer of the services. The need
to px:otect third parties in a transaction is important
in I for Inseance , engineering and arohi tecture, where
faulty construc;:tion could result in oosts to innocent
third parties. Similarly, in accounting servioes
shareholders and empl.oyeesof a companymaybear the
costs of poor s:ervices delivered by the accounting
profession (Trebilcock, Tuohy and Wolfson, 1979). It is
in this aspect of third party externalities that the
strongest argument for interve:ntion and self"'regulation
in the "public interest" has been justified.

In summary, therefore, since imperfections exist in the
market for professional services, inter'\)'ention and
regulation are widely held to be justified. As
professions have hist;,orioally maintained that only other
professional colleagues understand the nature and
complexity of their s:er\rlces r and the spirit and ethic
of professionalism, l!lelf-regulation in preference to
state interven'i:ion al"Qregulation has been practised
(l<lssam, 1983).

The self-regulation ()f the prOfessions by the
professional associa1::.ions has operated to restt'iat
competition by regull;l.ting the beha'\)'iourof membersof '
the group with respel:::t to professional standards I fees,
advertising r etc. I and also to lim! t the availability of
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sUbstitutes for professional services (Lees, 1966).
Whether the monopolistic restrictions on professional
practice have resulted in excess profits accruing to the
professions, as economic theory would su~gest, is
difficult to prove, since comparative returns on the
financial investments in hUman capital of prOfessional
and other similar services are not available.

The self-regulation of tlleprofessions also includes a
code of ethics. Berlant (1978) states that the most
important impact of ethical codes has been the oreation
of a paternali~ltic relationship towards clients.
According to Be:t'lant,this has helped to undermine the
crea'don of consumer organizations and the maintenance
of fragmentat:i.onof clients of professional services
through the inducem~nt of trust.

Durkheim (1957) was, howeve3~I convinced of the
importance of the professions in maintaining the moral
and ethical ideals in society, since the professions had
assumed the role of authority figures after the power
and influence of the church declined. Hazard (1978)
argues in similar vein: "The weight of pUblic
responsibility falling on these elites has become
heavier in proportion as the task of defining and
resolv:i.ngissues of common interes1c,and welfare has
increasingly devolved upon professional specialists.1I

Historically, the codes of ~thics of most profeSSions
inclUded restriction on advertising or touting for
business, cn the form of organization which professional
firms could take, restriotions on supersess:!.on,
taldng over a client from a colleague, and on
multi-professional practice. These restrictions w~re in
lteeping with the spirit Of pro:edssionalisl1l.and the
brotherhood ana exolu~ivity of professional peoplle.

.l.e.
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Generalll; the codes of ethics acted as a protective
mechanism for the exolusive right to provide certain
s€rvic~s and facilitated the monopoly mechanism.

In assessing the views of Berlant and Durkheim on
professional ethical codes, it would appear that their
views m~y have been plau~ible and justified dUring a
certain period in history. These mechanisms Which had
developed as a consequence of social, historical and
economic reasons have I therefore, served as a fralne~Jork
for the operation of the professions. nowever, certain
forces have had an im~act on these traditional
mechand.sms which have resulted in the heed for a ne'w
paradigm for thea professions.

Dl,',ssault(19$5) states tha.t in order to maintain their
m'onopoly privileges, professions nee.-Othe support of
four groups, namely powerful and credible associations
acting as pressure groups, a clientele, influential
social groups and institutions, and the stete, Any loss
of support from any of these SOU1:'OeSwould lead to a
weakening c.,,;: professional monopolies. Chan9'eashave
ocour'zed , both endogenous and exoqenous , which have had
an impact OIl the professional d(Jminance of certain
services, reduced the extent of the support from some of
these groups, and which now require a new paradigm.
These changes, as they relate to the professions in
South africa, are listed below.

2.2 Endogenous environmental changes

Certain endogenous chanqes within the professions have
occurred which are likely to weaken the professions'
capacity to resist external threats to their power
position. An example of this is the increasing
occurrence of internal segmentatirn into sub-groups
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within the professions, with their own associations,
schools, journa1,.s, etc. This segmentation has occurred
because of the increase in size of the profession and as
a result of specialization within the professions, as
well as recruitment of people of. differing sexual,
racial and cultur!:llgroups, resulting in a decrease of
homogeneity within the profession and, consequently,
decline of consensus. The formation of trade union-like
assocjations within the professions, such as in the
medical profession, representing the difterent interest
groups, has increased this internal diVision.

Apart :1:romsegmentation, many of the professions have
become overcrowded in some western countries, such as
the US1\, owing partly to the slower population growth
rate in these countries, and the changing nature and
volume of demand for professional sel:.'vices.Consequent
to this overcrowding, symptonis such as over-servicing I

diversification into other services and overt "touting"
have peen observed in some instances, and pressure has
been I!lxertedby pr.:>fessions to relax restrictions .:-ti

competition (Dussault, 1985).

Overcrowding is not generally evidcrt in South Africa,
owing to the emigration of large numbers of
professionally qualified people, and because of the
creation of a limited supply of professions through the
stringent educational requi.rements. Iiowever, a degree of
overcroWding is evident in the medical profession in the
large urban areas of South Africa, Where the
doctor/patient ratio is 1:400, while in the country
areaS it is 1:2000. In this profession the
above-mentioned symptoms of over-servicing and
diversification are experienced.
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2.3 Exogenous environmental changes

Apart 'P,romthe ~I~dogenous changes wi thin the
professions, th~rq have beer. various environmental
trends and forces which have propelled the professions:
towards a mature phase of evolution.

2.3.1 HoC:lioloqical trends

A first major sociological tend is a growing crisis Of
confid~nce in the profeasions. In the special issue of
Oaedelus devoted to the professions, Lynn (1963) stated;
l'Eve:l:'ywherein Alfie:dcanIUs the professions are
triumphant." This observation encapsulated the height
of power for the professions, after more than, a centu~'y
of unopposed domination. Thera was a shortage of
professional people. world-wide and an escalating' demand
for professional services as the problem and crises
facing society increased in complexity.

ijowever, there were already SOlUe disquieting cOlilments
being made, which have increased in volume and
frequenoy, and which led to the qUestioning Of the
profession£) as the ultimate authori t:i.esin their fiald.
13al.~zan(1$}84) states ....hat IIpart of the animus comes from
the general. unrest and impati.ence with autl'lo:dty in 'che
western world, coupled with the belief that anythinq
10nq"'eS!tablished is prObably corrupt". This phenomenon
is conf:i.rmedby t.he illorea~'ein the use of altarnati ve
or substitute ~uppliers of servioes.

ijazarcl(197~l) remarks on the ambivalent attit.ude af ·the
American public towards the J.egal profession: IIII'he
public attitude is mOre deeply distrustful and the
profession itself has ceased to be saCUre in the
conviotion that itA vocation is indeed a leerned art
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perfol:"med'inthe spirit of public service.1I He further
states that this attitude is one aspect of a widespread
distrust of institutions, power, authority or duty in
general, and that it enc.ompasses other professions. They
find themselves in the invidious position of having to
shoulder greater and greater responsibility without the
protective "mysti(;p..le"whioh they previously enjoyed.
Schon (1984) ~choed these observations, pointing to the
social and political e\Tentswhich led to the increased
complexity of the problems of sooiety which professions
were expected to solve, and increased scepticism about
the adequacy of professional knowledge to solve them.

Secondly, there is a trend towards increased
oonsumerism. Consumers of professional servioes have
become generally petter informed as the explosion of
knowledge, the media, information sY~ltems and improved
communications generally have accele:t'atedthe perfusion
of kno....lledge to a larger number of pElople. "Inforlnation
in he hands of the many is challengi.ng the.old.source
of power, money in the hands of the few" (Rakowsld,
1988). The proliferation of self-help groups can be
gauged by the number of do-it-yourself or teach-yourself
books available and the number of support organizations
adverti~ed in the media. Consumers of professional
services are also more critical, more demanding and less
compliant, as the world-wide escalation of malpractice
cases testifies (Evans, 19821 "The Times", 1986).
MUltiple alternative choices to the professions are
availa>-....e which are both credible and accG::>table,and
the atti~:l1d.eof the clientele of professional servioes
has changed from that of cl.ients Who entrusted
themselves to experts, to that of oustomers who buy a
"product" and want value for money (Haug, lMO).



"

Chapter 2 The ProfesGions UnderEnvironmental challenge

changing value systems are a third trend. It has been
stated that thEIra have been shifts in -I;.hest.ructure and
vaLue systems ()fr':esterncultures (Hickok, 1984). Such
changes Lnc Lude e. decline in respect for authority (as
mentioned above \ and the tlrevolt of the subordinates"
(Dussault, 198:). Naisbltt (1982) related some major
trends Or shift~ in the structure of American life,
including the movement from the industrial towards the
information age, the shift frOm centralization towards
decentralization in all aspeots from politics to urban
planning, the trend towards self-help,
entrepreneuria.lism, participa'tive management and
netWorking, as opposed to Centralized, formal
hierarchical systems of govermnen'c, work and living> The
occurrence of mUltiple options and fle:!dbility in
ccnsumee choices, in ~'1aysof living, loving I worshipping
and working, was also describeo.

Lasch (1984) attributes the decline of authority to the
kind of change Which promotes the appearance of
democracy without its substance, and ascribes this to
part of a Shift to a man;i.pulative, pluralistj.c and
non~judgmental style of social di~aipline th~t
originateo. with the rise of the prl:>:eessiona.land
manageri.al class in the early 20th century.

These changj.ng values can al.so be seen in thiElSouth
African environment as a consequence of urbanization I

.:I.moroveded1.l(Jationalstandards, an ageing society,
economic improvement I and the .impaot of technology such
au television. A dif~erentiation can be made bet.ween
values found in the communal societies in rural aX'eas,
and the values found in urba.n industrialized l3oc1eties.
The increased Urbanization of the rura.l popultation, both
whi tEl and blao]t, has chal1~ed tradi 1:,3.ona.1va.l.ulasand,
therefore, the social fabric over time.
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t-reviously clearly defined boundaries, identities and
struotures are being replaced by flexible and changing
norms and forms, and similar trends to those described
by Naisbitt are observed in many areas of South Afrioan
life, by all south Africans, ir'~espeot,tve of race,
language, religion and oulture.

2.3.2 Eoonomic oha.nges

A rapid increase in international communications, travel
and trade has been experienced, transforming the glc)bal
economy. There has also been an. increase in
industrialization, and an increased interdependence
bc~tween nl"J.tions.The previous eoonomi.c leaders of the
world have been replaced by new leaders, from smaller
countries in the east, and with rapidly increasing
economic growth from developing countries. south
Africa's dependence on trade relations with these
countries has increased. An underst.anding of these
global developments ana thei:t."illlplicatirmsand the
ability to opel.'ateon an interna,tional level has become
essential f.or the succeas of professional firxns in South
Africa (Naisbitt 1982; Sunter 1987).

It has been sU9gested that long ...term socio ....political
change can be seen in 'terms of <:,hangesin the control of
cr! tical oconQmic resourCles, w:ti:hthe four stages being
hunting s()ciet:ies,agrarian soc:Leties, illdust:dalized
sooieties and post,-industrial societies. Al'i:.ho\.\ghthe
'tral'1sition f~om an agrarian to an industrial society is
still 011-90in~1in South Africa, the aforementioned
trends described by Naisbitt of participation, a
long-term perspective, self-help, networking,
information technology and oOl!lXnunicEttionappear to be
ideal for the management of the unique south African
conditions (Spies, 19$7).
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A second niajol::economic change is that ...._ cne South
African economy. Theoretically, the challenging
combination of First world sltiUs and knowledge with
Third World opportunity makes South Africa an ideal
country for professional firms to operate in, and a
sUbstantial contribution has been made to thea economic
grot'lth eXperienced in South Africa. The del'nandfor
professional exp0rtise was often high and in some
professions, such as architecture, ql:.antity surveying
and engineering, necessitated the employment of
expatriate professionals from other countries to assist
in satisfying this demand fol;' professional ser'vices
dUring the economic boomyeal;'s of 1960-1980.

Howev(:)l;',t!le declining economi.cccndf tions t-:~dchhave
been experienced since the early seven'ties in the
western World have been slowillg growth and productivity
rates, and have increased debt in many countries,
including SZ)!th Africa. Double-digit inflation and
interest rat:es, rising tax :rates I emd a declining gold
price and urt;favour ''''I currency values and. exchange
rates have exacerba", •..t tilis dEtcli.ne in South Africa. ~lhe
South African ind.ustrial sectc):r has also been less .$

to provide employment fox' the rapidly growing
population.

All these factors have resulted in struotural changes in
the nlilrir.etsI a tiecrease in the demand for some types of
professional servioes ant'{an Lnozeaae in demand for
other Ser ,ricea _ Increased merger and acquisition
act! vi ty has been e),pel"ienced in some industrial :fi~"ms,
with a oonsequent increase in the ooncentration of
economic power. 'llhis has also provided legal and
accounting firms with opportunities fOr providing
p,rofessional advice in these areas.
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This development has had the further implioation that
mainta.ining good relationships with one or more of the
,power groups in south Africa by major professional firms
has beoome more important. South Africa is no longer an
attractive proposition for immigrant and e~,patriate
professionals from other oountries and, in faot, a
l'everse trend has been experienced in the 1980S.

In line With World trends, the economic polioies of the
government have also undergone a shif~ towards a more
market-related economy. The principles of devolution of
power and consequent privatization and deregulation of
(~e:r:tainindustries, including th~ professions, have been
espoused. There has been an enoouragement of the small
business sector of the economy and a rapid growth in the
informal sector of the economy. A breaking-down of
tradi'l::ionaJ.barriers has resulted, resulting in
ohallenging opport\.1:.1itiesto examine and red~fine the
roles of the professions and their services in relation
to the requirements of the rising informal sector.

The r.1.$ingcost of capital and. interet::ltrates htl,',!;had
the effeot of esoalating the overhead costs of
professional practic:es, such as rentals and salaries.
Thisl has contributed to the Shrinking profit margins
experienced by these firms. A furi-:.h.E!radditional Cost
has been the neoessity for investment in technology in
ord.er to improve the eff'iciancy of the operations and
partner produoi;;lvity and thus j.xnproveprofi tabili ty.

Another. reason for the implementaticm of a tc~chnological
imperative has beel'!the Laok of sJd lls in th(~
professions in South Africa. It h~s been said that
south Afl:ioa consequently leads the world in the use of
techl'lologyin arohi teQture. More highly skill.ed
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technically qualified personnel, demanding higher
salaries and fees, ha.ve had to be employ<sd and consulted
to operate and maintain these investments in technology.

The small scale of the economy and limited investment
and financing op'tions have provided professional firms
operating in the corporate finanoial markets with the
opportunity to assist clients in raising capital through
listings. The boom on ~he Johannesburg stock Exchange,
prior to the crash of October 19a7, saw a large number
of new companies being listed, particulal:ly on the
Development capital Market.

The inoreased oost of oapital has also reSUlted in the
inoreased importar..::eof the time valUe of money and the
money value of time, and clients have become more
selective in their investment c~·i.teriaand ohod.oe of
professional oonsultant. This has been particularly
evident in the professions engaged in the oonstruotion
indUstry, ~nlere many prof~ssional firms have experienoed
an inoreasil11g1ystringent trade-off between time cost
and the quality they car,dal.iver as a consequence of
these financl ~l Priorities. 1.thas, however, also
provided adc:litionalopportunities :fol~enginsf.lrsand
quanti ty surVeyo17s, for instance, to Ellxtendtheir roles
witl:l.inthe constl~uot:lonindu.stry to t'bose of project
managsl~, financial and property economist.

The rapidly rising .inflation rates have resulted in an
escalation of wages and prices, and the salary oomponent
of professional firms' costs has been adversely
affected. The opportunity to assist and advise clier.;s
01.'1 inflution ,t'olatedissues in the business environment
has also arisen. An additional area of service has bOE'n
created for advice on retirement and pensions planning.
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The small 'tax base and consequent 11iqh tax structure
have spawned a growth industry in tax advice by legal
and accounting firms, and provided the opportunity for
professional advisers to assist clients in creating
off-shore structures as well as providing and advising
on the inbarnal mechanisms fol:'tax relief.

2.3.3 Political chanqes

During the 1980s there was a hardening of political
attitudes towards South Africa and both threats and the
application of sanctions, boycotts and dis investments
escalated. These measures have been particularl~ stronq
from some of South Africa's major trading partners and
suppliers of goods, such as the United States and, more
recently, Japan. The possibility of disinvestment by
international accounting firms was also mooted.

The external political policies h~~d an important
negative conlSeqUp.ncefor professional firms, namel.y
disinvestment by the international branches or
associates of the South African £irms \o1hichhad expanded
their operations overseas I in JJ ne with the behaviou:c.·of
firms in a mature industry. In spite of the negative
effects on (,lients of professional firms, these
pol:i.ticalmeasures have also provided OPPOl:;'tun:l.tiesfor
those t1ro:fess:l.onsenc;raged.in financial and legal advice
to international and south African clients on assisting
the disinvt\ ,.:.mentprooess r adVising on management
bUy"'oU't.s,financial restrUCturih9', and the establishment
of new meehanisms to counter these actions.

A second poli tical tl~end has been chsezved in the
internal policies and climate within south Africa.
Owing' to the h:l.ghdegree of heterogenei t¥ and
interdependence of the various popula't::iongroups ¥ the
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inoreased'political aspirations of disenfranchised
groups and various other factors, an Lncz-eaae in
political j,nE;tabilitywas exper i.encedduring the 1980s,
which led to the emigration of large numbe.cs lof South
.African proffessional and business people. This has
resulteel in .a negative business climate and reduction of
confidence in the political and economio future Of the
country_ The problem of a laok of sUfficient Skilleel
resources in South Africa wa:::'thus exacerbabed , and a
reduction of the alreaely thin crust of professional
competence has resulteel. This has reduced the service
quality level, as well as placing adelitional strains on
the previously-mentioneel problems of the management of
professional firms.

Followinq ~ worlel-wieletrend, the south African
Government's policies h~ve changeel from rigid racial and
economic separation towards a more flexible,
co-operative and concessionary relationship between
races. buring the late eighties these changes were
accompanied by an escalation of politioal unrest, urban
violence and terrorism, a reactive inorease in the
activities of more radical left- and right-wing
organizations, anelthe consequent increase in severe
political control. measures in an attempt to counter
t)nese incidents I reaching their height just before the
resignation of P.W. Botha.

Once again, although these changes were traumatic to the
oountry, they afforded many opportunities for the
provision of additional services by professionals in
such areas as the design, construction and financing of
black hoUsing schemes, legal consulting in the area of
labour law, and the ~Jeneral inorease in the demand '!"n'J:'
final10ial and legal servioes frOlncli-=nts who required a
reduction in their perceived ris]t and uncertainty.
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2.3.4 tegislative; changes

As has been stated in the introduction to this thesis, a
wave of Elt1ti-:r.nonopolyfeeling pervad\~d the social,
legal and economic thinking of the Western countries
fr.om the middle of the 20th. century from which the
professions were not eXcluded. As a consequence,
numerous commissions of investigation were instituted
and the professions became the object of scrutiny.

"The last decade has been a period of considerable
tUrbulence for the professions. The growth of the
consumer movement, the Lncr'ease in the scale of
~overnment activity and jurisdictional disputes between
and among professional and paraprofessional grr.)ups
themselves, have led to increasing public scrut:1.1WOf
the professions, and in many cases legiSlative ot.~,nges."
(Trebilcock et al., 1979.)

This type of scrutiny was experienced in canada through
the Professional Organizations committee in ontario; in
the United Kingdc1m through the appointment of the
Monopolies COJiuuiI'::sion r in the united states of AmI"-:-ica
through the Federal Trade Commission and the Justi~e
Department, as well as in AUstralia and other Western
countries. The effect of this on South Africa was that a
cornmiss~on of enquiry into the RegUlation of
Monopolistic Conditions Act resulted in the Mouton
Repot't in lSl17.

The conclusions and recommendations of the Mouton Report
were implemented, the Competitions Board was
established, and the professions became the object of
investigation in south Africa as well. consequent to
recommendations by the COlnpetitions Board to
ural.sslonal boctlSS reqarcting norizontal price
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collusion,' amendments to the fee structures of the
professions to allow for a recommended fee, and to the
ethioal regulations to allow for the advertising of
professional services, resulted in some professions.
Thus, a certain amount of deregulation of the
professions has occurred in South Africa in the 1980s,
resulting in a more flexible approach to fees. This has
allowed those professions who had previously operated
from the basis of a fixed fee for servioe or percentage
of the value of the consideration 1 Some 1eeT.l1l11:for
negotiation with clients on the issue of feel:::(Botha,
1988).

2.3.5 The impact of technology

One of the most. dramatio environmental impacts on both
the professions and their clients has been that of
technology. Although improvements in the freedom of
people have resulted as a consequence of technology,
there have also been some negative social implications
Of technology, such as pOllution and ecologioa1
disturbance 1 e:x:ploita'i::ionof natural resources,
over-population and unempl.cymerre, Lasch (1984) maintains
that on a sociologioal l~vel, our growing dependence on
technology which no one seems to understand or control
has given rise to a widespread feeling of powerlessness
and victimization.

Telecommunications and computers, both mainframe and
particularly lnicro-computers, have become the medium
through which information ar.d knowledge have rapidly
been disseminated. This has further beeh compounded by
the renewable and self-generative charaoteristics of the
information age, which therefore allows the new wealth
generation from non-resourceS to resources through the
addition of information (Rakowski, 1988). Quinn and
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Gagnon (19'86) report that 80 per cent of the computer,
oonmuni.cat.Lons end rEllated information technologies
equipment sold in trw USA in 1982 went to the service
sector, t·1it:ha ccmpazaot.e figure of 70 per cent in the
United K.hgdom.

The advent of computer aided drawing and computer aided
management in ~rchitectural practices in South Africa
has relieved the chronic shortage of technically skilled
people, and also greatly facilitated the design
function. Thll;l!:.ane effect is experienced in engineering
firms. HoweVer, because of the ease of information
transfer, the techniqUe can be used by non-professional
firms such as property developers offering tlturnl"eyll
services~ i.e. a cc~plete and comprehensive package of
property Services, in competition with thp.se
professions.

Similarly these organizatior.- may use the Same or
similar systems as quantity surveyors to calculate
budqet; estimates, bills of qua'1:t.~ties,perform
discounted cash flows and any other financ1ally related
functions normally performed by this p.cofession. SimiJ.·ar
situations can be identified with ~oftware programs
which perform a,ccoun't.i.rtgfUnctions and \'11'ichfacilitate
these functions within a client company. In the
telecommunications azea r the use of fax machines by both
the professional firms and their clients halS increased
the speed and accuracy of info/'mation flow.

In SUm, technology has thr~e major areas of impaot on
organizationta I namely changes in the industl1'Ystruct;ure I

new competitive methods and new services (~orter and
Millar, 1985).
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The way porter (1980) has conceptualized the forces
which drive an industry, is illustrated in Figure 2.1.

POTENTIALENTRANTS
Threat of newentrants

I BUYERS 1

INDU51TRYCOMPE'I'ITORS

~PLtERS I
Bargaining Power
of suppliers

Threat ofSUbstitute products
or services

Rivalry AmongExisting Firms
I

Bargaining Powerof Buyers;

SUBSTITUTES I

Fiqure 2.1
Forces Driving Industry competition.(Porter, 1980}

rrhrough the use of tecJ:mology, competi tiva barders to
entry have been broken down between traditional
functional organizations within j.ndustries with
consequent; chan9E1s in ine"3try structure. The
comfortable oligopolies and monopolie~ in such
industries as financial services no longer exist,
allowing for the entry by n~w competitors and the
development of a more competitive environment with
higher risks. This impact of technolOgY has been
extended in mal'lYinl3tances to include the specialh~d
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knotlliedgeof the professions, which has increasing'ly
become common knowledg'e. The power previously provided
by these barriers to entry to the knowledge eXClusively
held by the professions, could become further eroded by
the exploitation of such applications as artificial
intellig'ence and expert systems. The diagnostic function
of medical services is a case in point. such sYRtems are
already in operation in the United states, allowing not
only for the automated diagnosis of illness, but also
for suggested treatment (Sackman, 1935).

Barrj.ers to entry have been t'a!sed bJ the high costs
involVed in the investment in hardware and software
technology and only those firms which have access to
capital resourc~s are, therefore, classified as
competitors of one another. In some cases eXceSs
capacity is utilized to gain competitive adVantage
through securing a lock-in situation with clients and,
therefore, raising switching costs. Further factors
which impact on industry structure are the effects of,
for instance, c~D/CAM on the threats of substitution,
and the effect on increaSing rivalry and, consequ~ntlYI
on bargaining' relationships. The increased flexibility
provided by this type of application has precipitated a
number of opportunities fo..: customization .~:orspecific
market segments.

Economies of scale ana scope can oe achieved through the
application of new technologies and the cost of the
service greatly reduced, leading'to new ways of
competing. Examp3.es of this effect in the professions
are the use of word processors by legal firms for the
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production ot standard documentation for large~scale
conveyancing, and the use of CAD in the design of
schools, filling stations and other standardized
construction designs. In many instances this has
resulted in increased concentration in the professions
as firms have merged in order to achieve the critical
mass required for eoonomies of scale and scope to
function effectively.

Differentiation may also be enhanced through the use of
technology as existing and new services may be bundled
to provide additional customization and differentiation
to existing clients. New levels of complexity may be
achdeved through technology in research activj,ties a:=:,
for instance, legal firms in their background research
may access more information more quickly. Speed and
accuracy of response to client requests are reinforced
by the ability to provide more information as well as
more complex information without g:r.eatadditional cost.
This added value provides cJ '9nts with a competitive
advantage in the !ndustrie~ in which they operate and
tends to favour thE:'professional firm which provides it.

It has already been stated that additional services
oan be generated at minimal cost ~hrough technology.
lJ.'h:Lshas enhanced the abiHty for innovation which is
deemed to be essential in high technology industries
(Abernathy and Utterback, 1978). An ~llustration from
the professions is that of a conSUlting engineering firm
which can provide art:hitectural, quantity surveying,
financial manage:ntentend project management se:r.·vioes.

Another example is an accounting firm whi(::lhcan provide
comt.luterconsulting services I clien'l:.accounting, projeot
management and finanoial ma.nagemen.tservil:'.1es.;tt can,
therefore I be seen how the p:t""wiouslydi::l'cinctly
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different 'professions begin to overlap as technology
causes the barriers between them to be broken down.

Derived demand is another way in whi~h new businesses
can he creat(ad, such as the speed with which fax
maohd.nes can transfer information, including
arch:ltectural plans. EXcess computer capacity and other
s l.aok resour(~es such as human expertise which accompany
the t:echnology, can be sold as an additional new
service, as caft information generated as a by~product of
the core service.

'l'heability of technology to lower barriers and cross
boundaries, therefore, provides profeSSional firms with
the option of increasing the scale and scope Of their
servioe range, and the al:>ilityto aocess increasingly
complex information more quickly through global networks
Of information. However, the professional firms l:>ecome
lUore dependent on technology for survival, as their
processes and external relationships become more complex
(Hoffman, 1988).

2.3.6 Competition

owing to the free dissemination and accessibility of
expert knowledge, which has traditionally been the
exclusiVe domain of the professions, new entrants into
their arena 0:1: work have been experienced. Add.itionally,
competition from non"'professional firms who do not
operate under the same ethioal constraints has been
encountiernd by professional firms who have utUized the
opportunii:ies for diverldf';'cationinto new service
areas.

As prOfeSSional. indemnity premiums and exceSSeS have
dramatically increased, and the inoidenoe of litigation
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claim~; has risen, more professiorlals are opting for
emplo~'rl""M'(,':by corporate bodies with limited liability,
where 1~b(:'l.l:' prOfessional :dslts are less and financial
rewards ofte'·';),\ore."td.tigation is a growth industry,
fostered hy a g:r.owingMlareness of le<;)'alrights" (liThe
Times", 1986). This results in a situation where clients
of professional firms often ha'te sUfficient in-house
expertise to perform many of the functions of an
external consultallt, thus reducing the volume of work.
This also has the effaot of increasing the clients'
bargaining power G1.ndthe ex+:ernal professional
consultant no longer operates fJ:'oma position o.e
ultimate authority.

Technology itself, and the suppliers thereof, have
proved to be competitors to professional firms in some
installces, as client companies can perform many of the
functions of an outside consultant through the use .)f
the :lppropriats'ha.rdware and software. For example in
thIS legal pr.ofession, competi tiorl is evidenced by the
profusion of self-help books and services to assist
clients in non-litigious cases. In the more competitive
commercial areas of.law, competj tion is experienced fro.1n
merchant banks, trust companies and. stockbt'okel:'sand
accounting firms, who all eUlploy 1ega11J' qualif.i~d
professionals, and from clients themselves as they are
.:l.ncl:'easJnglyemploying their own legal consul tents.

In the United Kingdom, the monopoly over conveyancing
services has been brok~n by a private member's bill
allowing l1011-solicitorsto undel:'takehouse conveyancing.
Thli!real threat to the p:r.ofessionis the extensicm. of
conveyancing to the bic,;!lending institutions ("The
Times", 1986). This has caused some concern among South
Africtm attorneys. and at the Conference of the
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Assooiation of Law Societies in South Africa in 1987, a
TJ1he,lesession was devoted to this matter.

The accounting profession has experienced a shrinking ~n
the market for audit work, as has been descriDed in the
section on economic changes and, consequently, has
divE!rsified out of the aUdit area to include a variety
of non-audit services, some of which are related
financial serv'.cE!s and others which are non-related
corporate services. Some of these new services stem from
the above-men-cioned facility provided by technology,
while others :;;n:"~, derived from opportunities genel.'ated by
the envd.ronmerrc, However, in the non-audit areas,
competition is experienced from non-audit firms who are
not constrained by the profeSsional ethical ~ode and Who
have the expertise, experience and finanCial reSOUrceS
to :market thei1:'services more effectively.

lJ.'heconsul ting engineering profession, in its
diversification into other se1:'vices, has received
competi tion from project management firms, vaz'Lous
engineering manaqement; firms arid tu:r;nkeyprojects
offered by construction companies who do not operate
under the professional dode of ethics. competitlon ::'s
also encountered from quantity SUrveying :firntswho offer
project management services. 'A sl;llIilarsituation E!Xists
in the architectural profession, Which has more
competition and a cognitive :make-up which. ;ls less
amenable to the finfAncial and competi tiva aspects of' a
project..

The medic~l profession has rE!oeived i:ncrr;lasing
competition from pharmacists, from para.-llledical
se:r;vicGsI and all fOI'l1\S of a1ternat.i.ve suppliers of
medical services such as homeopaths I chi:rop:ractors, the
movement towards heaJ.th consciousness and f:r;omthe
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mada.a, In 'the context of the mUl ticul tU;t'alnature of
South African society, competition has also been
encountered from herbalists and "sangomas" (llwitch
doctors"), who have used pressure groups such as trade
unions to gain accradf t,aUon and recognition by medical
aid societies as part of employee benefits.

All the above environmental factors have had an impact
on the nature of the relationship beb;een professional
firms and their olients. The consequences are that
olient expectations have become raised, their priorities
have changed, their requirements of their professional
consultants has ohanged., alternative cnoices of
SUppliers of services are available to them, their
bar(jaining power has been anoz'aased "vis-a-vis" t.he
professions, and the::'have become lnore inclined tu
resort to litigation for negligence. Where multiple
prc.lfessions are involved, olients may choose the
profession with the highest professional indemnity cover
as the target for olaim.

It has been suggested that the inorease in the incidence
of olaims for negligence ma~' be related t'"l the
diverslfication into non ...traditional services and that
thE" formaticn of sej.)aratelimited liability oompand.aa
for this purposI9 is essential (Rakowski I 1988). 'J.1nishas
alreucl.ybeen seen in some of the professions in south
Africa.

The engine~ring profession, for ~xample, appears to be
in a dilemma, since it has been accused of
over-designing in an attempt to reduce the possibility
of claims, whioh then increases the cost of the
structure, making it less attractive to property
investors.
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2.4 statement of the research problem

The major structural shifes caused by the above
environmental factors have precipitated the profel!;sions
into a mature phase of evolution in terms of the :Life
cycle concept (Porter, 1980) and, consequently, their
monopolistic power positions have been reduced. The
symptoms of indust:t:'ymaturity, an area which will be
discussed more fully in Chapter 3, include new entrants
into the work arena previously reserved for prrFessions,
resulting in a higher intensity of competitive activity,
a higher level of marketing activity in the face of the
increased competition, and a decline in the profit
margins as costs escalate and turnovers drop.

The profeSSional. ethical codes of independence and the
profession as a broth~rhood have previoUsly prevented
them from overt competitive activity within their own
profession, co-operative strategies with other
prOfessions or o·t.he:r.'firms in the service or industrial
sector. Suoh behaviour has previously been regarded as
anathema to the spi.rit l(':if professionalism.

In some instancest however, there h"'ve be~n
modifications to the ethical codes of the prOfessions to
assist them in becoming more competitive. The dilemma in
Which the prClfessions now find themslUlves centres around
th(:)fact that models of alternative strategic options
h:..wenot been res~arched I and since by th~ir very
nature, as realized above, professional f.1,rmsdiffer
from indUS lal firms, the strategic typOlogies Which
have been researched for industrial firms need not
necessarily apply.
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CHAPT·R 3

SURVlB:Y OF THE THEORETIChl'" r,T'rERNrURE
AND MODEL DEVELOPMENT

3.1 Introductjon

Th.e lack of an integrated model ",hieh encompasses the
pa.rticular nature o:Eprofessional service organizations,
tr.~eir Istl.-ategic options in the face of environmental
challenges and thE! )pr~ti1e of the top management team
\vhich makes the stn.tegic decisions affecting the
o:tganization, has provided the research problem. It will
therefore not be possible to derive precise hypotheses
f:rom an existing literature. Rather I the empirical
elaboration and eJcplanation of a model of options is the
pl:imary objective of the research. The establishment of
some method of de1:ermiiling the effectiveness of possible
aJ.ternati·le optiollS is the second objective of the
r~asearch I and the final objective is the predictive
mc)del which demon::1trates ·the process of
illdustrialization of the professions.

H()weverI even in ·the absence of explicit hypotheses one
needs some focus to de:J.imit the enquiry. ThUsI in order
tel arrive at a tentative model which could act as a
basis for the development of a set of: generalized
expectiat.Lons which the research could examine
empirically, this c!hapter firstly exami.nes previous

'I
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research into archetypes of other organizations and
associated typologies of strategies, and their possible
relevance to professional sex'vice organizations. The
existing literature on three strands of theory relating
to the research probl.ems is discussed.

Aspects of organization theory which contribute to the
development of the model are elaborated, including
strategies, structure, culture and organizational
change. The interface between organization and
environment, which includes the top management team who
act as boundary-spanners of professional organizations,
as well as other stakeholder~ in the environment, are
also discussed, and further modifica'l::.ionswhich make
this interface unique are brought Lrrcc consideration.

Current theories on organizational effectiveness are
reviewed and a conclusion is drawn regarding
modifications of the theories for applicability to
professional organizations. A model for the testing of
organizational ef:ectiveness will also be deri"ed, to
satiSfy the second objective of the research.

The third objective of the research is the demonstration
of the proCesS of industrialization of the professions.
The theory of industrialization is discussed and the
applicability of the theory to the process of change to
which the professions are being subjected is
highlighted.



Chapter 3 46 survey of thu
Theoretical Literature
& Model Development

3.2 F!tst research objective - an integrated
typology

3.2.1 Organizational archetypes and strategic
typologies

The view that the strategy of an organization is an
artful alignment of environment, resources and values,
as postulated by Andrews (1971), dominated strategy
literature for some time. However, th;i.sview did not
allow fOr generalizations and did not encourage fUrther
theory building.

The contingency theory of strategy (liofer, 1975)
triggered the attention of scholars of strategic
management towards th~ thinking that business-level
strategies could be classified into generic groups,
either on a broad basis, applicable to a wide range of
business-level situations (Abell, 1980; Miles t';ldSnow,
1978; Porter, 1980), or for various contingency
situations (Hofer, 1980; Harrigan, 1983, 1985; Woo and
Cooper, 1981; Robinson and Pearce; 1984).

Just as strategies have been classified into generic
gx'OUps, organizations have similarly been classified
into transitional archetypes of adaptation, or
"gestalt~,11in Filley and Aldag/s (1978) typology and i::he
studies by Miller and Friesen (1977, 1980). Filley and
Aldag's typology of craft, promotion and administrative
types, was arrived at through research on manufacturing
and :J:et.ailoJ:';Janizations,and included managerial
characteristics. ~iller and Frinsen's studie~ of
archetypes of transition \'.'ereconducced on industrial
orgardzations in the USA and Canada; therefOre neither
of these were done purely on service organizations.
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J;thas been pointed out that. a large number of
organization variables are involved in chara~terizing
the adaptive process (Chandler, 1962; Sloane, 1985;
Hedbe).·get al., 1976) I and i.nboth tIle areas of strategy
and organi:::aticm, the necess.i.tyfor a classifidatic.m
system which reduces the large number of potential
variables to a manageable but; powerful few has been
emphasized (Hambrick, 1983). Such a system should allow
strategies and organizations to be classified accordil'lg
to their commonalities in order to facilitate
understanding of broad strateg].c patterns and their
relative organizational. dynami.cs. It lnust be seen to be
broadly applicable across situations and. thus become
generic. Such generic strategie!~ therefore become a
categorization of strategic choice and reflect the
"g.i."andstrategy" within which contingencies allow for
variation according to pre-clt-'t.e:r:minedcriteria (Herbert
and Peresky, 1987).

Classification schemes of strategies ."ay be of the
linear type, which regards strategies as the integration
of decisions, actions or plans designed to achieve
organizational. goal.s (chandler I 1962), or of the
interpret;tve type, where strategies are vie\l7edas
orienting metaphors or frames of reference (van
cauw'~nbergh and Cool, 1982). Both of these attempts are
stipulative and limited in their application, and it has
been pointed out that one can only approach" but. not
achieve, an optimal classificatioh system (Book , 1973).

None of the above-mentioned organizational archetypes
and strategic typologles has been arrived at for
professional organ'i.:7,at.ions.Since professional
organizations have different structures ahd systems to
other organizations, and the nature of professional work
differs in way that will be expanded on later, the
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~rchetypes of organizational adaptation as well as
typologies of strategies are consequently subject to
possible revision.

The oQjective of this research is therefore a holistio
integrated "gestalt" of professional service
organizations I their strategic stance in the marke'i;;.:sin
WhiCh they operate, and characteristics of the top
management teams who act autonomously to scan the
boundaries of the professional sarvice organization and
as strategic decision-makers of these organizations.
These archetypes therefore represent a dynamic
interaction between these ingredients comprising the
theoreti,cal model. Each of these three "'.pproachesand
their contributions to the building of a theoretical
model are disoussed below.

3.2.2 Organizations, se~ice o~gani2ations and
professional sCiG'Vice organizations

An organization may be defined as the "planned
co~ordination of the collective activities of two or
more people who, fUnctioning on a relatively continuous
basis and through division of labour and a hierarchy of
authority, seek to achieve a common goal or set of
goals" (Rdbbins, 1983). OrganizatiQlns of aU sizes a::::e
fOUnd everYWhere in social life. tn the oontext of the
systems persPective (Churchman, 1%9) they may be viewed
as open systems with a oontinuc:ms floW of interaotions
between their members and between their different
interdependent functional areas, and between the
organization arid.its external environment, as
illustrated in Figure 3.1.
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These dynamic interactions need to be sa1:.isfactory for
the long ..tel:m survival and <;1rowt:.hof any organization.
Open systems have oertail'lcharacteristics which
differentiate the~n from closed systems, such as
environmental awareness, a cyclical chf\t'acter,negative
entropy, a steady state, a movement towards growth and
e~pansion, a balance between :maintenance and adaptive
activities, and equifinality.
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TheSe characteristics ensure tnat there is a balance
between the tensions which exist in organizations,
between inputB and outputs, growth and stagnation
(Robbi)ns# 1983). This characterization accords with the
view ot! organiZaticms as organic "wholes" or "gestalts"
which is adopted in this research.

The orgla:nization is also seen to have a boundary I which
can be l.ill:enedto a s~mi-pe:rmeable 'Inembrane,with some
of' the l\1..:.mbersof the organizati,on spanning the
boundary, filtering and processing information from the
environment (Thompson, 1967~ Aldrich and Herker, 1917).
This is demonstrated. in Figure 3.2.

PI • I'ROFI£U1QNAL Mlnr-HHl
Q • CLII1H'1'

- ..
_ .... flltLAil0H~HIP

Figure 3.2
Boundary spanning in organi~ation~
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Service organizations (or in-house services) have
certain characteristios in common to1hicl~d:i"ferentiate
thai'llfrom other organizations or in-house divisions. Thr.3
intangible nature of.the service results from the
inabil:i.~..,y of a service to be inventoried and the
immediate consumption of the servic,t).The perishabl e
nature of services renders the service organization
vUlnerable relative to manufacturing organizations, as
it reduces its ability to buffer itself to environmental
uncertainty 'through the building up of inventories .•

The intangible nature of the output of service
organizations results in a second characteristic of
these types of organiza~ions, namely the closeness of
the interaction with the client in order to deliver the
service. The employees 0;1:' servioe organiza.tions are
oonsequently involved in producing and delivering the
service simUltaneously. As knowledge industries, service
indllstries are primarily involvad in the processing of
information in order to deliver the service. This
involvas direct interaction with Cliel'1tsof the servioe
to obtain the information, and the client becomes part
01:;' the ser'V'iceproduction process.

A typology of service organizations, based on this
critioal relationship at the interface between the
ser'lice organization and its olients, has produCed three
types of'service organizations. Thase are the
mainte11ance-interactive type I such as a bank" where the
focal point is bllilding trust or oonfidence in order to
sustain 'the relationship indefinitely~ the
task-interactive type, such as an entl,neering
organization, where the focus is on the task to be
performed; and the personal-interactive type, such as
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legal and 'medical organizations, whet'e problems of a
personal nature are brought to the service
organization's decision unit (UHls and Marc:;ulies,
1980).

Professional servi,eElorganizations differ f:r:om
industrial organizations in a number of ways. Firstly,
they are characte:cized by a high degree of
self~management, sin~e the tasks encountered are unique
and requi~e search, evaluation and judgment (Van de Ven
et a.1 .•, 3.970), and profel;Siot1alsapply their specialized
skills to this situation (Freidson and Rhea, 1965;
Bucher and stelling, 1969). ~ecQndly, there is collegial
control in professional organizationa, since only other
professionals are in a position to evaluate the it.: peers
(Freidson an.dRhea, 19657 Goode, 1960; Hall, 1968).
Thirdly, there is a great deal of personal autonomy in
defining problems a"'\agonerating the!.r solutions without
pressure from non-memuers of the profession (Hall, 1961:
Scott, 1965). .

Professional organizations are characterhea by an
0l--<lon ...systems couplin.g with th.eir client organizations
necessary for the ser'rice production process (Mills et
s.l, 1983). The client becomes a temporal.'yemployee of
the professional firm, since the in:eormadon he provides
is the lIraw material" in the information prcmessing
system of a profess~,onal organizatioh (Barnat.'d.,1948;
Gartner and ~t::lssmannl1.977;' l?arsons, 1956). The client
is, therefore, a primary external resource of ~
professional organization and a major source of externa.i
depennence.

This SU99d:::ltsthat co...optation is.necessary to paduee
the h~~9n level of unee~'I:::aintygenerated. by this
situatioh, where both task uncertainty and work-flow
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uncertainty are high. 'rhe interface between. the
professional organization and that of its clients is
therefore flexible and its boundaries are extended to
include their client orga·ni:;:a:dons.This interface has
been shown to be oritical (MillS and Marqulies, 19aO),
and therefore important to consider in constructing the
model. to be tested. The unique type of st~uoturaJ~ ;form
for profe~sional organizations furthel.'strengtl'!,ensthe
suggestlQn that modifications to any previously
researohed strategic types are il11pe..:ative if the link
between struoture, strategy and environment has any
validity.

The differences between pro,tsssional service
organizations and industrial servioe organizations,
which are also important in considering the ~ffects
which these may have on the organization, it,~ members,
and its strate~ies I are illustrated in FigurE,13.3.
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FigUre 3.3

Differences between professional
and other or(,:1anizations
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From the above discussion and figur.e it can b~ Seen that
professional service organizations have unique
characteristics which do not permit generalization to
con.vent:l.onalorganizational theory. Mccli.fications to the
theory need conSideration.

3.2.3 Contributions of theories of organizational
structure to the model

The contingency approach to organizational research
Lnc Ludes an orgarlization's relationship with its
environment (Burns and Stalker, 1962; Lawrence and
Lorsch, 1967). This view contends that an organio
organizational structure is appropriate for turbul'l'nt
environments t while a b1lr·eaucraticstructure is mO:t:'l~
effective in stable environments.

The main contributors to :t:'esearchin the dete:t:'mini£rtic
approach to structural linkages attempted to demnnstrate
linkages between structure and stra+-.egy(Chandl(4l~,1962;
Miles and Snow, 1978), structure and environment (ChiJ.d,
1972; Law:t:'enCeand Lorsch, 1%7), structure and size
CElau and Schoenherr, 1970; Hickson et a1., 1969; Meyert
1972) and structure and technology (Woodward, 1965;
Perrow, 19G7~ Thompson, 1967).

other researchers, notably weick (1969), however,
maintain that the structure of an organiZation is
o:t:'eatedor enacted by th~ social reality of its members
and is not independent of them as the above proposed
linkages may suggest. The ope:ratiol'lalizationof the
structural dimensions has also been critioized, and
support for Weick's thesiS comes from pondY and Mitroff
(1979), and Reimann (1977) among others.
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MjLntzberg'( 1979, (ii» describes the structure of the
pl::'ofessional organization as }::li.1.raaucraticby nature, due
tio the fact that universal· standards and rules. set by
plC'ofessional associations predeter~~,;_.iethe co-ordination
and design of professional work. 'I'hese external rules
also influence the relationship which the ~rofessional
M.B with clients. tn spite of the high d~gree Of
i:ndividualized client problemsI more often than 110t
tlnese maybe categorized into a standard set of
probl.ems, allowing a standard s~t. of solutions to be
l.'h:~scribedfor each type of problem, and allowing one
professional easily to be able to take over the work
from another.

BecaUseof the open-systems nature of prOfessional
service organizations and consequently the high degree
of co-optation of eleml?nts of the environment and the
role of the highly autonomousprofeSSional partners as
bo~ndary-spanners, Weick's approach to structure as
be;i.ngenacted by the organiza:tJ.on's membersappears
logical. Howeverthese two app~oaches are clearly
complementaryrather than mutually exclusive, and
aspects of both approaches are incorporated in the
defi.nition of the structure of professional
o::oganizations.

ConsequentlyI :for thl;:!purposes of this thesis,
professional servioe organization structure is defined
as being aimultaneoul:;ly enacted by its membersand
determined by both i:nternal and external environmental
forces.
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3.2.4 Coritributions of the theories of: o:rg(e'l.'d.zl'ltional
culture to the model

Although the concept of cultuce is not a new one and has
been part of anthropological and sociological study for
some time, its importance in the interpretation of
organizational behaviour anD its relationship to
strategic processes has only recently surfa·ced, as if it
were a new organizational variable to be considered in
the study of organizational dyncmics. The clecade from
the beginning of the 1980s has seen the proliferation of
interest in the concept of culture, and 'l'unstall.(1986)
has suggested that business historians may view the
1980S as the age of the "cultural l;evol,itionli•

Definitions of culture at'e as varied and profuse as the
definitions of strategy. One of the re~sons for this
clearly Ues in the vaguehess and indistinctness of tne
concept, particularly in the context of business.
I<:i.l:mannet al. (1986) emphasize that most managers I

knowledge of the culture of their organization is "even
fuzzier than their definitions", and contrasts with
their knowledge of the more tangible aspects of their
organization I which is understandabl~r clearer than the
"Soft behavioural underpinnings" of business.

Their definition of culture is that it is the shared
philosophies, ideologies, values, assumptions, beliefs,
expectations , attitudes and norms !>1hichbind a group of
people together. These shared qualities, which
constitute the culture of an organization, form a common
frame of reference and provide the internal cohesion in
an organization, and integrate and propel the ac'tivities
and behaviours of the members of the organization.
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Another perspective of organizational culture defines it
as the pattern of basic assumptions which actually
underlies the values that a group has discovered or
developed in coping with adaptation. This pattern of
assumptions has been found to work well and is,
therefore, used in this thesis (Schein, 1983).
Or.g'anizational culture is dynamic and adaptive and
reflects the illteraction between the assumptions and
theories that the founders of the organization bring
into it, and wha'c the organization subsequerrt.Lylearns
from experience.

CuItUre may be classified from t'w'~'points of view - the
one which views culture a~ an observable pattern of
behaviour, and the other which views cut tur's as being
shared in the minds of organizational ma1nbers. This last
view is further sUbdivided into a view of culture as an
organizational variable, and culture as a metaphor
(Smircich, 1983). This is illustrated in 'igure 3.4.
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OBSERVABLE BEHAVIOUR

r---------~----~-~----------~-,FON~ION~IST INTER~RETfVE
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I I
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COMPARATIVE MANAGEME~ SYMBOLIC APPROACH~------~----~----~
STRUCTURAL/DYNAM!C ~

Figure 3 •.4

Views of corporate culture

(Adapted from Smircich, 1983)
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The notiori that organizational cultures affect
organizational performance has been explored. by authors
who investigated the "strong culturel! hypothesis (ouchi,
19811 Peters and Waterman 1982; Deal and Kennedy, 1982;
Denniscn, 1984). Saffold (1988) has proposed that
atteution should be given to the appropriat.e measures of
the impact of culture, such as Louis' (1985) concept of
cultural penetration, the use Of contextual analysis and
attention to l11iultiple causal interactions. Examples are
Clark'S (1980) hypothesis that organizations that relate
tc multiple external constituencies may be mere
effective if they have a socialJ.y diverse rather than
highly cohesive cultur~, and Scheinfs (1984) proposition
that strong cultures may be appropriate for young
orga.l"liza.tionsI whereas older organizations may do better
with a weaker culture.

The cultures of professional service organizations are
undoubtedly similar in their basio professional service
ethics, but intra-profession and inter-profession
Variations may cccur, as the group norms, values and
attitudes influence each individual profession, industry
hnd organization. Another contingenoy may be the staga
of development Of the organization artd the type of
leadership. McGoldricl<:'s (1984) account; of the cuJ.ture
of an investment bank confirmed the importance of the
strength of the culture.

Maiste:t' (1984) haa described one tYPt::tof successful
p:t'ofessional fi:t'lll,the "one"'fi:r.mfirmn, as having
certain characteristics regarding its irlternal cult~~:t'e,
its manageme:nt I leadership, human :t'eso'Urc~~spol!(';i1 and
strategy. This account of one type of successful
professional organization describes the oultu:t'eof the
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organization as having the sharod vn luas of loyal'ty,
teamwork, unselfishness I firm identi "Y, pride .inthe
firm, long hours, hard work, client ..driven and
downplaying stardom.

:Forthe PUl."POSeSof this thesis, t!'!,€;tefore,the concept
of the culture of professional se:t:'vhJeorga,ni?ations is
def il'ledas being shared in the minds of its members,
both as underlying assumptions and as observable
patterns of behaviour. The socialization t-lhiohtaKes
place during the education of professionals and the
ethical codes of the professions undoubtedly pro'tide the
underlying assumptions and contribute to the obs~rvable
patterns of behaviuur. Maister's model is therefore
introduced as one possible set of Shared valUes whictl
could be found in professional organi~ations.

Organizational change

Law~.er at al. (1985) have posed the qUestion Of whether
one car, do research on ol.·ganizationswithout studying
change. In their view, good research and change can bl!)
said to be mutually exclusive. It is known that
organizations change over time and that this change may
be viewed as either a gradual adaptation or evolutionary
change, or as a SUdden, revolutionary discontinuous
change (Greiner, 1972; Miller and Friesen, 19S0, 1984;
Scott and BrUce, 19B7).

The population-ecology pel.'spective of change is that of
natural selection or "phyletic gradualism" (Carroll and
Del.acl:'oix,].982), while the communitY"'ecology theorists
contel"ldthat organizational evolu.tion occurs through
episodic rather than gradual change, or "punctuated.
equilibrium" (Eldredge and.GOuld., 1972). It is also
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oontended 'th.atan open environmen'cal space t or
ecological opportunity, must exist for evolution to talee
place (Astley, 1985).

OrganiZations are also l~no\'mto resist ohange and tend
to an equilibrium state and maintenance of the status
quo (Mintzberg, 1978f Staw et al., 1981). In the first
type of chanqe I logioal inoremental adaptation is made
through what is oalled "single-loop" l-aarning without
affeoting the bas i.cnature of the organization (riol,and
Lyles, 1985; Argyris and Sohon, 1977; Quinn, 1978,
19S0). These ohang'Elshave been termed first-order
chanqes (LeVY I 19a',e) managed change (lJJichyI 1983) or
planned change (13Elhniset al., 1976).

In contrast to reactive adaptation, changes involving
paradigm ohanges, new frames of reference, deliberate,
explioitly and purposefully devised changes by the
organ:tzation members, and changes rs<;(uiring
"qouble ...loop" learning f a).ter the baa,ic nature of the
organization. Smith (1982) has utilized the biologioal
terms of t.lorphogent:llsisf to describe the irreversible
change in the basic core of an organization, and
morphostasis, in which changes enable things to look
diff"i:lrentwithout ohang:i.ngthe cOra.

Various theories make their contr .I.butiot)to "che concept
of the transformation prooess involved, in changa, and
~~e summarized by Levy (1966) in Figure 3.5:
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li'igure 3.5

:tll\lllrl::t'aticn of t.he cl'l8rIge ~ in different cli,elds.

(Adapted from Levy, 19a3)

The first section of the figure, illustrates :he
development of science, as desQribed by Kuhn (1970), in
which normal soience experiences anomalies, crises,
revolution and consequently a new paradigm. In the
second section of the figure, catastrophe theory
(Zeeman, 1976) suggests that discontinuity of continuous
pt'ooesses may cause a stable system, confronting an
instability threshold, ~o undergo radioal change,
culminating in a new structure; and living systems
theory contributes the concept of "order through
fluctuation" and the theory of dissipative struotures
(prigogine and Stengers, 1984). The third section of the
figure illustrates the analogy of historioal determinism
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as described by l-larx(1969), whereby growing
dissatisfaction with a steady state of affairs
progresses until conflict escalates, revolution takes
place and eventually a new order results. The final
section dascribes the creative process, whel::'ea
discarding of conventional assumptions occurs; there is
~ period of preparation and of inCUbation before
illumination and verification follow (Adams, 1974;
Watzlawick et al., 1974).

The transformation process of second-order change may,
therefore, be seen as a process of "unfreezing, moving
and refreezing" the organizat:Lon into e. new "gestalt"
(:t.e~lin,1983) ...a process whilt:hrequireS qualitative
changes in context rather tha:rlcontent, changes in
effeotiveness rather ·thanefficiency and in all aspects
of organizational culture, as opposed to changes in a
few oomponents or behaviours. It is likened to the
autopoletic systems which are systems oapable of
creating and su~taining th~mselves, as desoribed by
~antsch (1980). These systems are capable of
self...transcendence. This invol.ves creating or
diSCOVering a new reality beyond the existing paradigm,
and deliberately choosing a reality with new meta-rules
which. suit the or~anizationfs needs (Levy, 1986).

!n order to be able to affect the necessary prooesses
desoribed in ~econd-order ohange, organizations must
have the ability to learn, unlearn and relearn (Lawrence
and Dyer, 1983; Mitroff and Kilmann, 197~; Hedberg,
1981) •

This requires new ol::'gan:i.zationalframes of referenoe
(Shrivastava and Schneider, undated). Shrivastava and
Mitl::'off(1983) have identified four managerial fl::'amesof
reference by Which organizations may be classified,
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according 'to how they interpret or enact their
environments (Daft and Weick, 1984). These are the
entrepreneurial, bureaucratic, professional and
political frames of reference, each with a
characteristio set of elements.

In vie...., of the environmental ftOrceswhich the
professions in South Africa have been experiencing, as
disoussed in Cl:1.$l.pter2, this disoussion on
organizatj,onal chanqe is particularly relevant, since
the discontinuous change precipitated by these foroes
has created a hyperturbulent environment for
professional firms in south Africa, and poses a
particular challenge to their management.

Organizational strategy

In spite of volumes of research Which have been
generated on the topic of organiza,tional strategy,
oonSensus on the definition of strategy has not been
achieved. The ar'eahas been approached J;lrimarilyfrom
two peJ;'spectives , nalnely economic approaches such ar
those of porter (1980), Which are concerned with the
successful positioning of the organization within a
part.icular maJ;'ketOJ;'industry atructuJ;'e,and
organizational approacheS which rely on institutional
and organizational behaviour obseJ;'vations(carroll,
1987).

Classic economic theory of the fiJ;'msuggests that an
organization has goals whioh it attempts to achieve and
towards which it moves in a rational manner while
transforming economic inputs and outputs. The
organization also has a specific structure which enables
it to achieve this ObjectiVe (McGuire, 1964; Tosi,
1975). This view of strategic formulation pJ;'esupposesa
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set of goals and the means by which to achieve these
goals, and assumes that the goals have deliberately been
selected by the dominant decision-makers in the
organization.

Both organizational thsory literature (Andrews, 1971)
and industrial organization economics literature (Hatten
et a1., 1978) have advanced the concept of a fit between
the envj,ronmental trends and organizational structu're,
with distinctive competences being critical to
organizational effectiveness. A similar match has come
from the organizational theory literature (Burns and
stalker, 1962; Lawrence and Lors~h, 1967) whiCh suggests
that environmental f.orcesimpacting on an organization's
stru,::turesI processes, practices and outcomes twill
modify the managerial choice and organizational
effectiveness accordil'lgy. t-tintzberg(1978) like'll/ise
distinguishes between strategies Which have been
deliberately planned in advance and strategies which
have emerged as a result ot interact'loonsof the members
of the organization with the strategiC plan, or
unintended strategies which have developed as a
consequence of the impact of organizational Or
environmental forces, without overt planning.

Mintzberg fUrther posits that the notion of strategy as
a single integr:ted pattern of decisions common to
organizations is modified in the professional.
bureaUcracy, since each professional establishes his own
network of close client relationships and loose working
relationShips with his colleagues. Each professional
within the profeSSional organization therefore creates
his own strategy for his pelrtioular client base.

FOr the purposes of this research the above approaches
are once again not regarded as mutually ~xclusive. The



Chapter 3 67 Survey of theTheoretical Literature
& Model DeVelopment

strategi.c·choice of the dominant coalition may playa
strongly determining role in setting the intended
strategies of professional service organizations,
resulting in a certain stance in the market-place.

However, environmental forces may modif.y the
crganization and deliberately intended strategy and
significantly influence the strategic outcome or
realized strategy.

A distinction is also made between corporate-leVel
strategies, business-l~vel strategies and
functional-level strategies. tn this research the accent
will be on business-level strategies, which are
concerned with the choice of how tc compete within a
specific industry structure in terms cf product or
service lines, market segments, organizational form,
systems and manpower requirements.

3.2.7 contributions from the theories of strategio
typologies to the theoretical model

Porter (1980) has proposed a gen~ric strategic
typology, which he has stated is equally applicable to
manufacturing and service industries. This typology
consists of three alternative Inutually eXclusive types,
namely cost-leadership, differentiatioll and focus
strategies.

The cost-leade:t."sh.ip,or low-cost producer type, with
accent on productivity and cost control, is
characterized by scale facilities, tight cost control,
avoidance of marginal accounts, minimu~1 R & 0, minimum
advertising and.high rebtive mal:'ketshare. The
diffe:t."entiationstrategy, with accent on brand in\age,
service or teChnology, is characteriZed by quality,
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innovation, unique service, higher price, customer
service, technology, lo~er market share and higher
marketing expense. In the third type of strategy
prOpON'::ldby porter, the focus strategy I either of the
above strategic types is focused on a specific
geographic market, a specific client group or a specific
service.

porter has further described the causes of fragmenteq
industries, and the possible methods of overcoming and
coping with fragmentation, such as formula facilities,
increased value added, for~ard integration, and a
predominance of the various types of spocj.alhation
inclUded in the focus type of strategy" IJ:'hisaspect of
the lo~-cost producer is modified to allow for partner
producti v11:y and efficiency, through gearing achieved by
technology or lo~ staff/partner ratio, and scale
facilities through greater distribution via number of
bran'-'houtlets.

Although the Porter model has recently been sUbjected to
some criticism (Chrisman et al., 3.9813;l-iurray,3.988t
Hill, 1988), and although a new agenda for management in
the 19908 has been proposed ~hich questions the concept
of generic strategies, as has been described above
(Hamel, 1988; Hamel and Prahalad, 1~89), this mOdel will
nevertheless be used as the anchor Of the proposed
typology for professional firms, since it has been based
on well ...researched and documerrced concepts (:Sain, 1968;

Mason, 1939).

Another J.andmark strategic~ typology is that Of MileS
and snow (lD7~' I who prop()sed a typology Of four
strategic~ types I based on the I'ate of cnanqe in the'
produots or markets of an organization, or the degree of
risk tal<:onby the organizlation in its strategic oho Lce ,
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The type whioh they called the prospector is that in
which the organization searches for new opportunities
and experiments with potential responses to
environmental change. This type is often the Oreator of
change, taldng the highest risk I by prospecting new
markets and being the innovator in products or services.
suca orgar.izations are usually not completely effJ.cient.•
Tkae second type is the analyser, the organization which
first examines the success of the prospeotor in its
pioneering efforts before venturing into new markets,
products or services. It operates in two market domains,
one relatively stable and one changing. The third
strategic type is that of the defender, the organization
which defends its entrenched position and does not
venture into new markets, products or services easily.
These organizations are committed to stability and
efficiency, oontrol secure niches in their industries,
and compete on price, quality, delivery or servioe.
Miles and Snow also describe a fourth type, that Of the
reactor, the type of organization which is not as
suooessful as anyone of the other ""bree types and which
reacts to developments in the market-p~ace, rather like
a late adopter.

The deregulation of the professions has been mentioned
in Chapter 2. The process of deregulation o'f.any
industry presents a new environmental ohallenge, <;ind
changes the structure of the industry in whir.:hthe fl.

compete which may influence the strategic stance
described in Porterfs economic model. Bleeke (1983)

has suggested that three developments arise within an
industry following deregulation, namely the
proliferation of new product or service combinations,
the arrival of new low-cost producers and the
:J.ntf3nsifiedintroduction of new technology. In the first
development, complex produot or service oombinations



70 survey of the
Theoretical Literature
& Model Develop~ent

previously sold as a package, become "unbundled",
allowing greater customizing of client needs. Where
price~ and services were both relatively uniform and
Undifferentiated under regUlation, deregUlation removes
the rest.raints on price and service competition,
broadens the range of services and allows a greater
variety of trade·'offs of both pri(!e and ser.,ice
standards. Under regulation prices are insensitive and
structural costs are built up over years. HoweVer in the
second development new low-cost competitors enter the
industrYt competing for price sensitive clients. New
entrants of this type add capacity and drive prices
down. In the third development technologies are
generally used to attract clients through providing
better service in a regulated industry, and little use
is made of technology to redUce cost. However, increased
competition accelerates ehe application of cost
reduction and service technologies.

The above ohanges have a major impact on the economic
profile of an industry, and five consequences of
deregulation result, namely excess capacity is
introduced or increased, price competition develOps in
profitable markets, cost-cutting programmes develop,
divergence in profitability between firms widens, and,
finally, 'l\anyfirms need to invest heavilY in
technology.

Froln these considerations, Bleeke deve l.ope four
strategic· types subsequent to deregulatioh, with the
fo:i.'~W'ihgstructures a.sillustrated in Figure 3.6:
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The first type covers national distribution ccmpanies,
which have a full line of differentiated products 01'

services across a broad geogr.aphic area, and their systems
and operations have been upgraded and integrated oj.J~
national basis. They have relied on internal grow/eh I rai-hElt'
than expansion by acquisition and have also built up their
marketing capabilities.

The second type are low-cost prodUcers. Thi.s type generally
consists of new ents',ants to the industry. These firms take
business from established firms, ofteI' a nar:rO'J3errange of
services at lower prices and thus may replicate the low
cost system in selected new markets.
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~.lethird 'type is the speciality firm, and consists ofJ,
those firms which could not mai.ntain their Type 1 identity r
and consequently~etreat to specific market or service
needs with new hj.gh fee services. They identify new service
or client segments and grow through aggress:i.vetargeted
competiti<"ln.

The fourth type are the community Urnls I and are those
Which are characterised by providing a broad service line
in a specific g~o9raphic area, and consequently have high
local client loyalty.

Their pricing is acc~rate and there is evidence of
increased productivity and cost cutting. They unde~take
joint ventures and expansion into markets vacated by larger
firms. There is a high perso11al service content and these
firrils Inaintain along-term perspecti ve ,

The organizational characteristios of these four types are
given as indioated in Figure 3.7:
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(al~f 19a3)

one may deduce that the above typolo9Y n\l!1.y well be
applicable to the professions follow;l,ng d~re9ulation and
inoreased nompetition from "non"'professional" firms.
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However, it must be pointed out that the ~YPE! 2 firms are
described as new entrants In the market-place, and may
constitute IInon...professionalli organizations which operate
in the same market. The other three types ara used as
contributing elements in the subsequent lliodalto be
examined empirically.

Schmenner (1986) has proposed that service industries in
general may survive and prosper by becoming less
labour-intensive, with less customization arid leSS cHent
interaction. He states that professional servl.ces may also
move in this direction as a consequence of the impact of
teChnology, the need for specialization and, thus, less
customization. He emphasizes that successful :firms may
maint~in high labour intensity and customization and. client
interaction, wnich tends to correspond with a
differentiation type of strategy. TheSE;!two alternatives
suggest, therefore, a correspondence with the types in the
Porter model, where lower labour intensity and less
custombation and more specialization occurs in the
cost-leadership type strategy, and the higher cu:';tomization
and. interaction, with. high labour intensity, occurs in the
differentiation type of str~te9Y.

Wrom his personal e~perienQe as a consultant, Maiater
(1985) has described one type of successful professional
firm, the "one-fit'lnfirm", as l1a"ing certain
charal)teristics regarding j,ts internal cultU:r:e,its
managetuent., lea.dership, human reSources po3.icy a.n<:la
stl'l:!tegywhich corresponds to a differan;I::,j.a't;.iont:l.ndfoous
strat~gy. The culture of the partners of such a~ archetype
is described as exhiJ:iitingloyalty, good teamwork,
unselfishness, a firm ident;i,ty,a pride in the firm, long
hours of wor]{'.,being client d:dven and dawnpl,aying stardom.
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A culture 'of elitism is fostered through high standards
of recruiting, with intensive training and oonstant
evaluation. Challenging assignments are given early and
rewards tied to oollective results.

The humanreSoUl:oe strategy of thls archetype is to grow
its own staff rather than buy them and also to retain
the staff. The ~tt'ategy of the archetype is one of
C'(lntrolled g:r.owtl~ 1:hrol19hselective business pursuits
ar.a a homogeneousclient base, with the avoidance of
mer:JElrs. T1;l(~strategy also involves the firm/s being
aggress.ive marketers, investing heavily in :R & D and
retaining H.s staff. The managementof SUcha firm is :by
consensus, with strong leadership and continUity, with a
CUltu~e which outlasts the t~nure of the leader. The
above desor:i.ptioh is Ultely to be t1'pical of one type of
stra:t:.egio}ot~anization/tol? management teal'rl archetype.

Aocording to Shostack ,[1987), pro:fessiol"ual servioes
are cha~actp.rhed L1Y the fact that the process is the
product, and he describes processes in 'Cermsof their
complex!ty and eliv~arqel'1ce.A change in either of these
aspects of the service process will leacl to strate~ic
repositioning of the firm as foUows.

Reduoed divergence: This will lead to uniformity and
redUce costs I ind;i.cati.l"lga shift to .a voluma...o:dr.:lnted
posi tioninq, paseel on economies of scale. This .I.."esults
in uniform sElt'vios quality and g\"eat~):' serviol1l
aVailability. The downi::lid..eof this ·'.rY1.>F.1of strategy is
aonforlllity ~mdinflG)(ibility. This type corresponds to
the CO:;lt...le~\.-;:'\ersh.iptype of Portel:", and these
attribt;ltes ma)~thet'efore be added to those which
describe the cost-leadership type.
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Increased 'divergence: 'this will lead to greater
customization, flexibility and higher prices and
corresponds to a niche strategy. This strategy is
difficult to control, manage and distribute. It
corresponds to the diffet'entiation t.ype of strategy of
the Porter typology and these attributes of service
organizations may therefor~ also be added to those which
describe this type in the POt'ter typology.

Redt.\Cedcomplexity: This indl.cates a specialization
strategy, and resources are i:ocused on a narroWer
service offering. Oistributi<>n and control are easier.
':ehb corresponds to a toems i:.ypeof strategy of the
Porter typology.

Increased complexity: This indicates a market
penetration strategy as more services are added or
present ones enhanced. This can improve profitability by
maximizing revenues from existing client,s. ThilJ inc.l.mles
vertical integratiol').,coalitions and joi.ntven'~uras and
also corresponds to a focus type of stra·!:egy.

The a):)ovetheoretical typologies are aU gern\~rl.(ato the
development of the integrated model oomprising strategy,
professional servioe organizations and top management
team, a$ will be demonstrated later.

3.2.8 The interface hetween organi2ation ~nd
environment

Since the professional organizt't':'~nhas a. c:dtical
interface with its externa.l environmerrc in the service
produotion procesa , the literature on this l.nt.erf.aoeis
examinen in this seotion for its releval1O~ 1~otbe
development of t.ne integrated model of strategy,
professional organizations and its top ma.nagement::team,
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TWO ~choors of thought on organizations and their
rel.ationships with their environments have produced
various streams of research on tue interface bet\qeen
organizations and their environment. Firstly, in the
deterministic or contingency school, organizations aX'e
seen to be dependent on, and re~ctive to, changes in the
environment (Dill, 19513(ii); Emery and Trist, 1965;
Lawrence and Lorsch I 1.%71 Perrow, 1967; Thompson, 1967;
and Duncan, 1972). seer ",dlyI in the interpl:'etiveschool,
which Lncl.udee the ocmobpt of mcilnagerialchoice I the
environment is considered to be enacted and created by
members of the orgarlization. Thi,s school is represented
by Weick (1969), child (1912) and Montanari (1978).

Both of these schco'Ls tend. to define the environment in
terms of the organization as the focal point an"lto
perceive the relationship between the organizat;..m and
its environment in the context of the level of resources
and SOurces ot uncertainty (Bourgeois and Singh, 1~831
DesS f 1987).

An interactive view of the adaptation process in
organizations, which combines the .stra'tegicchoice with
the natural selection perspectives in a typology of
organ:i..zational populations, has been proposed, and the
types of strategic options Which. would be found in each
type, have been sug':)'estedas a dynamic equilibrium
attained betwt'Jenorgarlizations and th.eir env:il..~onmt=:nts
(Hrebiniak and.Joyoe, 3.985). Thi!:!is illustrated below
in FigUre 3.8:
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trypology of organiza.tions aOcording
to strategy and environment

The fi:x:'st quadrant of this model represents hi,h
environmental determination with lovilstrategic ohoi.ca
and illu"ltrates orgaflizations working under pe:t!'fectly
compet....\ I:.i 'fa markets with limited options. 'l;his quadrant
r ..,r, "'ese::'l't,s1:.1'1e assumptions underlying the population
eco~~gy model, with a natural selection approaoh to
ada?tation. This segment would inOlUde small
organizations selling comnoddty-type produots and large
o,,,;ganizations ~oJ'ithundi;Eferentiated se:r.:vioes, with low
entry and exit barriers, ana no way of aChieving a
lasting competzlti ve adval'ltage. The strategies found in
this quadrant are those of the cost-leadership type 0;E
Porter IS typol.ogy, or the defender ty.pe of Miles and
snos s typology.
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The second quadrant represents high enviro:l'1mental
df'..terminatio:n wi tIl high stJ:"ategic choice, lh1heJ:"e
differentiated choice has been made and adi3.ptati,jnis
wi thin environmental constraints; This repl:esentl~ the
situation of large organizations in highly regulnted
industries. Differentiated or focused. niches may be
chosen wi thin the constraints through advert:i.sin~r,
lobbying and marketing. The highly regulated nature of
the industries in this qua .....cant suggests that
professional organiza+icns may Well . e found in
significant numbers in this quadrant. This represents
the differel'ltiation and focus strateg:les of the Porter
typology, or analyser strategy of the Miles and Snow
typology,

The th.i.rdquadrant, represents lO~1 environmental
determination and high strateqic choice, with adaptatl,on
by design. Differentiated or focused choice may bl'.::made.
organizations in this situation enjoy power over others
in their task environment, and innovation~ and proactive
behaviour are easier. They also represep'c
differentiation and focus strategies of the Porter
typology, but are the prospectoJ:" types of the Miles and
Snow typology. This quadrant represents the position of
many professional firms pri.or to greater ~n'lfironmental
determination. Some professional organizations maY fall.
into this type of situation by virtue of their having
been proactive enough to sustain a high choice or niche
posi'tion in the :face of increasing environmental
determination.
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The fourtJi quadr-ant; represents low environmental
deterlltination and low strategic ohoice. These
organizations wClrkunder Placid enVironmental conditions
and their strate.gies appear to be of the unstable
reactor ty};'e with 110 clear membership of any strategic
group. It is possible that Someprofessional
organizations may li.·ell fall. into this group.

There have also been attempts to redefine the
relationship bet~"'eenorganization and environment by
lltoving from this individual organizational level, and
i:he business and corporate level strategies of this
perspectiv~, towllrds the population-eoological
perspective of ol:-ganizations and their
j.nterdependelhcieE~, or the level of industries and
raarketst and the collective strategies ('!'horelli, 1977;
t'i;eick, 1969; Hannan and Freeman, 1977, 1984; Pennings,
2976; Perrow, 197'9; ;Fombrunand Astley, 1983). Within
the populatiol1.-eciology perspective, the notion of open
envir~nmental space draws att.ention t.o the recepti'\ti ty
of environments to accommodateorganizational :torms in a
process of enactm.ent. This contradicts the argument that
niche constrai.nts pre-exist in environments and are
filled by organizations and suggests that organizational
va,riahi1i ty becomes the central dynamic of' change
(.i\stley, 1985).

The analogy bet~teen organizatiOl1.al science and
biological science has been extEilndedto incl.ude the
cOXlU\lUnity-ecoJ.o~JYperspective I and a discusSion of the
oleni~ral issues ()£ structural inEl'rtia, species definition
and environmentlt). selection in the birth, adaptation I

grottlth and long·..term survival of organizations has been
made by Carroll (1984), Astley (1985), Bett()n and Oess
(19B5), and Beard and Dess (1988).
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Central to both the population-ecology model and the
contingency theorists' model is the concept of a
successful. alignment or "fit" between organizations and
their environments (Katz and Kahn, 1966~ Thompson~ 1967~
Chandler, 1962; Chakravarthy, 1982)~ and a conceptual
typology of "fit", proposed by Venkatraman and Cami' ...us
(1984), has classified the schools of thought on the
concept according to the conceptUalization and domain of
the fit. However the sUbject of the environments of
organizations is concei'ved, it is acknowledged that
diffel.:'enttypes af environments may exist (Emery and
Trist, 1965; McCann and selsky, 1984), and that
different patterns of management methods may be
appropriate for different environments (Burns and
stalker, 1962). c~rtainlY environments may change, and
there may be differences between the ~ctual and
perceived environment (Powney et al., 1975) and between
the perceptions of t,he same environment by different
members of the organization (starbuck, 1976).

Environmental uncertainty appears to be the most salient
and all-encompassing attribute of the environment, and
the perception of the uncertainty in the environment by
the managers of the organizations will, therefore,
influ~nce their strategic decision-making. 1.nsupport of
the interpretive perspective Which states that strategic
choice has an influence on the relationship between
organization and 1ts environment, the perceptions of the
environment by the management of th.e organiZation, and
the measurement of that uncerta,j.nty, haVe provoked
numerous research directions (l~awrence and Lorsoh, ~967;
Duncan, 1972; DOI·mey and Ireland, 1979~ snyder and
Glueok, 1982; Downey and Slooum, 1975).
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Milliken (1987) has proposed that there are three types
of ~nvironmental ~ncertainty - state uncertainty, effect
uncertainty and response uncertainty - which may be the
reason for the discrepancies experienced in the attempts
to measure this construct.

certain members of the organization have
boundary-spanning roles, whereby they gather, select
filter and. process information and, other inputs and
outputs between the organization arid the environment,
frequently to result in innovation and changB within the
organization (AldriCh and Herker I 1971; L~~ifer and
Delbecq, 1978). These boundary-spanners are attributed
power in proportion to thE~ ll::!velof importance Of the
information to organizati()nal survival. Boundary-
spanning activity is seen as an intervening variable
between organizational structure and perceived
environmental uncertainty, and has been shown to
increase wHh an increasing degree of org<.'nizational
system openness (Leifer and Huber, 1917). The ability to
cope with the perceived uncertainty is also a source of
power for these members of the ol.'ganization (Hambrick,
19$11 Cogan, 1971). Since professional service
organizations have open systG'ms with client
organizations, as well as organic st:ruct,ures, it is
expected that a high degree of boundary-spanning
uehaviour will oCCUr.

Once management has ac]cnowledged the Ui'lCertaintyI the
ability to manage this uncertainty constitutes the
central task of successfUl mahagament of the
organization. Various 'methods, both intra-organizational
and inter~organizational, have been used to reduce the
uncertainty.
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Intra.-orgatdtation~'.""strategies, wh~,ch use t.he
organiza.tion as th(iJfocal point, and which the
ol!'ganizatiortJ:.:,:esinternally to minimize excess demartd
and protect ;its teohnical core from uncertainty, include
bu.ffering, smoothing, forecasting and rationing.
Buffering may be accomplished through building up
inventories of both stock and human J:'esourcesIe. g. I

professional organizations may employ or retain excess
staff during a recession. Smoothing is a technique which
attempts to reduce the impact of fluctuations irt a
cyclical i.ndustry, e.g., a legal firm may offe:t:both
merger and acquisition ser vi.ces as well as liquida-c,ion
services. By accurately forecasting demand organizations
can plan ahead and minimize uncertainty, e.(]. an
engineering firm may plan to gain certain contradts.
E>:cess demand is managed by rationing the supply
situation, e.g., a mediCal practitioner ~ay b~ available
for consultation only at certain hours.

Inter-organizational strategies are those in whi •uh the
population-ecology mOdel and inter-organizational
networks model predominate, and t-lhereth.e organi zation
seeks to reduce uncertainty by o_ntrolling the
organization on which it depends. The follOt'1ingtypes
illustrate the concept. Throuqh contracting, a lOhJ-term
fixed contract to supply certain goods and services.may
reduce either input or output uncertainty, e.g., a
constiruotn on project fOl' an engineering firm to build a
road or bridge which will take a number' of years to
oomplete, allows it to plan ahead.

Advertising may oreate a perception of uniquen~ss of a
product or service in the minds of clients or potentia.l
clien·ts, thereby redu.cing uncertainty. This tedhniqu.e
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han not yet been fully exploited by profesSional
organizations, since the previously-mentioned t.echnigues
have proved t'!ibE'sufficient.

Another alte':"'nativeWhioh is open ~',oorganizations in
order to reduce uncertainty is a ';hift of the dOmain
or niche through divestment or di.versification, or
moving to a completely hew mark~lt posi Hon. This option
has been utilized by many pr:ofes(~ionalfirms such as
accounbdnq, engineering and quant.\ty surveying firms who
have diversified into related and unrelated areas
(Robbins, 1983).

Various forms of strategic alliances, networks, joint
ventures and other forms of co-operative strate~ies
which reduce perceived elwironment~l unoertainty may
also be utilized to reduce uncertaiI,ty. This <Jption has
received some attention from strategy l:'esea:l;'ohers..n t.he
past few years (Thorelli, 1936; Gerlach, 1987; Powell,
19$7; Hel.):'rigan,1988; ohmae , :1.982).Although much of the
],itera'tu:t:ehas concentrated on overseas expansion of an
organization's domain, the use of these options has been
cited as being particularly relevant in servioe
industries, whero teohnology transfer and information
~~change are invol"ed (Thorell!, 1986), and particularly
craft and p:rofessiona1 servioe organi.zations (1?oweJ.J.f

3.98'1) •

..:Tointventures are seen 9S transitional strategies,
~~und in deregulated industries with blurred boundaries,
and.may be of a non-equity s13aring natut~e in
people~intensive knowledge industries, in order to
restrict personnel tQ one generat~.on of li':nowledgeper
agreement (Harrigan, 1988). However, other authors ha"6
qUestioned. the transj,tinnal nature of these types of
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options, and positad the development of a new
o:t'ganizationalform (Powell, 1987).

Exam~lss of this +.ype of uncertainty reducing mechanism
are co-opting, coalescing and third party soliei t;ing. In
t,he co-opting process an individual or orgo.nizat:Lonin
the environment Which poses a threat to the stability of
the organization may bElco-opted to the board of
directors of the organization, or vice versa; e.g., the
partner of an accounting firm may act on the boa~d of a
non-client company, anu in this way gain a modicum of
control ov~r it.

~oa1escing, .on the other hand, includes various forms of
horizontal collusion such as price fixi~g, domain choice
agreements, mergers, joint ventures and other
reciprocity agreements, bath overt or covert. This is
seen in pro:fessional firml~ as, for example I joint
·''''nt-ureSb(9tween two architeotura1 firms I or consortiums
...:shgineering firmr:H and In a temporarY arrangemetrt,
such as preparation for a listing, between legal,
accounting, stockbroking and merchant banking firms.
Third party Soliciting inclUdes all forms of lobbying,
professional associations, state control boards, etc. It
has been sugges'ted before that professional regUlation
is not necessarily done in the pUblic intel"est, but has
been used to retain monopoly power and, thus, reduce
uncertainty.

In v:..ewof th.e obvious envir<mlnental.cha.\qes which
professional firms have been exper:i.encli.ng,the responses
to these environmental changes and the methods of
deal.ing with the unce.t'taintiesdetailed above are very
relevant. The 9xtent to which professional firms ambracG
the environment and co-opt their client companies ar~
further contingent factors in their ability to manage
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their uncertainty and certainly any model of
professional organizational archetypes must include
aspeots of the interface between organizations and their
envj.ronmant.

The interface between professional servioe organizations
and their environment is therefore conceptual.ized in
terms of the population-ecology model, with the
organization variability enacting its environment.
Characteristics of the top management team, their
perceptions of both the internal and external
environment of their organizations, as well as the
perceptions of the organization by other populations
such as clients and other stakeholders in 'the
organization's environment, are oonsidered in this
oritical interface.

3.2.9 ~he top management team

The choice of appropriate strategies, methods used to
I'eduoe uncertainty and manage t,he ohanging environmental
oiroumstanoes, undoubtedly lies with the dominant
ooalition (Cyert arid}laroh, 1963) I or top management
team (TMT) of any organization. Although there has been
some ,soeptioism from SI)Ciologists and psyohologists as
to whErl::.herleadership matters (Bass, 19S1; tieberson and
o'Connor, 19721 Salancik and Pfeffer, 1977), and whether
other fac.tors haVe a greater impact on organizational
effeotiveness (Hannan and ~reeman, 1977), there have
been a number of st.udieswhioh have concerned thelnselVes
with the linkage between organizational l.eaders and
strategies. These have varied between those Which have
focused on managers as general managers (Mintzberg,
19737 Kott~r, 1982; Hambrick and Mason, 1984); as
leaders (Selzniok. 1957; Argyria, 1976); as
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entreprene'urs (McLelland, 1965; Brockhaus, 1980): as
decision-makers (Simon, 1960); and as gatllesmen(Maccoby,
1976).

a) Characteristics of th$ top managementteam

Since the structure of professional service
organizations is generally flat and organic, with
loosely coupled systt""l\Sinternally and with open systems
coupling with their clientSI the characteristics of
those membersof the organj.zation with boundary....
spanning and decision~making fUnctions become an
importal'lt consideration. Somestudies have concentrated
on the behaviour of managers (what general managers do),
rather than the characteristics of managers (what
general mangers are) (:t.eontiades, 1982; wissema et al.,
1980). The latter studies have suggested that general
managers should have certain charac't.e:dstics which fit a
specific s'trategy.

Miller et aL (1982), Gupta and Govindarajan (1984) and
Gupta (19134) have suggested cElrtain personality
characteristiQls of the TMTand their linkages to
specific stro'1:.tagiesand their impact on organizational
effectiveness" Hambrick and Me.son(1984) have once again
61nphasized thE1dichotomy of approaches bett-leen
sociologists and psychologists, and between
stra:t:.egioal1Y"'oriented and ecol'lomically"'oriented
researchers, but have taken the view tha't. top executives
do matt.er, and, basing their study on chd.Ld t s (1972)

strategic choice paradigm, have proposed that under
condi tions of bounded rational ity select.i.ve perceptions
and. values will influence t.he strategic choice decision.
They developed a number of propo~sitions Whiohrel.ate to
age, functional track, other career e~p'eriences,
eduoation, socio ...eoonomic background, financial
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background and group heterogeneity. .'""tTpper
echelons" model, which is used as a contributing theory
to the development of the modl~l of archetypes of
professional organizations, fUrther suggests that the
characteristics of the top management team influence the
strategic choices such as innovation, diversification,
acquisition and ~trategic alliances. These authors
fUrther contend that the interaction of these
characteristics with 'the organization will also
inevitably influence the effectiveness of the
organization I as reflected in ;I.ts growtl').,morale,
profitability, etc. The testing of sonte of these
propositions will be an inevitable outcome of the
research process, however which specific propositions
emerge as relevant to this research will only become
clear on completion of the process.

b) Percepti.ons

One of t.he basic concepts contained in Child's (1972)
paraciligmof or '1;Lzatj.onalch<:>iciSis that of the
collE~otiVEl perc .ons of the environment bY the top
mana,gement team, or upper echelons of the organ:! tion.
Different people peroeive things or paople dj,fferently I

aooording to personal values, past and preSent.
experience and motivational state. This may result in
dis'r.orted.perception. Peroeptions may also further bE)
i,nfluenced by needs or fears and select:i.veperoept.ion
may occur ~'1herebyone wiJ.l.perceive what one wants to
perct::.tve.

The environmedt was oonceptualized by Duncan (19n) as
consisting of "a totaUty of physitlal and social. factors
that are taken (lirectly into oonside:ratiori in the
decision-l'l'lakingbehaviour of individuals in the
organization ". )\,::oo:rding-cot:nis defini t;l.ona
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distinction is made between the internal environment,
within -the boundaries of the organization I and the
external environment, outside the organization. lie
identified five sectors of the environment for
industrial organizations and emphasized that different
external en~ironments may vary for other types of
organizations.

0) Values

The concept of corporate cultUre has been described as
complex and difficult to define in a previous sector
(Kilmann et al., 1985; Lorsch, 1986), but according to
Wiener (19ElS) most. researchers agree that. shared values,
or an organizational valu~ syst.em, const.itute a key
element in the def.init.ionof corporat.e culture and also
provides a narrower focus of culture than the broader
view as proposed, by anthropologists (Gregory, 1983;
5mirc1ch, 1983). Value systems may offer a unique
meaning and perspectlve to t.ne understanding ot
orgatlizational phenomena I and not jt.ll~t.act as a prmcy
for c,rgani2a.tional cult.ure.

Ther~~ are distinct differences between valllesf beliefs
cmd attitudes. Rockeach (1913) developed a sca.le t.o
meaS1.1revalues and also made a dis'tinc-tion.between
instrumental values and t.erminal values. His research
proved the distinot differences :bet~'I'eenval,ue systenls of
people of different occupat:j,onsand professions.

t.t'hescale developed by !Wckeach. to measuee values has
been used by Ruh et a1. (1975), together with other
background fa.ctorst as an indlcation of :)0): involvement,
and.by Phelps (1982) to eXF.lminetl'lElrelationship petweel1
executi ves I personal value~ end. their $e1-e<:ltionof
«'::orporates·l;:rategy.ijol(,ever,the differeno~s in value
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systems between professions, as indicated by Rockeach,
have not been linked to the selection of corporate
strategy. Guth and Tagiuri (1965) used the Personal
Value SCale as developed by Allport et al. (t%O) to
show that strategic choices are didtated by personal
values. England (1967) maintained that a perSonal value
system was a relatively pel~anent perceptual framework
which shaped and irifluenced the qeneral nature of
individual behaviour. Thi.s was proved by Lusk and OliVer
(1974), Who found that personal values remained
relativelY stable over time and by Hofstede (1980), who
illustrated differences in valUQs between different
countries.

Wiener (1988) "'as suggested a typology of four value
systems and their implications for organizational
effectiveness, based on the focus of values and the
source of values. TheSe are fUnctional- traditionalist,
functional ...charismatic, elitist ...traditional and
elitist-charismatic. Not all types are stable, but the
elitist-traditional type is one which sustains a stable,
long-term elitist dimension. Legal fi'l;'msand manag:em~~1'it
COl7.Slu):t::in<firms (and prel!lUlllablyother profeSSional
fiJ:'ms),are ttl,etypes of organizat,ion flhich fall intl:;l
'chis classificlati<:m. He alSo suggests ~hat
I;>rganizationalvalue syste:U,lsmay change and. evolve o'ller
i::ime,d.epending on their slc.ageof development. Sha;r:ed
m:"gan,tzationalvalues may, therElforer be rf?t'fardedas a
tllsefulfocal area of an organization's culture and may
~e stable for the elitist~traditional organiZations ~uch
as professional organiZations. nowever, the relationship
between the particular organizational value system and
tho choice of a particule,r strategy ha.s not yet been
explored within these types of organi2ntions.
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3.2.10 D$velopment of the integrated model
of strategy, professional organization
and top management team

It can be seen from the previous sections that the
strategic choice paradigm of child (1972), as
illustrated in Fig 3.9, links to the organizational
adaptatiofl paradigm of Hrebiniak and Joyce (1985)

ilJ.ustrated in Figure 3.a. It is my contention therefore
that, according to a sY$tems view, a third contingent
dimension to that of Hrebiniak and Joyce exists: certain
managehal profiles will influence the strategic choices
made by the top management team. There wouU be an
interplay between the environment and the top management
teams, through the latter's perception of and
interaotions with constituent members of the envir"nment
such as their clients, cOMoperative org~nizations, and
oOltlwetitol'professional. and non-professional
organizations.

In other words, it is proposed that the characteristios
of the top management team, whose Perceptions of the
internal and external environment of their organizations
play a cd tical r(;l1ein their st;rat.egicchoaces , add.
additional continldencj.esto the proposed inte9ratad
moetel of stra.tegy and professiotlal organization.

In view of the preoeding review and discussion Of the
litera~ ~e and the oharacteristics of professional
service organizations as elaboratedt :r would propose the
following integrated mOdel. It is a dynal1licinteraoti've
system, whereby the strategio choioes of the top
manag~ment toam interact with the organization, its
strategy, stt'uctl.l1;'eand oul'tUl:'eI all::well as with certain
membE)rs of the envi.ronl(\ent,to produce various
config1.lratiol1Sof 0);'9a11izetional. effectiveness.
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Figure 3.9

The upper ecnelons model of
organizational effectiveness

(Adapteo from Hambrick and Mason, 1984)

Figure 3.10

Systems view of inte(:Jrat(}d lI(;estalt" comprisin9'
strategy, organization and top management team.
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The shaded are,ij,surrounding the var rcus interacting
uni ts represe~~;s the in'tegJ;'ationof strategy I

organization and the profiles of the top management team
as a whole, at times also includirlg those components of
the environment who are closely invol ved Ln the service
production process. These may be clients, other
stakeholders ~uch as contractors, other professional
organizations I Or other Cotllpetitors such as merchant
banks, construction companies or private hospital groups
Illithwhom the profassional organization has a
co~operative arrangement, whereby these organizations
becQme temporary members of the professional
organization.

The PrOposed Model

The integrated typology of professional orgatl'~'l.ationsI
their strategies and the specific profiles of the top
management teams which influence their strategic choice,
Ls illustrated py the central section of Figure 3.8.

r.[lbisis elabora1~ed in detail in the light Of the
pr'evious discuss:ion as follows:

s
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Environmental Determination
High LoW

Quadrant 2 Quadrant 3

Large, lllUlti- High risk,
speoialist innovators

Quadrant 1 Quadrant 4

cost leaders No identity

Figure 3.11
Model of integrated strategy and organization



Chapter 3 94 Survey of the
Theoretical Literature
& Model D~velopment

Cost leaders: Quadrant 1 has been described by
Hrebiniak and Joyce as corresponding to the cost
leadership type of strategy, operating under pe):f~ctly
competitive markets with limited options, and the
standardized type of the Schmenner typology. In terms of
the Shostack model, this quadrant will exhibit reduced
divergence, offering a limited service line. It is
likely that the conditions of conlpetitive markets
suggested by Hrbeniak and Joyce may have precluded
professional organi3ations from membership of this
quadrant in.the past" but it may be possible that. some
organi,zations may well fall into this group.

l~at'ge'lmulti-e:pecinl,bt (diffarelltiated or fOCUS,)=

;~ccording to the Hlr:'~!b:i.niakand Joyce model, Quadrants 2
and 3 Were def~cribed as being the differentiated and/or
focus type of strategy of the Porter typology. Quadrant
::1 is described as containing large organizations in
regulated industries or organizations in multiple
niches, and is probably also similar to the national
distribution company of the Bleeke typology following
de~:,egulation. This quadrant will also contain
organizations from the specialist type of the Bleeke
typology, the customized type Of the Schmenner typology,
and the Maister archetype. It is likely that a number ot
professional organizat.ions will fall into this category.
In terms of the Shost~lck model, organizations in
Quadrant :2 will exhibit increaseu divergence of
services, leading to the customization and higher prices
~",hichwiU be found in the differentiated type of
strategy. Ot'ganizations .1 n this quadrant may also
e~<hibit reduced complexity, or the foous type of
strategy.
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High risk'innQvators, (different1ated or focus);
Quadran"".3 corrcadris the more risk""taking , innovative and
proactive organizations, and represents the prospectur
type Of strategy of the Miles and Snowtypology.
Incrf",asedcomple:ldty cClrresp()l1dswith a widening of the
service offered to existing clients, a market
penetration strategy. This is likely to be f01.l.ndin
organizations in this quadrant. Reduoedcomp113xity
corresponding to a f()cus type of strategy, where
specialization occta-s, will also be found in
organi:i::;.tj..ns in this quadrant.

No ident.U:y: Since the fourth quadrant represents
organizations without a clearly define~ stratec;ly,
organizations =hd.chmay fall into this quadrant are not
rega.rded as havl.ng a characteristic Ugestalt" of
strategy, organization and top manag~"\I,mtteam. This
quadra.nt represents the reactor group of orCJani~~tions
according to the Miles "''''1 Snowtypology. It is k,;::)<isibl~
that some professional organizations mayfall int.:. t;b.is
category.

Onattempting 'co irltegrate the vani.ousI relevant
contributions from tb.a theoretical literuture, one thus
finds that therf) are three olearly identifiaple PC'E!siblc
options, as indicated by the first three quadrantsj plus
a fourth possible type of organization with
undifferentiated strategic, organizational and t~p
!>1a41agementprofile.

The above "gestalts" represent the likely optiOl'lSwhich
professional organizations maytake in response to
environmental determination and top management.profile
which influenoes strategic ohoice, ana Whichwill ....;)
empirically e~amined in the researoh.
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3.3 Second research objective -
organi 'l:ationaleffectiveness

A large proportion of research on organizations. and
organizational effectiveness has been undertaken on
large, diversified, pualicly-held companies. In the dase
of privately~held organizations, of which professional
organ:i.~ations are representative, the lack of accessible
objective quantitative measures of organizational
effectiveness has preclude\l specific research ventures r

which depend on these neasuces , into this t.ype of
organization.

The concept of organizational effectiveness has been the
subject of extensive on:rpiricaland conceptual
.inves'tigation but temains among the most elUsive and
controversial in organization theory literature
(Reimann, 19751 Goodman and Pennings, 1977; Dalton et
al., 1980: Lenz, 1981; steers, 1977).

rrhere appeaX's to have been disagreement as'to what
criteria and indioators of performance or effect:i,Veness
should be employed, who Ghould set the criteria or do
the assessing, and what characteristics of organizations
or other variables sn.ould be used (Conno1y at. a1. 1 1980;
HannLo et al., 1916; Child, 1977; Lenz, 1981; Cameron
and Whetten, 1983). The concept remains a complex and
multi-dimensional phenomenon and its oparational:l.zation
is inherently diffiC1.l1t.

A further confusion exists betwe~n th~ definitions of
organizational performance, organizational effectiveness
and organizational efficiency, with some authors
sU9gesting that effectiveness plus efficiency equals
performance, while others suggest that organiZational
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performance focuses on the economic indicators and is a
subset of organizational effectiveness, which includes
the broader satisfaction of stakeholder expectations and
soc~etal demands (Chakravarthy, 1986; Mendelow, 1983).

Certainly recent studies have suggested that multiple
factor models, or composite meesures of organizational
effectiveness are more appropriate and present a more
holistic approach to the measurement of the construct
(Sagozzi and Phillips, 1982; Benson, 1974; Keats, 19R3;
Chakravarthy, 1986; Dess, 1987; Dess and Robinson, 1984;
'Robbins, J.983; McCormick, 1974).

~obbins (1983) contends that there has been a movement
towards consensus on the concept and in spite of the
fact that up to thirty different criteria were
identified in the 1960S and 19709 (Campbell, 1977) (no
doubt due t,o the diver!~ity of orgli1nlzations being
s'tudied, and the interest of the evaluatorS), everyonE!
has some concept or other and operational definition of
the construct. The policy researcher may choose return
on investment, Whereas the industrial psychologist may
choose employee satisfaction, as the ultimate criterion
of effectiveness (Kirchoff, 1977).

For the purposes of this dissertation the holistic
perspeotive of organizational effectiveness is adopted,
While organizational £-<:lrformanceis vi·~wed as the
economrc subset, whether measured by financial or marke'l:.
methods or accounting methods (Chakravarthy, 1986).

There have been four approaches to the study of
organizational effectiveness. The approach of Etzione
(1964) assumes that organiZations pursue identifiable
goals and that effectj.veness is a measure of the extent
to which these goals are a'tta.inea.However, the
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underlying' assumptions Which validate this approach have
caused problems in the e~cclusive use of the goal
at.tainment criteria for o:t'ganizational effectiveness.
SUch questions as whose goals (only the top management
team's goals, or those of other organizational members
as well): what goals (short-term or long-term); official
or operative goals (perrow, 1961); the prioritization of
goa~s, and by whom; have resulted in a search for
dlternative approaches to effectiveness.

In the systems resource approach, as proposed J::.y
YUchtman and Seashore (1967), the organization1e
relatjonship with its environment is stressed and
effectiveness is defined in terms of its ability to
seCUre scarce resourceS. Where the goal attainment
approach accentuated output, this appzroach'defines
effectiveness in terms of input, p:tocess and out),Juts.In
this respect the accent is on means, not ends, although
Price (1972) has argued that this is jUst another
version of the goal attainment model, Where ends goals
are replaced by means goals. FUrther criticisms of the
model are related to the measurement of process
variables and the issue of whether means matter.

Th~) strategic oonstituents approach; as su,ggested by
Ftiedlander and Piokle (1968), proposes that
organizations are face~ with multiple and often
conflicting expectations or performance or1taria from
sooiety and from organizationel stakehold.el:'sin
particular, and the power whioh t.hey may have over the
organization (MacMillan, 1978). This approach introduces
a multi-dimensional perspective to t,he concepe , s1.milar
to the population~ecology perspective of organizations.
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The problems enoountered in this approach relate to the
dynamio nature of the stakeholder environment and the
oonoeptual identifioation and prioritization and
measurement of the expectations.

The oompeting values approaoh is an integrated
framework for assessing organizational effeotiveness,
and in this an attempt has been made to bring together
different approaohes to organizational effectiveness,
based on the premise that the ourrent valUes of the
various stakehOlders and the top management team Will
determine What variables should be used in speoifio
circumstanoes in determining organizational
effectiveness (Quinn and Rohrbaugh, 1983). Robbins
(1983) maintains that effectiveness, like beauty, is in
the eye of the beholder and, therefore, contingent on
the perspective taken, involving oompeting values,
interests and multiple goals.

Three basic sets of organizational values, Which relate
to structure and oontrol, means and ends and
organizational foous, have been identified, through
Whioh eight cells of a typol.ogy Of oompeting
organl.Zatiorlalvalues can be classified (Quinn and
Cameron, 1983). This has posed the question of when eaoh
model of effeotiveness is appropriate, and the tentative
answer that the stage of the life oyo1e may provide the
oontingl$!noy.As with other approaohes this approaoh to
or.ganizational effeotiveness is not without problems,
the main ones being the aocura't.e!!.dentificatiollof the
sta.ge Of the organhatio:n's life oyo1e, and the laok of
empirioal research Whioh validates the mOdel.

Sohollhammer and Kuriloff (1979) have suggested that
small organizations re).yon mnnagements' suooessful use
of planning for performanoe. This dubious use of the
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unspeci:E:!.edword, "success" to indicate effectiveness or
perfnrmanc~, is common in research into smaller
orga~lzations (Trow, 1961; Chambers and Gold, 1963;
potts, 1977r smith, 1978). However, this is an
ind:tf.ilt::Lon,.Jfthe difficulty of obtaining more specific
perfo1.·ma11U<.fmeasures •

.t\shas bel::lnde~cribed in the discussion on
or0anizational strategies, Mintzberg (1978) has
distinguished between strategies which h~ve been
deliberately plann~d in advance (intended strategies),
and strategies which have emerged as a result of either
interactions of the members of the organization with the
strategic plan, or unintended strategies which have
developed as a consequence of the impact of
organizational or environmental forces, without overt
planning (realized strategies). I ,"ould propose that in
professional service organizations where the boundaries
include client organizations, the intended strategies
are closely related to ttl'! t'ealized strategies. A high
correlation between the perceptions of the professional
service organization of its strategy and thflperceptions
of the clients of the Same organization will be an
indication of the effectiveness of the organization in
translating its strategy to its stal~eholders.

Since services are intangible, I would fUrther argue
that only the perceptions of the service experience Can
serve as a measure of the quality of that service. If
one assumes that the elusive concept of t.hequali t.yOf
the Iservice is one meaS\lre of the effectiveness of the
orga,nization in satisfying strategic stak.eholders, then
sene of the research into the measurement of this
coneepe makes a cr:mtr:lbutionto.the strategic
stakeholder approach to organiZational effeotiv~ness.
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Parasuraman et al., (1985) have described the importance
of the perceptions of the service rela'civ« to
expectations by strategic stakeholders and have argued
for various measurements, as the following model in
Figure 3.12 shows.

OOte!:lnlnants ofJSerVice quality

I
W.O.M.

Personal
Needs

Past
Experience

I

2. CQmIUnicat:i.on
__ Il..~

3.~

4. Coul:tesy

5. cre:IlhUity ~i' ca~. 'lied.
G. ~iab:tlj:ty r- ...--,__--t~~'---f

7. Respansiveness
a, Secudty
9. Tangibles

10. Understanding!
knoWing the
client.

Figure 3.12
Model of service qualit.y

(From Parasuraman/ Zeithaml and Borry, 1985)
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It has been shown that a strong correlation exists
between subjective, self-report types of measures, and
objective neasures , but that these are not a sUbstitute
for objective measures (Dess, 1984).

The evaluation of effed.tivenes~ in profes:sional firms is
notoricusly eva X' more ·...tHficultto establish, since such
dimensions as satisfaction derived from professi'.:mal
work, etc. need to be considered. ThiS vieh is further
supported by authors such as Campbell (1977), Who lists
30 different variables which may contribute to the
organization's eff~ctiveness. The first variable he
suggests is "Obtaining overall ratings or judgments from
persons thought to be knowledgeable about th~
organization on as many criteria facets as possible",

other variables suggested are growth, morals, role or
norm congruence (values), evaluations by external
entities, achievement emphasis, value of human
r.esourCJ9s, partictpation and shared influence, training
and development i11fluence, staff turnover I conf'l,,j.ot
versus cohesion, and stability.

Within these limitations and suggestions for the
measurement of performanoe, effectiVenesS or success of
the privatcl:{"'heJ.r1,small firm, the criteria for
performance or ..'fff'Jct:i.,reness of the professional.
organizatio":ls will comprise a composite of meC4sures,
some of which have been suggested from the theo~etical
base diSCUSsed above and others whioh will be generated
by the research process. From :he theoretioal base, the
composite will include the fcUowing:
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1. The'congruence between self-image and image in
the eyes of clients (i,e., intended strategy
versus realized strategy, measured by,the sum of
the differences between the means).

2. The congruence betWeen the image in the eyes of
clients and the iieal of the clients (measured by
the sum of the percept,ual gaps between the
means).

3. Quality of service (measured by the rating of the
services provided by the organization, in the
eyes of their clients).

4. The perception of the "succeSS" of the
organization.

5. Growth of the organi zation.

6. Morale or job satisfaction.

7. cones i.onversus consensus of values.

8. The perceptlOl{lof stability.

9. The value of human rGsources.

10. Training and deVelopment.

11. participation.

12. Aohievement emphasis.
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'l'o the extent that these constructs to measure 'l:he
Elf:Jectiveness of professional organizations emerge from
the resea:t:ch process, their validity is enhanced
Cllcccrdingto the interTlreti\.·~ perspectJ.ve, in that they
:t'epresent the perceptions of the realH:.ies of the
I1,lembersof these organizations and the'"r stakeholders
'lIThoat times cl3comeorganization membersdUring the
~~erviceproduction process.

:~.4 ~hird research obje~tive ~ industrialization,
post-industrializatiQn and the prOfessionS

'].1heconcept of industrial development has been the
sub[ect; of cOl'tsiderable Ii teratur.s in economic history
(Hamilton, 1970; G:r:as;1969~ flarvie, 1971; RoSS, 1975).
The process of industrialization is defined by Harvie as
characterized by changes in technology (technology,
nachfnery , sources of power and raw materials); changes
in economic organiZation, in the way such production is
financed and in the organization of the ma,rket it caters
for; and changes in the industrial structure, in the
kj.nd and volume of goods and services produced to meet
the demandsof society Which is itself changing.

Economicgrowth and the process of industrialization
have been described by Kerr et al. (1960) as occurring
through the diffUsion of technology, particularly
~cnowledgetechnology, from countries that are key
centres of re~~earchand development. The same concept is
seen by Wh.ite:Leyand England (1977) as the prOCess of
transition of a country from an agrarian society to
for"ns of $ocii:ll and economic organization characteriZed
by high levellS of resource consumptionI an increased
emphasis on el::l,ucation,and an emphasis on research and
development activi1;:y.
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The above 'definition encompasses many of the properties
identified by both Kerr et al (1960) and by Stinchcombe
(1965). Whitely and Engla.nd (1977) listed. indicators of
industrialization as energy consumption, steel
consumption, median level of educational attainment,
percentage of GDP in agriculture and in total industrial
activity and research and development expenditure.

Kerr et al (1960) further propose that as
industrialization proceeds the values of the managers
become similar, and Whitely and England (1977) showed
that management values were similar in USA and
Australia, but that managel;"sin Eastern countries such
as India, Japan and Korea ):).addifferent value systems,
although there Wel'e certed n values \Jhich Japanese
managers shared with USA managers.

The process of industrialization involves the
utilization of more complex technology, cap~ble of
raising the productivity level and therefore increasing
the welfare. The impact of technology on industrial
structure results in changes in the basic structure of
industries, th~ division of labour, including the
professionalization of management, the need for
placement and training structures, educational systems,
stratification systems and a growth in the scale of
society (Bro~'1nand Harrison, 1978).

Five new power elites emerge from the process which
controls industrialization. Further, a new value system
is created, baSed on a higher value being placed on
knowledge, change being va lued as progress, sQcial
flexibility, a higher value being placed on achievement
instead of traditional values, and s. belief in the valuH
of hard work. This value system is described as the
industrial ethic, and together with the cha~acteristics
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of the industrialization process, and the different
r..jpesof elites, will be used to prove that the
professions ar~ undergoing a process of
industrializatiun.

Bell (1976) has contributed to ths liter.·atureon this
topic by discussing the transition from an industrial to
a pcst-industrial society ( wh.ich is characterized by a
shift from manufacturing activities towards service
a()t~ivities. (This has been modified by Naisbitt (1982)

to a shift not only towards service aci:.ivitiesbut also
towal·ds information activities.) This shift has result~d
in an increased importance of the knowledge elite in the
stratHication of society, with the possession of
knowledge increasingly replacing thl~ possession of
property or polit.ical power as the bas i.sfor high status
in the social st:r.·ucture,Knowledge is further used for
social control and the direction of innovation and
change.

"What has become decisive for the organizatir.:-nof
decisions and the direction of change, 1s the centrality
of theox:etical knotr,ledge- the primacy of theory over
empiricism, and the codification of knowledge into
abstract systems of symbols that, ~IS in any axiomatic
systemv can be used to illuminate many and varied areas
of experience" (Bell, ~976).

The proponents of this view argue that a new
intellectual technology is developing with the aid of
computers and information systems, Which alters the
division of labour and control of physical technology,
management and nat.Lona.l econom.ies , The post-industrial
society is cha'":'acterizedby th~ sUbstitution of an
intellectual technology based on algorithms I for
intuitive judgements based on ideologies and reflecting
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emotional and expressive Values. The growth of knowledge
also brings an awareness of the future and an inc~eased
interest in attempts to plan and forecast the future, as
well as fUndamental changes in the central value systems
of society.

While the private firm remains a dominant institution in
Western economic society, it is increasingll" giving way
to new knowledge-based insi~itutiol'}s such as
universities, research divisions of governments and the
professions, which all exp:;;'sss the logic of
post-indl.lstrialj,sm in thei..: espousement of Jcnot'11edgeas
a guide to action. A conflict. is partioularly evident in
the universities and the ·pro.eessicns where the tension
between the rationality a.nd technological requisites on
the one hand, and personal autonomy and self-control on
the other, is particularly aoute. A. :further source of
tension exists between governiitent authorities, \'lho are
the chief providers of :fintLi.'lo'lngof research, and the
stated characteristics of l:telt-control and personal
autonomy (B:t'ownand Harrison, 1978).

The emergenc~ of tecb.!':ology is also seen as a dominant
social force, resJllting i!:;. a change from a society of
exploitat.10l). 1:" a society of alienation and the
development of new soof.a), glC'oupswith new value systems
motivated by an ethic of sooial se:evice. Since this is
the ethic espoused by the p~'ofessions, it represents a
mvvement towards the professional ethic, implying
greater compebftion on this front from
"non-professional", kllowledge<·rich social groups.

It can therefore be seen that the emerging
post"'industrialism plaoes greater emphasis on knowledge
technologies, and t:10ssessors of knowledge such as the
professions, and may well provide the impetus for these
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knowledge elites t,.)be revitalized from the mature phase
Of evolution, but with the additional rider or,increased
competition :erom "non-professionalS". The unique,
seemingly-dualistic socie-economic conditions under
which the professions op~l;'atein South Africa pose an
~dditional challenging dimension to the changing
paradigm.

3.5 Development of research propositions

The preceding three sections discuss and outline the
theoretical background to the three research areas which
wet'edelineated in Chapter 2. Followin9' from each of
these sections, three broad expectations can be induced.
(I ca.ll t.hem "expectations" rather than "hypotheses"
for two :reasons. Firstly, as noted earlier in the
chapter, in oonsider~ng profession~l organizations, ! am
traversing largely uncharted terrain: so that the
literature has only been able to supply me with general
expectations of \lhat my explorations of the data may ,
uncover, rather than preoisely operationalized
hypothes~s to test. Secondly, in involving taxonomies,
or the interplay among several variables, eaCh
expectation i.s more intricate than a typical
hypothesis.) I eXpress them in the form of propositions.

PropOSition 1

Based on the discussions in section 3.2, it may be
eXpected that there will be three olearly ident:i.fiable
strategio/org~nizational/top management team arChetypes
or gestalts applicable to the environmental adaptation
of professional organizations, also of their
effectiveness and the ext~nt of their industrializat:ion.
These will be similar to the types sUggested by Porter(
Miles and snow, Bleeke, and Hrebiniak and Joyce, but
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with the :modifications! have propos.ad. It is possible
that a fourth group wil.lbe present wfiich does hot have
a clearly defined identity, in which soma professional
organizations may fall.

proposition 2

From Section 3.3, one surmises that the effectiveness of
the above archetypes in professional organizations will
be determined by a.number of factors, some of which are
suggested by the literature and others whioh will
prObably be generated by the research process.
Ol.·ga11izationa.leffectiveness will combine different
approaches to the estimation of this conoept.

proposition 3

On the strength of seotion 3.4, one may anticipate that
the oharacteristics of the established arohetypes will
be identifiabl~ with stages in the prOcess of
industrialization as df!J:t:inedabove/ i.e., a higher value
placed on k:noWledg'e,change being {{alued as progress I

aocie.l flexibility I a highE~r value placed on achievement
instead of tl'.'aditional values I and a belief ill hard
wbrk.



Chapter 4 Research Design &Methodology

CHAl?'l'ER4

RESEARCH DESIGN AND METHOOOLOGY

4.1 Philosophical approach to the research

Among philosophers of science the search for the
foundations of knowled~1e ~f a pos! tivist nature has been
represented by, among otners, Locke (1961) and Hume
(1955). Howev~r, the feasibility of their search for
certainty have been questioned and arguments for less
rigid adherence to mcathol~have been made by such
philosophers as Burke (3.950), 'l'1ittgens1;ein0.969), Kuhn
(1970), Lakatos (1976\ I I:>olanyi(1962) and ];lorty(1919),
Who likened the search f'erknowledge by the posit.i.v.i.st
philosophers to lithe'triumph of the guest fol7certainty
over the quest for wisdol.l!..lf.In common to their poa! tions
is an emPhasis ~n the role to the community of enquirers
in validathtg what counts as k:ilowledge.iJikewise,
reSel'l~~jjon organizations lIas been stated. to be a social
process, as opposed to exercises in technical
rationality (PettigreW, 1985), with elements of the
artistic and the subjective being appHed in a craft
prvcess of individual judgement as opposed. to the
application of a formal set of techniques and rUles. It
follows, a~ Morgan and Smircioh (l980) have noted, that
it is importa.nt to examine the assumptions regardin9 the
nature of knowledge and the·methods through Which that
kno"11ed1a can be attained, as well as the
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assumptions about the nature of the phenomena being
investigated.

These approaches question the presumption that th~ only
desirable approach to research is objective and
detached. The notion of an informal, yet patterned
reflection in action being used in the artful inqul.zy
and management of large amounts of informaticm. under
Uncertainty, complexity and uniqueness (as is oft~n
experienced by res~archers) has been contributed by
Schon (1984).

since social organizations constitute complex processes,
it is wise to consider the current debate on aomplexity
(de aeer, 1985), particularl.y the contention that
rationatity is no longer synonymous with certainty and
probability with ignorance. organizations are also not
seen as stat.ic anti ties but as continuously undergoing
disorganization and reorganization, rigidity and
decomposition.

It has been stated that the distinguishing feattlZ'eof
field stud;!.es,as opposed to .Labo:J:'atoryrElsearchI is
that whatever phenomena are brought to light through the
field study type of research proce~s already exist in
reaH ty, and thEtr.eforethe proof of theil:'existence doeS
not consti't.utea contribution to ~nowledge. This has led
to a call for more quanti tativ«, empirica)..and ric;torous
research on organizations by some (Schendel and Hofer,
1979; Schwenk, 19S2), as well as the counter argument
that research shoul.d focus on in"depth fleJ.d and case
stUdies, rather than laboratory research, which is said
to be too artifir.ia.land neitt.\.:Irrepresentative of the
real world (Durkheim, 1950), nor appropriate fOr either
organizational or stral~egie managemen'l;:research
(Mintzberg, 1977).
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'l.'r.e need in a newly emerging discipline such as
fptrategic management for the defini t10n of the
,Ilppropriat,avariables I the generation of hypotheses I

tneory building and inductive researcn, rather than for
hypotheses-testing or deductive research, has peen
stressed, and the opinion expressed that laboratory
studies eliminate the very richness and complexity on
which strategy research is based.

:Cnany event I the necsssi t.yfor good met,hodology has
been elnphasized, for the combining of both theory and
practice in relevRnt research, and the value of research
~lhich bears on common sense or "conventional wisdom", as
opposed to research Which produces counter-intUitive,
n~n-obvious findings (Lawler et al., 1995). This view
has been echoed by M:itroff (1985), ~;!hosuggests that
research should st);:1\)'etowards having both academic and
"street knowledge" of organizations, but points out that
this would rraquil:edifferent conceptions of the terms
"theory" and "tnowledgetl•

sinc~ my objective in this thesis is theory building,
the comments by DUbin (1969) regarding tbe interaction
between theory and empirical research are relevant, with
the objective being to test the adequacy of a given
model and impr()ve on it. The research apprcech adoptecl
therefore accorc1s with the views of Mintzperg (1977) and
Pettigrew (1985) rather than those of Schwenk (1982) and
Schendel and ijofer (1979); it is supported by the
philosc,hical views of Rorty (1979) rather than thOSe of
Popper (1959).

4.2 Research design

Tht;!q1.1estionof how reseurch ill the are\\ of strategic
lnanagement should be approached has elil.!lited
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considerable debate in organizational J.iterature
(Anschen and Guth, 1973; 1-1intzberg,1977; Schendel and
Hofer, 1979; Schwenk, 1982; McGrath et al., 1982). The
use of qualitative methods to complement quantitative
methods has been encouraged by Harrigan (1983), Jick.
(1979) and Astley (1985), among others.

Further, the importance of an integrated approach to
strategic management research has been e~(lphasizedby
Jemison (1981) who, among other concepts, stresses the
importance of the cross-fertilization of research
findings in inter-organhational analysis. The
impol:'tanceof rigour and relevance f internal validity
and external ~eneraUzabilitYI the :i.ntegrationof field
research and laborat6ry study I have all been under-Li.ned
in action research on organizations.

Multiple operationalism, consisting o~\the use of
different methods in different phases ';Ifthe.research
design, according to the situation, has been
recommended. Denzin (1970) has also advised the
triangulation of research methods, where the use of
complementa:I::Ymethods allOWS for the compensation of the
Weak-rlessOf one method bq the strength of the other as a
research strategy of choice, rather than defending the
merits of one method over another.

In deference to these many recommendations, the
concepcuaf design of this research process attempted to
integrate mUltiple aspects and approaches and the sOheme
as outlined in Figure 4.1, was fOllowed.
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In stage r, the exploratory interviews with members of
the research population and stakeholders, and the
content analysis of literature, constitute a preliminary
informal qualit,ative approach, as :recommended in
multiple operationalism. In thib stage, the realities of
the research population and the.it'$takeholders are
identified and certain research themes a:c.'egenet'ated.

In stage 2, the opinions of experts in their industry
Wet'eused to gellerate the research population by means
of a quasi-Delphi technique.

In stage 3, the sample design was generated in
accordance with well precedented prccedures illthe
literature. The development and testing of tne research
instruments in St:?~e 4 was achieved thl::oughl)cth
qualitative methods during the interviews, and through
analytical development I testing and refinir.·~of t11e
scales.

In stage 5 I the data collectc.:d~~hrough ql.1estionnaires
was Gupplp.mented through information gathe'red during the
interviews with bt;)thpartners and clients af
professional organizations. This represents a classic
case of triangulation I where the coarse-grained
questionnaire data is suppleInented with fine"'gt'ained
caSe stUdy and interview material.

Similarly, stage 6 constituted another example of
triangulation of methodologiels I whex's poth the logical
empirical analysis of hard da't.ewas supplemented by the
qualit,t1ti'lelyoriented oorrcerrbanalYSis of brochures and
the post-coding of interview information.

These stages are elaborated at some length below.
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4.3 contingencies of the research

It is accepted that there is no perfect reSearch
process, and no matter hew r,y.:)ll concepcuakd sed the
research may be in theory tl~ere are generally exigencies
which result in a variation from the planned io..eal,
which results in a compromise between the theoretical
ideal and the practically real~zable reality. In this
research, the limitations which wer.e briefly mentioned
in Chapter 1 are expanded as follows:

a) The number of professions, the number of firms of
any size, and the geographic scope of the
research were limited by practical constraints,
including time and cost. six professions were
chosen and the assumption is :rlli;ldethat they wou,ld
be representative of other professions. The issue
of external genetalizability is, therefore,
relevant here. Firms with head offices, or with a
considerable presence in the PWV area, were
chosen for the S\~mple frame.

b) since professions deal with confidential,
sensitive information, there was an
understandable reluctance on the part of some
firms to reveal information about their firms or
to allow the researcher to approach clients, and
th~ extent of participation and co-operation was,
therefore, '.imited to the amount of information
transfer which could be effected within these
cons:traints. The connnon phenomenon in social
resl;larchthat respondents say what they want the
resE)arche:r'to hear, or what they think the
resE~archel' wants to know, is also acknowledged as
a c()htlngl:1mcyin this category.
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c) Since professions in South Africa are part of the
highly stressed top leVf:.lsof i:I'octety,the time
and motivation to participate in the research is
another limitation to be considered, which
resulted in a less than ideal response in some
cases. The issue of non-response as a type of
error resulting in research bias is discussed ill
Chapter 5.

d) Repeated cans have been mada for longitUdinal
stUdies of organbations and their strategies.
This was not possible owing to the constraints of
time and cost, and consequently the data
collection period of the research process was
conf Lned to the time frame of April to September
19Ri. This ~laced limitations on the research, as
has been described, atl].it constitutes a
"snapshot" of each orga17hation dUring the
specified time frame.

4: • 4: Responses to contingenciE)S

In considerati~n of the above, the research is of
necessity exploratory in nature, constituting largely a
theory-building exercise, in which a theoretical model
developed for professional organizations by analogy with
other organizations, and with assoeJ.ated broad
propositions rather than precise propositions being
developed and refined relative to the data within the
constraints described.

The multiple operationalism in the research design has
been described, as has the triangulation of methods. The
research was also done on multiple professions Which
operate in mUltiple industries. The concept of
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triangulation is therefore extended fUrther to this
stratified sampling of the universe. Diverse types of
questionnaires which measure the same concept were used,
as well as both quantitative and qualitative
methodologies. This approach ~o the research constitute~
an attempt to achieve the artf.'ulreconciliation of
qualitative and quantitative approaches in empirically
explicating and sophisticating a tentative model.

4.5 Research stages

Based on the theoretical expectations for strategy and
profess.tonal organization uj~d.for organiz~rtional
ef.fectiveness, it was planned that two questionnaires
would be designed which would be used to measure the
concepts generated. ~he first questionnaire WoUld be
directed to partners of th~ professional organizations,
and would measure the quant,l,fiable attributes of the
partners, as well as the perceptio~s of uncertainty of
the environmental cOl!\ponentswhich influence their
decision-making in the professional organization, and
the personal values which are regarded as important fOr
the partners. This was called the partner
GlUestionnaire.

The second instrument, called the ima~e questionnaire,
was des.gned to measure the perceptions of strategy and
professional organization, both by the partners
themselves, and by their clients ~nd other stakeholders
in the environment Whcf become "temporary employees II of
the professional organization durinq the set'vice
production process. During the pzoc .~ss '.'If cc:mstruotit'lg
these instruments, it became clear that not all of the
organizational attributes Which it was desirable to
measure, had been included in these two questionnaires,
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and an additional questiopna.ire was therefore designed
which would cover these addd,tiona.l attributes. '.rhiswas
labelled the strategy and structure questionnair!l1!.

4.5.1 stage 1: Generation of research th~mes

In the initial stages of the research, the major
relevant themes were identified through a combination of
content analysis of the available literature and thro'gh
exploratory pilot interviews with members of the target
poput.atid.on Ii. ~.members of the professions, their
clients, other stakeholders and acadentics. Twenty-five
such interviews were conducted in total. Academics from
three different univ~rsities who represented five
differElnt professions, and MBA students representinq six
professions, were included among 'these interviews. The
other interviews were conductiad with executivEl member's
of the Transvaal Law society, the Association of
Consul ting Engineers, the AssOciation of Archi'cects, the
SA Medical Association, suppliers to the medical
profession, t~e president of the Johannesburg stock
Exchange, and wi tIl some cha-" 'en or senj.or partners Of
professional organizations.

1n the exploratory interviews, a non-st~uqtured and
informal approach was taken, Cl.llowingthe respondemts to
develop their own arguments, acknowledging the
subjective realities of the research population and thus
increas •X"lgthe construct validity. Examples of the
research themes which were generated were as follows;
there had been an increase in the level and intensity of
competition from non-pr':}fessional organizations, prOfit
margins were declining as costs esoalated, and some
professional organizations were regarded by some of
their colleagues as displaying behaviour bordering on
the unethioal in their efforts to stlstain profitability
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While peing threatened Py competition and r~sing costs
from various sources.

i I t

These initial interviews also generated references to
published documents whioh were included in the subject
matter fur content analysis. A liter~ture search of
previous empirical researoh in the area of professional
organizations was done with little success. TWo theses,
one by Bigler (1982) and the oth~r by Phelps (1982),
were studied irl terms of service industries and the link
between managerial values and strategic choic9, and
theses, articles and books on the marketing of
professional services, poth in South Afrioa and
overseas, were studied (Babbert, 1985; Webb, 1982;
Wilson, 1972; Kotler and Bloom, 1984; Gummeson, 1978:
Wittreich, 1966; Jacltson, 1983; Moren, 1985; Adelbert,
1982; du Flaoy, 1985; Green 1984).

content analysis is a useful research tool for the
quantification of printed data, and in this instance,
m~dia reports and research papers were used. The content
cateqories may be chosen on the basis of the nature and
purp\)se of the research, which assume~ that a priori
categories exist, or by examining the ducuments for
commonalities, at the risk of a certain researcher bias
(Bailey, 19a2). various recording units have been
suggested (the Word, the sentence, the character, the
th~me), but for the initial purpose of conoept
generat.ion, the theme was judged to be most suitable
(Holsti, 1969). From the contant analysis, such themes
were elicited as 'competition and marketing; the optima~
gearing structure of profession~l organizations; thp
t'oleof.the professions in society; the il\lpactof
t:.echnologyon the professions; the recept.ivi.tyof
clients to marketing by their oonsultants.
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4.$.2 stage 2: Population definition

Onoe the research oonoepts had been definl.lo,c:J.ear:i.y
delineated and olarified, the population needed to be
defined. Firstly, the ohoice of professions for
inclusion in the researoh was considered. As has been
discussed previouslYf Bennion (1969) stated that the
c,:msulting professions coule be said to have the
characteristios of an intellectual basis, a basis in
private practice, an advisory funotion, a tradition of
service, a representative institute and a code of
oonduct. His thesis fUl:'therstated that there! were sound
reasons why the public good l:'equiredthat certain
services be provided o~ the above basis.

13ennion classified the consulting profesf.'ionsin England
at the time under th:t'eebroad headings( those of health,
rights and property, with the main m~mbership of each
group as foUows:

a) Hea1th: dentist, optician, pharmaoist, physio:i,an,
surgeon.

b) Rights: bart'isterf n~tary t' parli~mental:'Yagent I

patent agent, solicito~.

c) :Property:
a) land & buildings: architect, auotioneer,
building sUl:'veyor,civil engineer, estate agentj
heating s ventilation .eng1neerI land agent, lanc'l
surveyor, Landaoape architect, mining engj,neel:',
quantity surveyor, structural engineer, town
planner, valuer.
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p) money & securities: accountant, actuarYf
insurance broker, loss adjuster, mortgage proker,
stockbroker.

c) chattels: chel'[1.~calengineer, mechanical
engineer, naval architect, ship broker, valu~rl
vetel~.inarysurgeon.

I used the above three categories of professions as a
primary stratifying criterion for the selection of
professions. ~he professions chosen for the reSearch
wer~ from each of the three categories, as follows; the
physician illthe health category, the attorney in the
dghts r.ategory, the accountant from tht.=!r,\oneycat$gory.
of property. owing te the close interaction and everlap
between architecture, quantity surveyin9 and engineet'ing
in the property industry, firms from all three of these
p~ofessions were included. Further, only multi~
disciplinary engineering firms were selected, so that
this would include engineers in the chattels category.
This sample of professions represented three industries,
namely the business and financial industry, t:neproperty
and const:l:'uctionindustry, and the heal.th industry.

~he choice of firms was limited te the larger firms
within thee:e six professions, sinee theSe We:t'epresumed
to be more likely to be run in a formulated
business-like manner and to have progressed som~ way
along the stages of organizational development (Greinerf

1972). In the medical profession this resulted in only
the specialized areas of pathology and radiology being,
inolud(';iin the research, sinoe these specialiZations
were the only ones where firms of any size were found.
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Consulting engiheerihg firms W.a>relestrioted to
mllltic.\isoiplinaryfirms, whioh eliminated firms, whioh
spl~oialhed in purely oivil, eleotrioal or meohani.oal
engineerihg.

The population in each professioh was determined 'through
the us~ of a ~uasi-Delphi teohnique, whereby the
opin:i.ollsof I(e~pertsll,or knowledgeable individuals in
the industries in whioh the profession operated, were
JI,....~cl. 'l'her·~lphi teohniqu~ I whioh is generally
t: eluted ~iJi'thforedast;,ihg (Oalkey ano Helme:!:,1963;
van do Ven and Delbedq, 1974; Wheelright ahd Makridatis,
19b.s) , is also used fo.t'strategy formulation. Normally
the precess involves thX'ee to four rounds of oonsensus
bu:l.ldix'1g,but in this instanoe, where a simplified
"rr>oedure was required for the purposes of gathering the
opinions of knowledgeable people in the speoific
in-Jl.l:::I'r.::1es , this was oonfined to one round.

The aid of knowledgeable individuals at the professional
assooiations was sol.ioi\~edto assist ,i.nthe in!tial
identification of the 1\\, jor firms. Wh,ere direotor;i.ea of
professional firms t<1ereavailable I these were used as a
referenoe point, and the major firms seleoted from theSe
directories with the assistanoe of the individuals
mentioned (e.g. Hortors, fOr the legal profession, the
direotory of the Institute of Arohiteots for the
arohi teotural profession ( the direotory of 'l;.11.eSA

Association of C:onsultin9 Engineers for the conSUlting
eng;lneeri.t'1gprofession I e't:,o.).Where no d.irectory was
present, such as in the medioal profession, the opinions
of suppliers, oHants and other stakeholders were used.
to arrive at a list.
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The prooess of obtaining expert opinion was repeated
with a number of other knowledgeable individuals,
including the members of the selected firms, until a
final list of 96 fi.rms in the six professions was
obeaf.ned for the research population.

This quasi~Delphi type of teohnique for selection of a
target population has tl)eadvI,mtage that, by x'elying on
the opinion of experts taken independently of eaoh
other, the bias whioh would ooCur if only the
researcher's op11'1ionof suitable firms was used is
reduoed.

4.5.3 Stage 3: sample design

Once the target population for research had been
established, it was found to be impractioal to approaoh
the total researoh population because of cost and time
constraints. Thus a :portion of the population was
sampled in order to make inferences and generalizations
about the total popul<ation (Babbie, 1975).

Sampling procedures may be Of various types, and fall
into two basic classes, namely probability samples,
where each ltIembe17of the target population has an equ~.l
chance of being included in the sample, and
non...probability Samples, Where the choice of sample is
made on SOlliesubjective basis. goth types of sampling
procedure were useo in the research.

A probability sample of professional firms from each
profession was made, for three reasons: to enSure that
constructs were generated and used which represented all
six professions; to eliminate the use of six different
questionnaires; and to enhance the possibility of
external Validity and genera.lizability.
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A proportionate, random stratified. sample waS
accordingly selected from each profession, using a
random number table. Table 4-1 indicates the sampl(1
drawn from the target population.

The advantage of stratification is that the relative
homogeneity of the strata implies that a smaller
proportion per stratum is required to yield a given
level of accuracy (Bailey, 1982) and ensure lower
sampling error (Goode and Hatt, 1952).

Table 4.1
stratified, random sample of target population ofprofessions for generating constructs.

PROl1'ESS:rON TOTAL % SAMPLE %

Accounting 15 15.6 4 16Law 24 24.0 5 20}{ed.i.cine 15 15.6 4 16Architecture 20 20.S 5 20Quantitysurveying 7 7.3 3 12ConsultingEngineering 15. 15.6 4 16

TOTAl:. 96 98.!:) 25 100
It will be seen that, in a universe of appropriate
firms, legal firms are rather more nUmerous and quantity
surveying firms rather less numerous than the number of
concerns in the other four categories. This variation is
accordingly reflected, though less strongly, in the
stratified sample. This suggests a bias towards the
legal profession aDd away from the cyuantity surveying
professions, but this was in proportion to the size of
the profession and the number of firms jUdged to be in
the tal"get.population. The Sample thUS has the
adVantage, with respeot to prospective comparisons among
categories of partners I that no stratunl is represented
by less than two companies or by more than five.
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'rhechairman, mana.ging partner Ol;' senior executive of
these firms was approached by letter and requested to
participate in the research. A follOW-Up telephone call
\-lasmade to confirm the partic:i.pation,where a postal
reply was not received, and appointments for interviews
made with these leaders of the firms. All twenty five
firms agreed to participate at this stage, sustaining
the adequacy of the sample.

written permission was obtained from the participating
professional firms to approach their clients for the
pUrpose of establishing the image of the firms.
Understandably, not all the firms agreed to this, but
some firms co-operated by supplying lists of clients
from which samples of olients were taken, while some
contacted their clients to request their assistance,
thereby increasing the likelih~Jd of their cowoperation
and participation.

From these lists a data baSe of olients was built up fOr
each profession, which was rep:r.esentatiVe (.,;.the
possible client ba~~eI'tlhichthe participating firms oould
have. This was used as the sample frame. There was some
duplication, particularly :inthe property industry,
beoause of the limited number of major institutional
clients. A frequency count of the client firms was
carried out to arrive at a stratified sample frame for
each professlon, with ';hemost frequently mentioned
firms forming the top layer, the second most frequently
mentioned forming the seoond layer, and the client firms
mentioned only once forming the pase layer.

'rhesample frame for eaoh industry was tested for
adequacy of representation against an external sOUroe.
FOr aocounting and legal firms, the seotors of the
Johannesburg Sto~k Exchange Listing and state and
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para-stata.l ol"ga.nizationswere used. For clients of the
pathol~gy and radiology firms, the medical sections of
the telephone directQries of Johannesburg and Pretoria
were used.

FQr those firms who agreed to supply client lists, a
proportionate stra.tified sample was selected for the
p,urpose of interviews, and secondly for the
administration of the questionnaires. The numbers of
clients resulting from this procedure was larger than
the number yielded by thQse firms who preferred to
contact their own clients on my behalf. There was thus a
degree of bias away from the latter.

4.5.4 stage 4: Development and testing of research
instruments

The research instruments

As mentioned in section 4.5, three research instruments
Were ultimately developed to measure the different
aspeots of the model which had been proposed and Which
it was the objective Qf the research to test. These are
described in more detail here.

'rnepa.rtne:r:questionnaire. Ohild's (1972)
strategic~choice paradigm constitutes one of the
dichQtomies of the model as described in Chapter 3. The
model proposed by Hambrick and Mason (1984) of the
attributes! of the top management. team Which will
influence their strategic choice, consists Of such
attributes as age, J:unctiQnal traclt, tenure in the firm
and other work experienoe, apart from their perc::eptiQns
and.values.
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In order to test certaj.n other attributes of thFl model,
such factot·s as educational record and time manaqemsrrt
Wer(~ also included in the questionnaire Q In this way I

the concepts of the socialization process during
edul:::lation;and the concepts contained in the Maister
modal, d~~scribed in section 3.2.3, of hard work, client
contact and marketing would be measured.

The image questionnaire was developed with the
objective of estimating the perceptions of the image of
th<;:lprofessional organizations by their partners and by
the other stakeholders in the environment. This
qUestionnaire consisted of elements wh:i.chwould deScribe
the general image of these organization,; and their
strategies, as well ~s the ratings of specific
professional services provided by the different
professions. It provided for an evaluation of what
clilents and other stakeholders expected from an ideal
professional organization, as well as an evaluation of
the perceptions of each of the organizations on the
list, which were known to the clients or stakeholders.

:en this way, the intended strategy, as defined as the
self-perceptiol'l of partners of their own organization,
could be compared with the realized strategy, defined as
the perception of the professional organization by its
stakeholders. similarlYt the expectations of the
professional organization could be compared to the
actual perceptions of that organization. The results of
both these comparisons could be included in the model of
ol:ganizat:.i.onaleffectiveness.

The strategy and structure q'lestionna.ire was aesigned
to cover the oi~heJ:'aspects of t.he theoretical model
which were not alreQdy covered cy the other two
questionnaires, It was pi.annad that. only one structure
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and strategy questionnaire would be sent to each
professional org::mization, whereas the partner and image
questionnaires would be sent to each partner.

A description 0f the development and testing of the
scales which were to be used in the questionnaires, is
given belOW.

conscruct; generation

During interviews with the leaders of these firms a
rappo:r:twas established by explaining the research
procedure. This was followed by the semi-structUred
interviews to elicit case study material, the firm's
structure, strategy, values and environmental
influences. Simple quantitative, non-threatening
questions were asked at the beginning of the interview,
leading to those requiring more sensitive and lengthy
responses later (Babbie, 1982). The interview themes
used as a guideline are given in Table 4.2. A complete
interview sChedllle is atrcached in Append;.>,1.

Table 4.2
Interview themes

1. Size: number of partners I total rnnnbez' of
employees, number on each level

2. Management team: number, hoW selected
3. Geographic dispersj on: number of branohes ,

including overseas and international links
4. Diversity: range of services offered
5. COlnplexity; type of services offered I

diversification, joint ventures
6. Management style
7. Use of technology
s. Recent developments in the firm's strategy
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9. Values of the firm
10. Desirable values for partners
11. Environmental influenoes

The senior partner or chairman was requested to provide
a list of all current partners and branches tio assist in
confirming the address list for questionnairels. The
nnmes of other partners were also requested for fUrther
interviews, and' additional appointments made for
interviews with them, both to confirm the information
given as well as to elicit the constructs for the ilnage
study. These interviews proved to be very informative
and the senior partners of the firros were generally
co-operative.

The generation of constructs for USe in the image
questionnaire fallowed the repertory grid technique
(Kelly, 19S5~Fransella and Bannister, 1977). In order
to create sOnle simpli~ied order with which to cope with
the over-communicat.ion of information to which he .is
exposed, a person organizes it into images and reacts or
responds according to these images. The image which a
person has of something depends on his perceptions,
values and past experiences. This view is in accordance
with the interpretive perspective of organizations as
propounded by Weick (3.969).

This technique is designed to enable one to torm
mathematical relationships between constructs and
construe social behaviour in a multi-dimensional way. It
has been employed by various researchers to elicit
constructs for use in measuring images, and enables
respondent~ of the target population to define their own
perceptions and interpretations of reality which haVe
meaning for them (Dolovin, 1975; Polkinghorne, 1976:
Cogill, 1981; Botha, 1984).
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During this procedure respondents were presented with
cards with the names of the firms, three at a time, and
requested to state in which ways two of the firms
differed from the third firm. This procedure waS
continued, using different triads of firms, until all
combinations of firms had been presented. It was found
that between tWenty-three and twenty-five intervie~ls
were neceeeary in order to make an e}.~').austive List of
attributes, and since ther~ were twenty-seven interviews
with senior partners during whicr. this procedure was
conducted, this was assumed to be sufficient. A total of
sixty-two constructs were generated during these
interviews. Figure 4.2 illustrates the technique as well
as so~e of the constructs which were generated •

IUtrge
..__C__ F_IR.r--M_3 J I

.:=J
FIRM! FIRM 2

I C·~-=FI=-ORM----5__,

I
Wide Client Base

FIRM 7 FIRM 2

[ FIRM 4 C FIRM8 J
ILess Competent

L,_FI--.j_M._.7_-..J
ICompetent

I
Narrow Client Base

I
Aggressive Marketers

FIRM 3

Figura 4.2
Illustration of Kelly repertory grid teohnique
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The number of interviews per firm varied between two and
foUr, according to the size of the firm. In this way
multiple sources were used to arrive at a list Of valid
oonstructs for use in the scales to be constructed to
measure personal values, componerrt.sof the envi.ronmerrt,
and the image of the firms, as well as the interview
information obtained relating to other aspects of the
firm,

Develo~ment of scales, design and pre-testing of
questionnaires

a) Partner questionnaire

Based on the suggestion of Hambrick and MC!.SOl'l(1984), a
mixture of quantitative and qualitative data from the
partners of the firm who represented the top management
team was used. since some firms had only four partners,
while others had as many as ninety, it w~s decided to
ensure consistency by sending questionnaires to all
partners of all the firmp Simple demographic,
quantitative information was placed at the beglnning of
the questionnaire I followed by a sho:t."tlist Of questions
:t'eJ.atingto time management.

'p._ list cOl'1sistingof thirty"'four statements regard.ing
the envj.ronmental components and fifty statements
regarding the values wat:\made, and sixty-seven
respondents from the sample of twenty-five firms were
requested to indicate agreement or disagreement on ~.
five-point scale (APpendix 2). ·The response was sixty
au,~Of sixty-seven, giving a response l'ate of S9 I P per
cent for this phase of.the research. The questiontlaires
were anonymous and coded by the type of profession only.
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The distribution of responses between the different
professions is given in Table 4.3 as fOllows:

Table 4.3
Distribution of responses between the professions

Profession NO. sent No.received % Response
Medicine 7 \5 71Law 17 17 100Accounting 11 9 82Architecture II 11 100Quantity

surveying a 6 75Consulting
eng.1.neering 13 12 92

TOTAL: 67 60 139

In order to arrive at the underlying meaning and reduce
'che number ot scale itelUSI and thus to construct scales
to measure the perceptions of the environmental
unc~rtainty and the values of the partners, the
respective matrices consisting of -I;heobservations of
the thirt:y"four environmentell items and f:~:ftyvalue
constructs Which Were generated during the interviews,
were subjected to factor analysis, of the principal
component, variety (The implications of this to.;'lo.l'mi.gue
will be dis~ussed in more detail below).

In this procedu~e each item is correlated against all
other items and assessed for the overall strength of its
influence. Varima~ rotations were perfo~med to assist in
delineating the underlying concepts. r:t'heprocedure a.lso
yields a correlation matrix, which fa.cilitates the
id.entification of the underlying components (Appendix
3) •
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The principal component analysis of the environmental
items produced a solution of thirteen factors with
eigenvalues greater than one. ~his has been called the
Guttman-Kaiser criterion for the selection of the number
of factors to retain and has frequently been used.
cattell's Scree Test, which is a scree plot of theSe
eigenvalues values, was done and the "kink" il1dicated
that this was indeed a likely cut-off point, as shown in
Figure 4.3.

4

2

o
o

I I
e. S 12 15 18 21 24 27 SO 33

NUMBER

Figure 4.3

Scree plot Of ei~envalues of perceptions
of 91wiron:mental uncert.ainty scale

However.t thir'baen tactors would have def;l.edsensible
conc(~ptual int@rpretation. However, the scree pj.ot also
had a Hkink" a'fter the third. factor., indic'ating that
there are three i~portant f.actors underlying the
en\"ironmental components, which will be confirmed later.
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The intui.tive meanings of thae.e factors were clear from
the items that Loaded onto them, and an adequately
comprehensive but concise scale could be constructed,
using the thirteen items concerned.

There has been some debate as to which type of scale is
most suitClble for the measurenerrc of attitudes (Taylor I

1904), but it was deciued to use the semantic
(,l,ifferential!"lcaleas suggested by osgood et ai , (1957),

end elaborated by Summers (1970) to measure 'the
p~rcepti()ns of env'ironmental dynamism. !t has heEm found
that the e~~mdntic diff(;lrentialscaling system yields
valid rE:;5Ults wh(~n used for comparative studies I but
should riot; be used as a method for evaluating a single
entit.y. Since it is an interval scale, it also lends
itself to m~re sophisticated statistical application.
The scalE: was thus constructed to measure the
enviromnental uncertainty, based on Miles and SliOW

(1978) ane' Snow and Hambrick (1980). This was placed
after the time management sec'cion of the questionnaire.

The initial analysis of the ;fifty items dealing witeh
values prodUced a si.xteen factor solution with
eigenvalues greater than one. A scree plot of
eigenvalues against the number of components confirmed
this, but it has been sUggested ('ifaomansand Golder,
1982) that this oriterion may overstate the number of
common factorS in certairl situations. cattel.l'n scree
test. plot is illustrated in Appendix 4.

From the scree. plot it can be seen that there is also a
out-off at x::ineeigenvalues. However, examination of tn.e
loading of th\1IVariables contained in both the nine and
sb:teen factor solution did not sUC]g'estusable
underlying meaning to the components, as is illustrated
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Ln the nine factor solution in 'l:'abllS4.4 be10'" I in spite
of further oblique rotations of the factor scores.

This was possibly due to the fact tbat the numbers of
directors in the sample was not nrucb larger than the
number of constructs, and also due tl,opossible
variations in values between sectors, between different
professions and between organizatiol'lll:1.For this reason
it was decided that a drastic reducti,on in the number of
variables at this st~ge was not feasiple, but that
factor analysis at a later stage when the sample size
Was greater might reveal factors with more meaning which
were common to all professlons.

t.£1able4.4-
Nine factor solution to the 32 item v~lue seale

FactorNumber
1.

2.

3.

4.

5.

7.
8.

9.

Desc:r:iptiol1
teamworkhappy home lifebring in worknice people
academic excellenceset pldo:d tiesbroad vi.s ion

Loading
O. 8:3M~
0.7053
C'.7042
'0.'7'357

0.6888
(I.'7845
O. e\428

enjoy a challengecompetent
sensitivegood judgment

O. 8~\95
0.8lc58

0.7$52
0.9693
0.8424
0.6326
0.7432
0.8947

common sensaeye for beauty
show initiativemoral values
dEulegativQ
unselfishcompassionate

0.9582
0.8481.
o , 7102
0.9733loyalty
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So as not 'to exhaust the patience of the respondents,
the thirty items with the highest loadings were ohosen
out of.the fifty items. This number of items would allow
for possi1;)levf.tl:tiat:i,onsof values between professions
and between firms. Two additional values which were not
highly correlated Were includ~d to act as a oheck on the
internal Validity of the scale.

In order to measure the values, the Val~e items chosen
were used to construcl. a six-point Likert scale, five of
which Were to measure attitude and a zero to allow for
uncertainty of response. Since this was the more complex
part:of the qUestionnaire, it waS placed at the end. The
lev~l of reliability of these two attitude scales has
been reported to be high (Fishbein and Ajzen, 1975). The
final partner questionnaire appears in AppencUx 5.

b) The image questionnaire

On the presult\p~ionthat 'thefactor analysis of tl:t~.
valUes scale in the partner questionnaire did not
provide a clear solution prbbably because there were not
enough respondents at this stage, relative to the number
of variables, the same stricture Was assumed to apply
for the image scale. Similarly, therefore, the
oonstructs generated through the repertory gr.id.
techniqUe were subjected to a frequency count procedure
to arrive at:a final list of items for inclusion in this
questionnaire, and thirty-eight of the sixty-two
construct,s with the highest count were retainec:l.They
appeared to be categorized into four areas, namely
general :l.mageof the firms f leadership, marl<etin9 and
characte:dstics of the partners.

"_"'.j'
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Three of these four groups compare with the groups
identified in previous research on 'the image of firms
(Botha, 1984). A semantic differential scale was used
for this questionnaire too, for the same reasons as
given above. The constructs were arranged in a random
order with favourable/unfavourable attributes randomly
distributed between left and right-hand poles, in order
to reduce any the possibility of a "response set". This
was followed by a section in which respondents Were
asked to evaluate the various processes and aspects of
each profession's services on a semantic differential
scale, and to rank those firms which were known
subjectively in order of perceived success. Space was
also provided for subjective comment.

i\ list of participating firms was inclUded with the
instructions, and respondents were reqUested to give
their perceptions of their ideal firm, as well as their
perceptions of their own firms and competitor firmsl in
the case of the professional Urn,s, and of t:'ei:l:
consul tan't firms, in the case of clients. :Cnthis way 'i:l,

perception of each firm by itself I by its cOTllpet!tors,
arid~'..i its cHents, as well. as the ideal for oach
.r "'of.;>ssLon would be generated. since the image of'the
f.l..::msis said to be rel.iable only if measured relative
'Coothers" this served as a check on the self-image. The
self-image would reflect the intended strategy I while
the image by clients would reflect the reali~ed
st.rategy. The image qUElsti.onnaireappears l.nAppendix 6.

c) strategy que~tionnaire

This questionnaire was des:tgned to elicit additional
iXlformation which had not been covered in thf.~other two
qUestionnaires, to elaborate on the various aspects Of
t~he firms I strategy I structure and organizational
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behaviour 'relative to the theoretical model. In some
Lnsbanoes confirmation of information obtained from the
image and partner questionnaires and from interviews was
aChieved. This Once more constituted an example of a
highly triangulated methodology.

The aspects of the organization on which information was
requested, and their relationship to the theoretical
mOdel, were as follows.

1. Services - number and type. (This would measur~
the diversity of the services offered, as
described by Shostack, 1987.)

2. Branches - number and dis'tribution. (This would
give an accurate indication of the geographic
dist:t:'ibution,as related to the 13leelce's (19~3)
contribution to the theor~tical model.)

3. Customization, standardization. (These attributes
Of the organization would measure those
components of the Shostaclt (1987) and schmennex
(1986) model which contributed to the theoretical
mOdel, Ilsing a scale developed by Glisson (1978)
to measure routinization.)

4. Marketing activity - pl:'omotional expense, sucoeSS
rate, extent. (These meaSUl:'eswould give a
reflection of the l«arketing acti vity and thereby
constituted those components of the Porter (1980)
model and the Maister (1984) modaL, )

5 • Gearin~ ...Labour' int.en~dty; st.~ff/partner l:'atioi
partner /second"'level .entio. (li'rolnthe Schmennet'
(1986) model, and also the Maister (1985)



Chapter 4 140 Research Design &
Methodology

reference to the gearing of professional
organi:z;ations. The staff turnover was also
requested in order to gait' an indication of the
morale of the firm.)

6 . R « D - percentage of expanses used on this
activity; -time allocated; how much wat;\spent on
technology. (This would give a meflourement of
this aspect of the Maister (1985) model, and is
one of the attributes of industrialization.)

7'. organizational type. (This dimension was included
to give an indication of the degree of
sophistication of the professional
organizations.)

8. Environmental tracking (Miller & Friesen, 1980).

~I. Boundary spanning (Bigler, 1982). (The last t.wo
dimensions were included t~ establish the degree
of sophistication of the management of the
professional organizations.)

~I~hest:rategy questionnaire is attached in Appendix 7.

The value of pre-testing the developed questionnaires
has been I.tndEtl;,linedby Bailey (1982) and simon (1986)

who draw a dJ,stinction between piloting I ~lhich involves
a complete run through the: whole reSearch process, and
pre~testing( in which only a particular aspect or stage
of t:he reseal~ch is tested. These authors point out that
ref inements ()f the research instruments can be made with
repeat:ed tes1;:ing.

The guest:ionl'lairesWere therefore all pre ....tested on a
separate ranl~omly selectecl sampl,e of twent:y-U va
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partners from six organizations, one from each
profession, to enhance validity, understanding and
olarity. Suggestions for improvements were incorporated
in the final questionnaire where these were feasible and
appropriate. In some cases meetings were held with the
partners of the firms in order to clarify the cOrJbtruots
and the procedure.

4.5.5 Stage 5: l)ata collection

a) Administration of questionnaires

Once the questionnaires had been completed, they were
distributed to all ths partners of the original sample
of firms I and the res"~ of the sample frame was
approached ,to participate. Of the seventy-one remaining
firms, thirty-one agreed to participate, and a final
sample of fifty-six firms out of the original ninety-six
identified firms, took part. This represents 58,:} per
cent of the identified sample frame, which is regarded
as representative of the professions chosen.

~he qUestionnaires were coded with the profession and
the firm name, but were otherwise anonymous. Only one
strategy questionnaire per firm was sent out (to the
senior partner or chairman), together with an
instruction sheet for each of the partner and image
questionnairelll, with a reply date. Image queat.Lonnadz-es
were also sent out to the sample of the clients, with a
similar covering letter, instructj,on sheet and reply
palO. envelope. After a few weeks a remino.er letter was
sent out, which was repeated after the time period hao.
elapseo.. This was done to increase the response rate
(6"iley, 19$2; Simon, 1986). Telephonic guerh:s were
also relJUecl 'ho.
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b) Int'erviews and content analysis

Because of the limitations of questionnaire data, it was
decided to complement the quantifiable information
gathered in this way with the richness given by
interviews and conte:'ltanalysis. This procedure
represented the within-stage triangulation in Stage Five
of the research procedure.

Apart from the initial twenty interviews to generate the
research themes aad the hundred-odd intervi~ws conducted
with the partners of the professional organizatJons, it
~ms decided to conduct farther intervie\;Tswith the
clients and other stakeholders of the professional
organizations.

There are many kinds of interviews, but the
data-gathering type of interview which is used for
research purposes is characterized by th:r~e interacting
variables, each of which may i)"lfluencethe results,
l'lamelythe researcher I the respondent and the interview
schedule (Oppenheim, 1966). The following are som~ of
the advantages Which interv~ews provide over structured
questionnaires:

The interview is more flexible, providing the
opportunity for probing, resulting in greater
elabor.ation, explanation, clarity and understanding, and
thus providing richness, completeness of response ancl a
better response rate.

A personal interview also provides the researcher with
the opportunity for observing non-verbal behaviour of
organizational members as well as the physical location
and environmental attributes "Ilhlchmay influence
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orgardza"Li'onal meltltersand contribl,\te to tb.,~
identifica~ion of the culture and image of the
organization.

There is great::.:!rcontrol over such aspects as privacy,
the gUarantee of unitary response, and the opportunity
to build researcher confidence through rapport with the
respondent"

'tIhereare, Of cou.rse, disadvantages; the time and cost
of interviews, researcher bias, and lowered anonymity.
In addition, in view of ~Ae subjective nature of v~lue
systems, perceptions and images, there is more
opportunity for the researchers own values to intrude.
Finally, the Hawthorne effect (Roethlisberger and
Dickson, 1959) and other forms of reactivity also
present in the interaction between researcher and
respondent, inevitably alter the perceptions of reality
of both parties.

Many authors suggest that researoher bias should be kept
at a minimum through maintaining as imp~rtial an
interaction as possible during .J.J1terviewsI and rigidly
adhering to a structured interview sched~le which has
been determined a p:dori. Ho',rt;!verI this has been said to
produce a biased response towards these a priori
constructs, without allowing for respondent realities.
The view also exists tha~ in building an empathetic
rapport, a good, participa'l::iveinteract.ion and greater
richness are obtained without sacrificing research
rigour and ethical integrity~ and the encoura~ement of
creative indlvidualism whi-::hwill result in less bias
and a better understanding of the realities of the
respondents.



Chapter 4 144 Research Design &Methodol.ogy

The sam);>leof clients chosen for interviews was
approached by :tetter requesting participation, and
appoil.tment'ilw('').;'etelephonically confirmed. The extellt
of agreement and co-operation from the clients was good,
considering tha time pressures under which all South
Africans of execmti ve level are worldng. Slnce the
responsfA to th~ questlonnaires sent to c1ients. of the
medical firms (\'111.0 were modi cal practitioners, not;
patien~ts) indicated a lack of understanding of the
concepts in the questionnaire, j.twas decided for
econOl\licreaSons n!=,tto interview them. The numbers of
clients interviewed were as indicated in Table 4.5.

Table 4.5
Distt'ibution of client:.interviews

PROFESSION
Accounting
Law

NO. CONTACTED 1I1Q. INTERVIEWED
54 5J.

46 38

> 9'7 75Ar~hitecture ------~-
Quat~t:itySurveying
consultingEngineering
TOTAL 197 164
Th:l,srepresented 83.2 per cent of the sample chosen, and
illustrates the high resp(:mse rate achieved thrOl.lgh
per.clonalinterviews.

During these interviews a semi-structured format Was used,
and responl1ents wore rerluested to comnent; on deVelopments
in their industries or or.ganizations, their consequent
expectations of the relevant professional consultant and
their perceptions of the firms which they k.new, relative



\

t!

Chapter 4 145 Research Design &Methodology

to these E!xpectations. some respondent~ were rel.uctant to
comment on their professional consultants, as could be
expected in view of the sensitive, confidential
relationship betwep.n theTh, and were not pressed to do so.
The interview information was post-coded, using the
categories suggested by the questionnaires and the results
were used to confirm the questionnaire findings.

content analysis is a technique lll!:!ntionedas one which is
appropriate for this type of rese~~cn and was used on a
number of occasions during the l-es9arch process. It is an
exa.mple of the interpretive or contextual type of research
procedure, where the content of a message is analysed
M\~hin the particular context in which it is stated, and
which requires the technique of empathy for interpreta:tion
(Babbie, 1985).

content analysis is generally used to generate hypotheses
a'" the units of analysis could be wClrds, themes, ideas or
tJ ... :ases (simon, 1986). HoweVer, it has been used in
research on professional firms, Where the copy strategy of
adVertisements was investiga.'t:ed(Upah and Uhr I 1991).

The assistance of the Ins'citute for contemporary IUstOl'Y
at the universi ty of the Orange Free sta'tewas requested
for a copies of press reports for the three-year period
,'luringwhich the reseElrch !~as under-caken, Unfortunately,
tl.is produced little data on the indi"idual firms / and
only ~~neral oonclusions regarding the professions could
be drawn. These were used as a qUalitati\e complement. of
the results produced. (Appendix 8).

The use of content categories su~gested by the
documentation, .:lontentanalysis of the fir.ns' brochures
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and of recruitment advertisements, produced a better
result. These were used in confirmation Of the results
produced (Appendi2 9, Appendix 10).

The choice of method of analysis depends on the nature of
the data, the type of scales used, the propositions to be
tested and the parameters set, e.g., the underlying
assumptions of the data regarding the population
distribution and the randomness of the sample (Winer,
1970). !n this instance a census survey was attempted on
the defined target population of professional firms.
However, since the response rate was not 100 per cent, the
responses received ,:;1.0 not necessarily reflect':a random
liiJampJ.eof the defin~)d popUlation. Similarl~" al'C~hougha
strat:i.fiedrand(')msample was enos '\1. from tl'ladata bases of
clients Which confozmed to the criteria for
representati veneas of the population I the reSplpnses could
not be said to be random, and oould be biqsed cowqrds
those members of the population who responded.

Response rates for the various questionna.tres are (jiven in
Table 4.6. It can be seen that the response to postal
questionnaires by clients was not very good, in spite of
two reminder lattersl but probably adequate in terms of
the proportional strat:i.fiedsampling procedure and the
homogeneity of the sample which this produced (Simoni
1986).
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Table 4.6
F?esponse rates to questionnaires

partner and image quest.ionnaire.';sent to partner(;!~
Returned Responseprofession sent out to sender Returned rate

aocounting 518 26 181 36.78%
law 217 2 58 26.98%

medicine 56 22 39.28%
architecture 115 51 44.35%
quantity 3J. 46.97%sUl'veying 67 1

cons1.).l1:;.ing
engin.eering 325 4 99 71.22%-Total 1116 33 432 39.89%-. --

lmage questiormaires sent to clients:
Returned ResponseProfession Sent out to l?ender Returned rate

accounting 230 17 53 24.88%
law 177 15 53 32.'72%
medicine 463 32 46 10.67%
architecture (:;1 7 28 51.$5%
quantity
surveying 19 2 6 35 .•29%
oonsultingengineering 138 18 39 32.50%
Total 1088 91 225 20.6%

..,_....
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Inferenoes ft'omthe sample to the tot... .I:,v,(Julationwould thus
have to be undertaKen with great caution. The type of
statistioal analysis is therefore largely confined to
descriptive statistics I and the multivariate statistics of
factor analysis, cluster analysis, and analysis of variance
which are adequate for this exploratory research where
thflory-bu.i1d:lngis the main objective.

a) Data capture

Prior to date capture the questionnaires were examined for any
obvious bias, such as respondents' answering all questions with
the same response, or not responding to most of the questlonG. A
total Of seventeen image questionnaires were discarded for this
reason. A COding system was devised for thq res~onses to the
educational qualifications and the employment r~cords of the
partners in the partner questionnaires. The responses were then
captured and checked for error by both double entry and visual
means.

The data bases 'I: .,. loaded on to an IBM mainframe computer and
arranqed. into a. i" ....l1l:1.t suitable for anal.ysis by, the SAS
statistical packaqe Version 5, and also analY$ed a personal
computer, using the Number crunche.t"statistioal package, Version
5.0.

b) Construction of data sets

partner questionnai~es

Using the SAS statistical pac:kagEl,means and standard delTiat:l..orls
of age and percept:l..onsof environmental uncertainty, and
frequency distributions of the educational qualifications,
employment history I the perOElptions and values were extracted.
Values for these variables for eaoh profession were calculated,
ana compared I'llith the respect! ve means for the samplE! as a
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whole. From these results a new data set was constructed,
which summarized the findings and which was used as input
to construct the theoretical types.

Each item of the demographic data was treated
separately. In the case of the edU.cational background I the
percentages of responses with overseas and post-graduate
education and the percentage w·ith educational background
from English oriented and Afrikaans oriented universities
were calCUlated. In the section on work experience, the
percentage of responses from private sector, public
sector f other organizations and tenure were cJalcula·t.ed.
orhemean time spent on each actiV'ity and the mean numher
of seminars attended war'S also recorded f<:lreach.
organization.

The perceptions of elwi:t'onl1lental uncertainty scenes
consisted of mean scozes and standard devi.at10ns. The
means were totalled ·to gi va what was termed a Total
uncertainty Soore (Bourgeois, 1985).

A It\",eight~dmean" of -t.hevalUe scores was cal·opl.atedt

and clividElldby the number of partI'H!:rs to arrive at a Mt~an
Person ScClre for each vatue , The SCIOreSfor th'9 two
redundant variables which had been deliberately, the
scoreS welte cheeked fO.r abnorillally high values.

'f.he values of. each of these composite variables were
entered into a nowdata set which was then subjE~cted to
further statistical analysis. 'A rank order of the
environmental uncertainty scores and of the value scores
was constructed fOl~ each profession and for. each f:i.l:'m,and
the mean scores for the other variables such as age,
tenure I education, etc., wet'e recorded.
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The dana for the means of the aca Le which measured the
percept,ions of env:b:on:menta.luncertainty and the mean
person scores for the values wel~eentered into sepa.rate
data sets on a ..,;ersonal computet', using the double entry
system, ~Jhere the "mirror-image" of each observation is
also el').tered. This procedure is used for correspondence
analysis (Greenacre, 1978) I which ~las applied to the
bipolar data set in order to ·test the internal consistency
of the scales.

A sum:maryof the data set appears in Appendix 11. A
summaryof the scores for eaoh pr()fession and differences
between professions is dd.seuased In Chapter 5.

Xmage qUestionnaires

:Rasponses fer each variable were entered into data sets
and means for each variable we3;'E;lca.lc\.\lated felr
Self-imac;re, 1.mageby clients, Image b~;,members of other
professional ;f:L:msI Ideal by cl.ient~l, and Ideal by
profession.

Firstly I th",1t'lto sets of neans dE!:s~:d,bIMas l:<leal by
clients ancl IdeaJ, by profession Wet'Se:·taminedfor
sic;rnificant. ctif.ferel1ces. It was t!ound t::hat there Were no
il1.cidenCl9So~~significant dif.ferences between these two
sets of neana , and these two data sets \were therefore
merged. This applied to all professions, and ~s
illustrated. g.raphically in Appendix 1.2.

Secondly I I<rui~kal"'Wallis one WayAnalysis of Variance by
ranks was conducued between the sets of ml)lansrepresenting
self··image and l::mageby cli(;'!nts, and allilo betWeen the
Image by a.Bents and the Ideal. This shc)wedthat there
were significant differences on I!::\nly two of the variables
at the 99 per (~ent confidenoe level and. ·t~hatthese data
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sets could be merged with relative confidence. The resul-I::s
of this analysis are summarized in Appendix 13.

The data sets for each firm Were then merged to form one
data set for each firm and one ideal for eaoh profession.
A second data set was constructed from the merged image
data set for eaoh :f:irm(once again using the dOUble entry
system for application of oorrespondence analysis), both
to test the internal consistency of the soaler and to
highlight differences between firms, confirm the cluster
analYSis and strategic and organizational typology.

Data set to meaSUre organizational effectiveness

As was described in Chapter 3, the construct Of
organizational effectiveness is an important component in
research in the field of strategy. Its mUlti~dimensional
nature and operationalization, particularly in the absence
Of economic dimensions, present a challenge to the
researcher.

The evaluat:lon ()feffectiveness in professional firms is
even more ctifficUlt to estal)1ishr as other dimensions need
to be (~cmsid~~redin the case of this tYl?t;1of organization.
HowevelC',the model. suggest.ed in chapter 3 is Pl"oposed as a
basis :eorthe estimation of this construot. Sinoe the
twelve measures used In the composf te are generated by the
reSearch process, it is proposed that this will assist in
achievin~ the second research objective.

r.J:1herankings o:eeaoh firm along the twelve variables was
entered into a data set. Rank orcter correlation analysis
was performed on this data set.
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Oata set to measure industrialization

In order to test proposition 3, whioh relates to the
process of industrialization of the professions, the
following constructs were examined, which have been said
to be characteristic of the prO~ess of industrialisation:

1. Kno~lledqe ...the scor-es for the mean number' of
years' study per pa_'tner were used, plus the mean
time spent on seminars and conferences.

2. Change regarded as progress - for this
construct the perception of innovation of a firm
was used.

3. SQcial flexibility - here the incidence of a
multicultura.l j.dentity in a firm was indicative
of this oonstrruct;,

4. aigh aChievement ...the score for value placed
on achievement, i.e. ambition, was Used.

5. Hard work - the score fQr the tQtal hQurs
Worltec1pel:'week was applied.

6. R&D - the percenta.ge of turnover invested in
R 6( D was used.

Since the proposition states that firms will represent
stages along a continuum, the total scores for each firm
were plotted along a one-dinlensional scale, to indicate
't.heirrespective positions along the continuum. A total
for each prQfession was also arrived at, and.each
prQfession IS pos!tion plotted on a continuum, tQ give
the relative degree of industrializatiQn Qf each
profession.
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Data set to teat Maiater model

Since there is a proposition wh.ich relates to firms
which eXhibit the charactejt'isticsof the Ma.ister model,
tne characteristics which typify this model are listed
and each fir~ is tested agai.nst this checklist for the
pzesenca or absence of the S'!;atedcharacteristics. The
characteristics listed under the headings of culture I

elitism, strategy and management in chapter 3 are
identified through both quantitative and qualitative
methods.

c) Statistical techniques used

It has been stated that the objecti'lfl;lof the research
was theory building and that the parameters (')1: ""hedata
preclude the use of extensive inferential statistical
tests. consequerrcf.ythe quantitative analysis was
confined to descriptive statistics and various
mUltivariate statistics.

Simple descriptive statistics such as frequency
distributj,onf mean mode and median were used. 1.,the
initial analysis of the queationnaire data. The Spearman
rank order correlation procedure was also used to arrive
at a correlation betwet.1n'theranks of firms in each
profession between industrialization and organizational
effectiveness.

FaetQ~ analysis and principle component analysis

Factor analysis is a generic name given to a group of
statistical techniques whioh have the purpos~ of data
reduction and summarization. The techniques determine
linear combinations of the variables in a large
oorrelation matrix I and their interrelationships. 'l'he
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techniques do not divide the data Lrrcc predictor and
criterion sets, but are ooncerned with grouping the
'variables into their underlying constructs which form a,
pattern, structure or order in mUlti-dimensional space.
').'heraw scores are presented as a matrix from which a
co:r:relation matrix is computed. Thus factor analysis
serves as an aid in interpreting this large oorrelation
matrix.

principal component analysis is one of the
faotor-a,nl:ilyticprocedures for ext:ract:ing a set of
associa~:;elivariabl~s in terms of a~set; of ?rthogonaJ.,
mutually 'Uncorrelai::edlinear combinations of the
variables so that each component accounts for a
decJ:·eas.ingpropc.'rtion of the total variance in the
original variables.

Principal component analysis involves comptrcLnq a full
set of principal components, factor loading~~ and :l;I'..Ictor
scczes , Subsequently, rotation of the factor' loading
matrices may be performed, through orthogonal or oblique
rotations. In varimax rotation, which is an orthogonal
rotation, a new set of uncorrelated axes are produced
which keep the sum Of squared loadings for each row of
the factor-loading matrix intact.

The subjectivity of the research~~ is involved in the
selection of the number of components to retain, and the
underlyin,g meaning of the variables which have been
grouped together. A general guideline to the retention
of the number of factors is the eigenvalue, and those

.factors which have an eigenvalue greater than 1 may be
retained as contributing to the most varianoe.
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principal 'component analysis and fa~tor analysis were
used in the construction of factor-based r.cales for u:;;e
in the questionnaires, as has been describE!d, and for
the E:l){tractionof the undet'lying constructs; of the
values and image of professional firms (Ki:m and Mueller,
1978). The SAS procedures, PRoePRINeCOMPand PROC
FACTORwere used, as well as the factor ana,lysd.s
procedure uf the progi:'amNumberCruncher.

Clu$ter nna ys:Ls

Cluster analysis is a procedure for grouping l::lbjects
into a number of classes so that the m€mbersof ee.ch
clas;:; have similar a'ttributes and differ: from the
membersof othec classes (EvGritt, 1974). cluster
analysis is particularly useful as a .",:,''zhodof
pre-classifying data and dan be used for initial data
exploration, which m~ylQ~d to subsequent data
reductj,on, for hypotheses generation 1 hypotheses te.s1.:ing
or for typology derivation_ The SASprogram PROeCLDSTER
is used to compute cartesian distances bst'WeenpOints in
n"dimensional space, and group the points accordint; to
their closeness 't:.oone ~nothe:t'.

:;:11. the area. of strategy research r c1.lJ.ster analysis has
been suggested as a promising technique for the
classification of st~ategies into a typology, if
s'tri.tegy is viewed as a hol.Lstia sllrt of attributes
(Miller, :\.978; Woo end Cooper, 1981~ Hambrick, l.98~;

Harrigan, 1985).

Various types of cluster analysis are possible, e.g.
maximumlikelihood llierarchical clus'cering, average
linltage, centroid linkage and complete linkage, bu.t. the
basic objective remains the same. Someproblems of
oluster analysis have also been listed, such as the
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defini tiori of a clus'c.er I deciding hoYTmany 01usters are
present, and the assessment of the stability and
validity of the clusters (Everittt 1974). FUI'ther I
problems arise in the analysis if there is missing data.

In order to establish whether different configurations
of partner perceptions and values e!dsted which might be
associated with a specific combinations of strategy and
organizatiohal type, as proposed, the cluster analysis
procedure was applied to the factor scores of the twelve
factors chosen. for the peroeptions of the environment I

values and the consolidated J:'esponses to the image
question"aires. The nUluberof clusters chosen allowed
for the best possible groupin.g of organhatiolll::, bearing
the ·theory in mind.

Analysis of variance

The analysis of variance procedure, or ANOVA,is a
techniqUE!Which investigates the di:fferencflS between
sets of Variables along different independent
observations of the variables. For eaoh observatic.H'\ the
AN(,VA predicts the response, and the difference beltw(:)en
the predicted and act\lal response is given by the
:residu·.1 et'ro:r. The procedu3:'Gfits paramaters to
minimize the sum of squares of X'esidual e1;'rors and is
called least squares. The varianoe o:E't:h~ l:'andomarror
is estimated by the mEllansquare arrO)'.'.

This procedure is a pa.ra.metri~ test whlOh aasumes that
the data is measured 1;1.1<:1119" an interval or ra'tio scale
and has a normal clistribution of tha error term.
(Iverson und Norboth, 1976). In. oases whera the design
is balanced, ANOVAis used. In oases where analysis of



Chapter 4 157 Researoh Design &Methodology

more than 'one set of variables per observation is
necessary, a multi-variate analysis of variance, or
MANOVA procedure may be performed.

The analysis of variance pr.ocedures calculates the
variance within sample means, (sw) and between sample
means, (Sb), and calculates the F ratio. (Sb/Sw). A null
hypothesis can then be accepned 01' r~jeoted according to
whether the probability Qf being greater than f is more
or less than 0.05.

since ANOVA is sensit,ive to the distribution of the
error term, and results based on the assumption of
normali'cy may result in erroneou~~ conclusions, a
ncn-paramecxi.o , assumption ....free equivalent test is
available, whereby the data is ranked before the ANOVA
procedure is performed. 'l'heoutput :from the $AS NPARl.WAY
procedure is then equivalent to the Kruskal-"'lallistest
for any number of levels.

The above procedure was performed on both the summarized
partner data set and the consolidated image data set, to
establish where differences between the means of
variables existed. The analysis of variance programs
oontained in the Number Crul1C:lherprogram were al.so used.

correspondence a.na.lysir

This is a type of multi-dimensional scaling techniqUe,
in which a graphical represen~ation can be made of the
rOWS and oolumns of a matriX of multivariate categorical
dat~. It is generally regarded as an exploratory data
analysis technique, and has recently oacome regarded as
a USeful tool in u\arl<:etresearch, since it may reveal
relationships whioh may otherwise not be detected
through pairwise ocmparisons of variables. Whe
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requirements of the data are highly fle~ible; they need
only be non-negative and constitute a rectangular
matrix. The basic objective of the analysis is to obtain
a graphical display of the original matrix in terms of
as few dimensions as possible (Hoffman and Franks,19S6).

The data can be entered into a data set in a bipolar
form, dependent on the polarization of observatioi'ls
around the average of the soale. Hence, on a seven point
scale with a midpoint of 4r an observation of 3.5 is
also entered as 4.5, the "reflection" of the
observation.

The procedUre then consists of normalizing the frequency
matrix, finding the singular value decomposition of the
resulting matrix and then defining the row and colwm
coordinates. These coordinates define the position of
the final output on a two dimensional space (Carroll,
Green and Schaffer, 1986).

AlthOUgh it ha.sbeen stated that hypothases testing is
not possible through th~ use of correspondence analysis,
the various decompos:l.tionsof the total inertia,
together w:l.ththe prinoiple co-ordinata values make a
ccmplet.e interpretation of the correspondence analysis
data possible. The techn:1.quC!is related '1;:,0 the
multi-variate methods of canonioal correlation,
principle oomponent analysis and discriminant analysis,
but.:ai:f!fersin the 'type of transformation applied ,to the
original data lliat:dx.

Greenacre (19a4) has demonstratad that the internal
stability of a data matri~ may be investigated using
CQX'respondence e.nalysis, when some outl;ying data point
has caused the plane to swing arou.nC\excessively to
inolude this point. Removal of this outlyin9 data point
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will alter the ~rientation of the plane dramatically.
This tE!.ohniquewas therefore also used to 'test the
internal consistency of the scale by highlightlng
outliers. This was particularly relevant in the values
scale, where two irrelevant variebles had delibarately
been included.

Greenaore (1984) simil~rly shows hoW correspondence
analysis is related to cluster analysis and call be use'
to enhance the interpretation of cluster analysis. This
technique was used to test the perception of
environmental dynamism scale, the val.ue scale and the
image scale for internal oonsistency, as well as to
illustrate graphically the correspondence between the
various attributes of each group of professional
organizations onoe they had been identified.

In sum, although the variety of scales and the several
qU$stionnaires required that a nUmber Of statistical
technique~ were used, they all served l;i, necessary
purpose, whether in the screening of the data, the
si:nlplificationof the scales I or the tasting Or the
confirmation of the propositions.
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CHAJ?'.(1ER5

RESOLTS AND ANALYSIS - PART 1:
DATA REDUCTION

5.1 Introduction

J;n this chapter the results of i::he analysis of each of
the questionnaires are presented and discussed.
Firstly I the response rates to I~ach questionnaire for
each profession are examined to establish whether they
were adequa'ce to include the pr,:,fession in further
analysis and draw concjus.Ions fl::'omfurther rasul~~s,

Secondly, the analysis of the d,ata from each
questionnaire is discussed indiv·.:l.dual.1::f'1preCledad in
each case by the tasting of the measuring instruments
contained in each que~tionnaire with reference to
validi ty and internal conai.sbency,
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5.2 Analysis of responSe rates

The number of responses from the professions and the
l::atiosof responses to items in each scale are indicated
in Table 5.1 below.

Table 6.1
Number of responses for Gach scale

PEU * ValueS
Number of items in scale 12 32

Image
38

Pr()fession Number ofRespon.ses Ratio of ResponSes tovl:u:'iables

}...rchi tects 51Quantitysurveyors 31ConsultingEngineers 99Accountants 181Attorneys 58Doctors 22

PEU *. values Ilnage
4.20 1.59 1.34
2.58 1.03 0.81
8.25 3.09 ;.LG115.08 5.66 4. '/15
4.83 1.81 1.53
1.133 O.Ci9 0.58

TOTAL~ 442
* PEU \lOll perceptions of env;l.r~mment.aJ.uncertainty

Faotor analysis requires that there be more observatioru!I
than items being reduced. It can be seen from the ratios
of the num.ber of responses to the number of items in the
scale I wld.ch are presented in the thrae columns on the
right of the hble, that sufficient responses Were
received in most .i.nstanc~5from the partners of all the
professions for this condit.ion to be met. There were
exceptions in the case of the lni!ldioalprof.essions for
the values and image scale, wh~re the table shows ratios
of responses received to questionnaire items as 0.69 and
0.53 respectively, and in tho case of the quantity
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surveying 'profession for the image scale, where the
ratio was 0.81. But when the data sets of the image
questionnaires ~Jere merged, yielding larger aggregated
responses, an adequate ratio was achieved.

Even so the variance in the number of responses would
indicate that the results for accountants, and to a
lesser extent consulting engineers, where a higher
number of responses existed, are l:I.kelyto be more valid
than for the othe:t"professiuns whe:l:'1::la lower number of
responses was recorded.

5.3 'r~~epartner questionnaire

~his questionnaire consisted of demographic and time
management data, a scale which measured the perceptions
of envi'onmental uncertainty, and a scale which measured
the values of the par'.nexa•

.5 • 3•'J. .Analysis of demographio and time l1lanagemantda:l:a

A summary of the demographic variab:J,tilsacross eaoh
profession is given in Table 5.~ on th~ following page,

.£Iheoomparison b~\tween the different professions is
revealing in the following respects. The engineering
profession showed the highest mean ~ge, and the second
highest peroentage of post ....grad'·ate education. This is
probably a ret'Leotion of the extent of specialization
which is demanded in this profession. The en~inee:dng
profession, together \lrith t.he arohi teot.lI.ralo!I.)ldqUanti t.y
surveying profession I also spent more time socializ:i.ng
with clients than the other professions. This may be an
indication of the lmport.anoe of socializing on a
personal laval illthis industry.
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Table 5.2

SUlUlllaryof dl.)ll\og1'aphicdata fo;r six profesf.3ions

AACa: Q.S ENG LAW .Ace MED

% 'Response rate 61.0 69.0 69.3 30.2 45.2 48.0Mean Age 47.9 43.1 49.5 42.S! 42.1 41.7
%Post graduate

eduoation 28.7 16.1 32.0 18.7 14.5 100.0Overseas
eduoation 27.4 20.1 13.9 5.2 4. 31.3Englisheduoation 48.4 62.2 51.2 39.2 71.4 10.4Afrikaanseduoation 43.8 34.8 33.4 55 '(S 46,,0 58.:3Publio servioeexperienoe 1.1 .4.3 9.5 4.3 7.0 24.7Private seotorexperienoe 1~7 6.2 3.6 2.7 5.9 0.0Aoademioexperienoe 11.0 0.9 3.2 2.4 0.2 16.3Experience
in oth:9:iCfirm 20.2 31.3 11.1 11.0 11.8 5.2Experienc(i!
in own j~irm 76 ..7 58.7 70.4 79.0 82~4 36.5

Hours
Client work. '1.5 8.4 6.2 15.8 J.S.7 13.6Client sooial 4.7 4.1 4.9 2.6 3.9 1.4Management 15.8 12.7 11.6 7.8 10.3 8.4'l'eohnioa.lwork 19.2 22.1 :t.4.6 25.2 14.0 32.2Total time 47.2 47.3 48.0 51.3 . 43.8 56.7

No.Looal
Conferenoes 1.9 2.5 3.0 2.9 4.3 2.4OVarssasConferenoes 0.0 0.0 0.2 0.2 0.6 0.6
HOUrSJllrofessionalassista.nC1f' 1.4 3.0 3 ~ 4.9 3.2 2.2.;.;

Giving leo 1.0 :es 2.5 0.2 1..2 1.1. 1.5 1.4
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The mediccll professi(.m had the highef~t percentage of
axpezd.enoe in the pub].i'"!sector, probably because
doctors pzepar'e for their specialism in state teaohing
hoapd tals r while the quantity surveyi:t'19'and accounting
professions had high percentage experience in the
priva:t:.esector relative to the other professions.

The medical profession showedthe highest percentage of
experience in academic positions{ followed by
architeots. The professions which had high experienca
wi'th firms; other than their ownwere quantity surveying
and archit~ecture, whilst the accounting and legal
professior.IS showed'\,hehighest tenure.

'rhe section on time managementreflected the three
categories of activities which Maister (1984) stated
~ere found in professional organizations, namely
"finding, minding and grinding". The medical, legal and
accounting professirms spent the highest percentage of
time on client corrcact; in a work situation, while the
,architectural, quantity surveying and engineering
:professions spent more time on managing their
l~rgani2ations than the other professions. The first
I~bservation is a reflection of the nature of the wor~ in
'chese professions, while the seoond observation is
:relativelY interesting, and mayreflect the abSence of
ian administrative manager in organizations in these
;professions f necessi tating that partr.ers spend time on
managing their firms.•

Partners of the medi.cal profee.sion, followed by the
legal prof!ession I spent, most time on technical work,
relati ve to other pt·ofassions. These two professions
also workEldthe l'ong'est hours per week. '1'his observation
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is probably due to the fact that in these professions,
the expertise lies with the individual and the technical
expertise cannot be delegated.

Attendance at local conferences was highest in the
accounting prof~ss:i.on Who, together with th~ medical
profession, also attended the most overseas conferences.
'.rhepartners of the. legal profession spent most time on
professional organizations, while the partners of the
archi tectural profession spent most tinle giving
lectures.

The demographiC:: data for each professional organization
was entered into a ne\,ldata base for further analysis.

5.~.2 Perceptions of environmental unoertainty

a) Internal consistency of the scale

In order to test the internal consistency of the scales
which were devuloped and included if! the questionnaires,
each was subjeoted to the correspondence analysis
procedure as described in Chapter 4. A two dimensional
display of the rows and columns of a data ulatrix
obtained by correspondence analysis can be demonstrated
to ):>9 internaJ.ly stable if there are no data points
which cause the principal plane to swing around
exoessively to include that point. In this way ~ny
deviation of data points frOm the average condition can
be highlighted and accourrced for in thl~ discus.::ion of
the results of the analysis.

Throughout this and the subsequent analyses of the
internal consistency of the scales, two eigenvalues are
retained irrespective of the amount of variance
·{;;"countedfor by the retention of these fi:cst two
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eigenvalues. This was done both for the sake of
simplicity and in order to ensure consistency
throughout. In all cases the Impact; of the retention of
additional eigenvalues was examined, and it was found
that this did not significantly influence the variance
and number of clusterS or groups, and only highlighted
one or two additicmal variables Which either belonged to
the existing clUsterS or were outliers. In all
instances, the testing of the internal consistency of
the measuring instruments proved that the scales were
both concise and comprehensive since the technique US~d
delineated the underlying constructs and highlighted
outsiders and irrelevant variables satisfactorily.

In the analysis of the perceptions of environmental
uncertainty scale it was found that 49.4 p~r cent of the
variance was accounted for by the retention of the first
two axes (Append.ix 14). If the percentage of the inertia
is equal to or greate!' than 8.33 per cent (100 divided
by 12) for the variables, 'then that variable was
considered to lnake a Significant oon cz-Lbutii.cnto that
axis. (Since there wa,~ not much difference between the
positive and negative values for the contributions, only
the positive values are listed in the Appendix).

According to this criterion, the first (horizontal) axis
was Clescribed as the politico-economic axis and the
second (vertical) axis as supply and quality of
professional staff. It can be seen from the graphical
display of the analysis in FigUre 5.1 that there are
three groups of variables, with their corresponding
mirror images, Which represent the poles of the a~es.
There were no varia,bles which api'E.aredto be outliers
and the scale was therefore taken to be internally
consistent. This interpretation was supported
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eigeh\l'alues. This was done both for the sake of
simplicity and in order to ensure consistency
throughollt. In all cases che impact of the retention of
additional eigenvalues was examined, and it was found
that this did not si9nifica.ntly influence the \l'ariance
and number of clusters or groups, and only highlighted
one or two additional variables which either b6longed to
the existing clusters or liwrs outliers. In all
instan..::es,the testing of 'l;,heinternal cons i.suency Q'F.
the measuring ,instruments proved that the scales were
both concise and comprehensa ve since the technique used
aelineated the underlyin9 constructs and highlighted
outsiders and irrele\l'ant.variables satisfactorily.

In the anai.ysf,sof the perceptions of environmentaJ.
uncerta.inty scale it ~la.S.~'r'\ur.dthat 49. 4 per cent of the
variance was accounted for by the retention of the first
two axes (Appendix 14). If thl~ipercentage of the inertia
is equal to or greater than 8.33 p~r cent (100 divided
by 12) for thr,.;,variables, then that variable was
considered to make a significant contribution to that
axis. (Since there was not much difference between the
positive and negative values for the contributions, only
the positivo values are listed in the Appendix).

AC'jording to this criterion, the first (horizontal) axis
was described as the poli tico-eCOl'lOmic axis and the
second (vertical) axis as supply and quality of
professional st(;tft.It can be seen from the graphical.
display of the analySis in Figure 5.1 that there are
three groups of variables, with their .corresponding
mirror images I which represent the poles of the exes ,
There were no va.;t'.iableswhich appeared to be outliers
and the scale was therefore taken to be internally
consistent. Thi$ interpretation was $upported
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consequently by the discove~y that the initial principal
component analysis gave a (~l.eansolution.

LOWQ,l

AR7

'.

Figure 5.1

Corre~vondence analysis of
perceptions of environmental uncertainty

~he three groups are represented by the following
variables:
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Grout?1
O?l, P2 and P3)
P 3. "'" Internal socio·'pol.itical conditions(contribution'" 6.4 per cent)P 2 = Govt. regulations(ccntribution = 19.8 per cent)
P 3 = Economic factors(contribution = 17.3 per cent)
As Appendix 14 ShoWS, the perceptions of t.heuncertainty
exhibited by the partners was highly positive on these
three variables which contributed highly to the
horizon'tal axis.

Group 2
(F6,P7,PS,P9,Pl.l)

The percep'tir1nsof uncertainty of the partners were all
high on the following variables:

P 6 ...competition from non'''prc!'fessionalfirms(contribution == 6.8 per cl."lnt)
P 7 = Nature of competition(contribution "",.4.1 per cent)
p a = The supply of prOfessional staff(contribution = 12.7 per cent)F 9 ;::::The quality of'professional. staff

(aont..zibution'"12.lper cent)P11 ~ Demand for new services(contribution"'" 4.8 per cent)
Once again, Appendix 14 indicates the high level of
uncertainty peroeived for this ~roup of variables, which
then contr,ibuted to the second axis.
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Group 3
(P4, PSt P10 and P.12)

The third group of variables, whioh did not contribute
to either of the two axes due to the low inertia, Was as
follows:

l? 4 = Technological changes(contribution"" 1.a per cent)
P 5 = competition from professional f.irms(contribution = 4.0 per cent)
Pl0 = Demand for existing servioes(oontribution = 1.2 per cent)
P12 = Leval of risk(contribution"" 2.3 per "ent)
This third group of variables constitutes the varlables
on Whioh less uncerta.inty was perceived than on the
other eight variables. They are constructs whioh are
known \.0 tt.e professions and with which the firnlf.llhave
sucoessfully dealt j,nthe past, therefore less
uncertainty '''aspercoived to arise from theso soureee ,

It appears therefore that there are two major sources of
ul'lcertainty of the task environment, namely the
pol! tico-econom:i.c factOl's, and the cOlllpetition from
non~profesaional firms which is encountered as
professional sGrvice organizations dive:t'sifYout of
their tradit.ional service offerinl, together with
concern abo·r.\tthe quantity and c;(ua.1ity of the reSOl,1rces
required to meet this competition.
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The factor analysis of this data will be c{'l\6:~i\1(\red
below. If one examines 'thescree plot of the eigenvalues
obtained in this analysis, the connecting lines drawn
along the first and second sat of points indicate an
intersection at three factors. This would appear to
t::.uggesttr.at there are three fadto:t'swhich describe the
underlying meaning adequately. This is illustrated in
Figure 5.2 below.

;:el~g~en~w~I~~.~. ~
6

Ol~--~----~--~----~--~--~~---I~--~--~1 l~ 4S 6 7 a 9 10
F.ctor

Perc~ptions of environmental uncertainty
S~re$plot ot eigenValUes (~)



\

chapter 5 171 Presentation andDiscussion ofReSearch Results

b) Analysis of perceptions o.'f environmental
uncertainty scale

ThEI mean values f.orthe COll1pOnents of this scale as walJ.
as the score for the total uncertainty perceivbd by each
pr()fession were as indicated in 'l'abl.e5.:3and the rank
order of the perceptions for each. profession is given in
Tahle 5.4 below.

Table 5~3
Mean perceptions for each profession

ARCH QS l1JliG tAW Ace MED

so~io-political 4.6 4.5 4.9 4.8 5.1 5.4GoVernmel'1tregulations 3.7 3.1 3.3 3.5 3.5 4.5Economic
factors 4.2 ~ • .2 4.1 :.L1 3.9 4.6Il'echnology 3.3 3.2 3.1 2.9 2.9 3.2competition
from prof. 3.2 2.9 2.9 2.5 2.8 3.:3competitionfrom non-prof 4.1 4.0 4.1 3.6 4.0 3.9Nature ofcompet.ition 3.B 3.3 3.B 3.5 3.4 3~2Supply Of staf'f 4.1 3.9 ~.8 3.7 4.0 3.1~uality of staf.f 4.2 4.4 3.7 4.0 3.7 3.0Demand :forexisting Servo 3 • '/' 2.7 3.S 2.9 .2.7 ~L2Demand for
new servo 4 •. L 3.9 4.4 3.7 3.9 3.8Risk 4.5 4.0 4.0 3.8 3.9 4.1

TOTAL
UNCERTA:tl~[l~ 47.5 44.3 45.6 42.5 43.'7 45.4



Table SA,

SOcio-nolitical factors
Risk ~
QUality of prof"$Sional staffl
Eco.lOIIlic :factors
SUfply of profess~.onal staff/
Deman::l for new services
Cclr';?etitiat'l from non-prof. firms
DemaIrl for existing services
Natute of o::mpetition
Government regulations
Tedmological develcpnent
CC:tIpatition fran prof. firms

Socio-political factors
c.arpetition fran non-prof. firms
Risk
Sufp1.y of professional. staff
Dem:U'rl for new services
:Ebonani.c factors
QUality of professional staff!
firms/nature of ~ition
Go\~ regulations

P..ature of CCtipetition
Tsdmolcgica.1 develqxnent
Ca!peti.tion £ran prof. firms
Derna1rl for existing services

socio-politica1. factors
Quality of professional staff
F£::or'anicfactors

ca;pet:ition :fran non-prof. finns

R:J;;k

S!.lH?lyof professional staff
Demand for new services
Nat.ure of ccmpetition
Govel:rm::nt regulations/tedmology
a:npetion fran: prof. firms
Demarrl for ex:i..stirg" ser.ri..ces

.Atta:U::!_l'S

Socio-)?OliticaJ.. factors
Quality of professional. staff
Risk
Demarrl :for n.eM sern.L'9S
Ccs:Ipetition :fran oon-prof. fit:ms
SUpply of professional sta..T£
<l::Ilpat.iticn fi"Jfl1 ncm-prof. :finns

Govel:':rl!lent regulations

~ for eds'-...in] services
Tedmologica1. develc:prent.
Co!Ipetiticn frau prof. firms

Socio-political factora
E::x:lnctnic factors
Q:mpetition fran non-prof ~ f:inIs

Econcmic Factors

Risk
St:IH?ly of professional staff
Nature of ~tit'on
Qlality of professional staff
Dema!rl for exist:ir:q services
Gove.mnent regulations
'Dedmolo!Jical develcprentj
O::Inpctition ftcm prof. fints

H=d.icl..te:

Soci.o-?:>litical factors
Econanic Factors
Govel.:nIent regulations
pJsk
Eb::incmic :factors
Demand for new ser<Iices
Cc:ilpetition fran prof. fims

Tedmolcgy/nature of
CClJ!letitionfdemand for
exi.st.in;J services

SUfply of s'-..aff

Quality of staff
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Five of the six above professions can be placed in'I:otwo
groups as they occur in their respective industries,
namely the commercial industry containing the accounting
and legal professions and the building and construction
industry containing the architectural, quantity
surveying and consulting engineering professions. ~his
ranking indicated that distinct differences exist
between professions in their perceptions of the various
components of environmental uncertainty. For example, it
cen be seen that architects as a pl'ofession peroeived
greater uncertainty for risk than the other two
professions in that indLlstryI and ,t.ogetherwith
engineering firms, peroeived greater uncertainty from
Clompet;l,tionfrom non"'pl:ofass'lonal.firms. 'rheperception
of 'the uncertainty Of the supply and qual! ty of staff to
meet this perceived oompetition was also high.

Accountants perceived the second highest uncertaJnty
from socio ...politicaJ. factors of all the professions.
'1'hayalso perceived greater uncertainty from oompeti tion
from non....profass.ional firms than aid attorneys.
At'corneys were the profession wit.hthe lowest total
uncertainty score and were more uncertain about the
qUality of professional staff than the acoountants.

~ne medical profession perCleived the highest unoertainty
from socie-political factors, as well as the highest
uncertainty from eoonomio factors, anc;lgovernment
regulations affeoting the professions. ~his last factor
is most liltaly due to the medical prof.ession(s laok of
control over such issues as their own fee structure and
over the provisj.on of state and provincial hospital
service where they may deliver their servioes.
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It WaS also interesting to note that those consulting
engineerin~ organi~ations who Were more involved in
building engineering construction perceiv~d greater risk
tha1'ithose who were more involved in civil ergineering.
This appears to be the area where the risk iI, more
likely to be carried by t.he engineering consultant in
the team.

The principal component analysis used to develop the
scale hact successfully reduced the ~umber of variables
to a manageable number for Use in a scale as described
in Chapter '*, which 1I1aS confirmed through the test for
the internal consistency of the scale. The scree plot
illustrateQ in FigurEl 5.2 suggested that there We:t:'El
probably three factors which accounted for most of the
variance. In order to confirm ~his and therefore both to
validate the scale items and to understand amd l"educe
most of the underlying variance in as few factors as
possible; a f;actor analysis of the summary of the du.ta /,
for the perceptions of environm~nt~l uncertainty WaS
performed aoross all the firms. The principal component
method of factor analysis, with a varimax method of
ortho90nal rotation of the factor scores to clarify the
relationship betWeen the variables, was applie4. ~his
~roQuced a :fO\lrfactor solution using the mineigen
oriterion, ~ccounting for 6a.17 per cant of the
variance. The li)igenvaluesummary was al~follows:

'l'abla 5.5

Factor analysis otperceptions Of environmental. uncertainty scale
Facto,t'
Number
1
2
:3
4

Eigenvalue
3.153"
2,2809
1.6475
1.0949

%Variance
26. :31
19.Q1
13.73
9.12

Cum.
% of Variance
26.31
45.:31
59.04
68.17
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A scxae plot of the above eigenvalues is illustrated in
Fi<jure IS. 3I once again suggesting a tX''''~e factor
soLutri.on ,

EIUOnvllltA ••
3.5 ------~-~-----~-------.------.,

3

!2.6

2

----...~.1 .,"'''"..",.,.",.".''.",..', ''".., " "."""',, '....""'''" .. 1

0.:L., ",_""_.."._,,.,_...'_...,,_..,._...,_."_....._.."__''',,.__..,,_''''_....._............. '-'j
123

factors
4

Figure 5.3
Seree plot of eigenvalues of PEU, (2)

The rotated factor pattern for this analysis was
examined to ass.Lst in the interpretf.l;~ion of the factors
and reduction of the data. This f~ctor pattern can be
fauna. in Appendix 15. In deciding howmany factors to
retain, Youngman(1979) has specified that at least
three loadings are necessary for a factor to be
included, and a correlation C("ei'fic.i.ent.of approximately
0.5 Or more for orthogonal rotations is, necessary for
the inclusion of that varj,able as cont:!J'ibuting to the
facto);'. Ther.efore I whel..e C$l faotor had slUfficient
variables loading onto it ;for meaningful interpretatic:Jn,
the loadings vIere examined to see whether these Were
high enough to be included to assist in the
intel:pretation of another factor. Wlner(:!the loadings
were ~)etween approximatel~r O. 3 and 0.5 r these were also
considered t\7here this aasLs'ced in the :Lnterpretation of
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the factor and added to the number of variables required
for retention of that factor. The following loadings and
factor descriptions were decided upon:

1'able 5,6
Factor loadings for

perceptions of environmental uncertainty scale

Factor i: I{nown :Factors, i~lClu(ling known
cc;>mpetition

Variable No Description
i.('echnology
competition from

professional firms
1>Ta,tureof

competition

:FactOr 2: Unknown competition
Variable No DeslJriptioll

competition from
non-professional firms
Supply of staff
Quality of staff
Demand for neW services

Factor 3:
variable No

Politico-economic risk
Desc:dption
Socio-political factors
GoVernment regUlations
Economic factor.s
Risk

Loading
0.8172

0.8509

0.6984

Loading

0.6748
0.7467
0.7984
0.3517

Loadi.ng
0.8055
0.7116
0.7'567
0.6262

one variable was left tl1iththe high loading of 0.8831 in
the fourth factor, namely demand for existing services.
Demand for new services also loaded fairly highly onto this
factor, as did nature of competition, and one could be
tempted to decide on a fourth factol', caned nature Of

demand. However, the number of variables in the first
factor would then have been reduced to two, which would be
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too few for inclusion, and the loadings on these two
variables in this first factor were too high to ignore. It
was therefore decided that this variable did not contribute
SUfficiently to environmental uncertainty to be included
and thus the fourth factor could be excluded. Th~s was
confirmed on examination of the rank order of the scores of
the variables as described in Table 5-4, where this
variable was r'anked one of the last three by all the
professions.

The three factor solution, accounting for 59.04 per cent of
the variance, therefore accounted fo~ eleven of the twelve
variables in the original scale. One may therefore
confidently t~ke the scale items as validated.

5.3.3 Values scale

The ve Lues generated through this research process are
broadly generic across six professions. Various levels of
values may be conceptualized as a cascade of values in
Figure 5.4 as follows:

F1..rstlevel: Generic personal values
(Instrumental values of
Rockeach Value Scale)

Second leV11: f---- Broad societal values
(e,g. the SA society)1 1Third level:

.1 1 J
Fourth 1e',e1:
1 1 .1 L
Fifth level: ~<-----

~ GroUp values
(e.g. religi~us/language,
professions)
Sectoral valUes
(e.g. aocountants)
Organizational values
(e.g. a specific accounting
firm)

Figure 5.4
A cascade of values
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In the coritext of this model the values from different
levels will be found progressively in the next level, so
that at the fifth level the values measured will coutain
elements of the first, second r thirt:iand fourth levels.
The values generated by this research were at the third
level and conta.ined generic personal values, societal
values and group values, and were therefore not; specific
to a particular profession or organization.

In the questionnaire deve).opment phase, principal
component analysis was used to attempt to delineate the
underlying meanings and construct a oonc i.aeScale.
However, as has been explained, this procedure was not
successful owing to the fact that thet'e were probably
too few responses for the number of va:ciab1es; resulting
in the principal component analysis prcceduze not giving
a clear factor solution. consequently a thirty-two item
scale was used to allow for th.€:!possibil:i.tyof
variations between professions and between
organizations. It was hoped that the hi.' ~r response
rate from the total sample of f~rms, together with the
effect of the c~ntral limit theorem which WoUld apply t6
the mean person scores as calculated, would provide a
better factor analysis solution at a this later stage.

a) Internal corlsistency of the scale

A similar procedure to that applied to the testing of
the scale used to measure the perception of
environmental uncertainty was adopted for the testing of
the scale u~ed to measure the values. The oorrespondence
analysis of the data showed the pattern indicated in
Figure 5.5.
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Figure 5.5

correspondenoe analysis of values (1)

In this instance, 48.2 per cent of the variance was
accounted fot' by the retention of the fi:t;;sttwo axes. lin

examination Of the first axi.s, the t.wo vaW.es V13,
honesty, Vl'J, loyalt:y',and to a lesser exte'nt the valUe
V21, moral values, appeared to contribute very
signifioantly to the inertia. These values represent
wha.t oould be termed "motherhood" va.lues for the
professions, and are not values Which would di,soriminate
bet.,\leenfirms or professions.

On examination of the seoond' axis, those additional
variables whioh were inolv.ded in the scai.e as a oheok on
the internal oonsistency, namely Vil, eye for beauty and
V3i, religious, as well as V25, sensitive, were
highlighted as making a signifioant contribution to the
inertia (Appendix 16). Onoe again only the positive
values for the contributions are listed.
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These findings indicate that these varinhles were
outliers and could haVe been oditted from "'he
qUestionnaire, thereby reducing the length of the soale.
It can be seen that the majority of the variables are
clustered around the i;n,tersectionof the axes f

indicating that they do not vary from 'theavera,ge
condition and no discrimination can be detected between
these variables.

The variables which accounted for the high variance of
this first analysis were therefore removed in order to
allow for greater differentiation between the remaining
variables and a second correspondence analysis was done
on the remaining variables.

'I'hereSUlts of this second analysis, represented in
Figux'e 5.6 show hoW a more useable spatial. distribution
of the values occurred, compared to the first analysis,
vindicating this use of ccrz-esponden-se analysis for ·the
detection Of outUers.

LOW

HIGH
02

I), I

-o.i <)OOd IUdom,n_

-(lot J~-~-~~,--~~---~."IJ5 0 0,'1 0 ~-0.5 -0,4 -0.3 -0.2 -O.'i, _ ...
, • '\lTiblllOiu III."
2 • Exp.'ltnQoll Slabl"
II • lluPPQIUV. ~ud"l
" • Mllror Im'QU Correspondence analysis of value$ (2)
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According to this second analysis, 40.05 per cent of the
variance was accounted for by the retention of the first
two axes (Appendix 14). In this instance, an inertia
greater than 100/32 or 3.13 per cent was considered to
be signifioant.

According to this cri.terion, the first axls was
represented by the following values:

AXis 1

V32 '" UnselZishness(contributio(l = 9.3 per cent)
V 4 == Broad vision(contribution == 7.5 per cent)
V14 ... Imagination(contribution =: 7.1 per cent)
V12 == Good judgement

(contribution "" 5.5 per cent)
V19 '"Management skills(contribution ". 5.4 per cent)
V29 II;: supportive

(contribution '" 5.1 per cent)
~nd to a lesser extent by:
V23 ...positive/optimistic

(contribution" 4.3 per cent)
V24 == Self"disciplined(contribution" 4.0 per cent)
V28 = Strong personality(contribution'" 3.6 per cent)
V15 = lnter~ersonal skills(con'tribution ..:3.6per cent)
V 5 ..competent(contribution" 3.3 per cent)
The second axis was represented by the values:
Axis 2
V 7 ""COl'lservative{oontribution == 18.4 per cent)
V 4 ...Broad vision(contribution = 10.6 per cent)
V 3 • Academic/intelleotual

(oontribu'tion "'"a. 9 par oent)V 5 = Competent
(contribution = 7.1 per cent)
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and to a lessel.~extent by:

V30 := I.~olerant
(contribution = 4.7 per cerrc)

'1116 = Broad interests
(oontribution = 4.5 per oent)

'11 1 - Adventurous(contribution = 4.3 per cent)
'1127 = stable home life

C cont:dbution "'":3.3 per cent)
the axes thus stipulated, three clearly defined

9s of "ari'bles and their mi:l:'J:'orimages can be
iu.....~ifiac1 at opposite poles of the axes.

;Group 1
(V~, '116, V~, V26)
v 2 ~ Ambitious'116 l/1li Compe.ssionate
'11g m Courteous
V2G .. Srdcific skill
G:r:oup 2('Ill,'1110,'1116,'1127,'1130)
'111 • A~venturous
'1110 = Experienced
'1116 - Broad interests'11;;17 M Sta}:)lehome life'1130 .. Tolerant
GrOUp 3
('1115,'illS,'1119, '1122,'1123,'1124, '1129, '1132)
'1115
v:ta
'1119
'1122
V2S
'1124
'1129
'1132

~ Interpersonal skills
• Leadership qualiti~s
l/1li Management skills
.. Nice people
l/1li optimistic
- Self~disciplined...supportive
.. Unselfish

These groups are well diffel:'entiated, indioat~ing the
internal oonsistency of the scale.
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b) Analysis of values soale

The vari~bles which were shown to be outliers by the
test for the internal consistency of the scale were
deleted, and the mean scores fot'the ::'hemaining
twenty-six values for each profession w.sre then listed
in ~able 5.'7below. ~he rank orders of the values with
the ten highest scores for each profession were made,
and summarized in ~able 5.8.

TEI.ble 5.7
Mean scores fOl: values for each profession

ARCH QS ENG LAW ACe MED

Adventurous 3.9 3.8 3.7 3.4 3.4 3.eAmbit.ious 4.1 4.1 4.1 4.0 4.1 4.0Academic 3.7 3.4 3.8 4.1 4.0 4.0Broad vision 4.2 4.4- 4.1 4.1. 4.4 4.2competitive 4.6 4.7 4.7 4.8 4.7 4.7Compass:i.onate 3.4 3.0 3.5 3.5 3.5 4.0Conservative 2.8 3•.1 3.2 2.9 3.2 2.9
Co-operative 4.2 4 "" 4.2 4.3 4.0 4.4.::1

Courteous 4.;1. 4.3 4.3 4. " 4.3 4.4
E"perienced 4.2 4.4 4.5 4.0 4.2 4.2Good jUdgment 4.3 4.4 4.5 4..(')4.5 4.1Imagination 4.3 4.1 4.3 4.0 4.2 4.1Interpersonal
skills 4.0 4.3 4.3 4.0 4.2 4.1Broad interests 3.6 3.3 3.7 3.3 3.6 3.7Leadership 4.2 4.5 4.3 3.8 4.2 3.9Management 4.1 4.6 4.0 3.6 4.2 4.1Methodical 3.7 4.2 3.9 3.9 4.0 3.8Nice people 3.8 3.6 :3 r.' 3.8 3.7 :L8.0Positiveloptimistic 4.0 4.1 3.9 3.7 4.0 4.1Se!f ...Oiscipl. 3.8 4.2 4.2 4.3 4.~ 4.1

specializodskill 3.9 3.8 3.9 4.1 3.7 4.2stable 3.9 3.8 3.9 3 • .' 3.7 3.9I:ltrong
~ersonality 4.0 4.0 3.8 3.6 3.8 3.8supportive 4.1 4.0 3.7 3.9 3.9 4.1Tolerant 4.0 3.9 3.8 3.9 3.B 4.0
Unselfish 3.8 3.8 3.7 3.7 3.4 3.6
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Competenoe was Judged the most important value by all
professions. It can be seen that architects tanked
imagination as :moreimportant than the other professions
did, While quantl.ty surveyors ranked lead.ership and
management skills mora important, and engineers ranked
the values of experience and good judgement higher. This
illustrates their respective task roles in a project
team.

Attorneys ranked judgement, co-operation and specifio
skills of higher importance than did accountants, for
Whom broad vision and imagination were ranked mOre
important. It was also interesting to note that
attorneys did not rank management and leadership skills
as among the ten most important values. The medical
profession typically ranked compass; ·:mate as one 01: the
mOre important values, and also ranked courtesy and
co-operation as luore important than the other
professions did.

These rankings therefore illustrate the distinct
differences between the Professions in their value
systems. This procedure alsO highlighted certain
variables Which were considered to be important by the
partners of the professional organizations but whioh
uJ.timately were not fC:l'l.mdto contribute significantly in
the factor analysis. '~hese additional variabl.es are
leadership qualities I interpersonal sldlls I ambitj,ous,
oourteous, methodical and experienced.

The factor analysis procedure was performed on the
remaining twenty six variables,. with the objecti V9 of
finding the major factors underlying professional
values. The Principal component method of faotor
analysis was onoe again used. This reduced the number of
dimensions and rotated the data on the zeduced set of
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dimensions through a varimax rotation of the factor
soores.

Using the mineigen criterion, an eight factor solution
was arrived at with eigenvalues greater than one. This
accounted for 76.34 per cent of the total variance
(A.ppendix 17). The relative importance of these eight
factOrs is illustrated in the proportion of the total
variance accounted for by each factor j_nTable 5.9.

Table 5.9

Factor analysis of values scale

Factor
Number Eigenvalue %varianoe

Cum.
% of Variance

1
2
3
4
5
6
7
8

8.8069
2.3811
1.8860
1.8358
1.4604
1.2757
1.1984
1. 0032

33.87
9.17
7.25
7.06
5.62
4.91
4.61
:l.86

33.87
43.03
50.38
57.35
62.96
67.87
72.48
76.34

However, the scree test, whereby the eigenvalues were
plotted against the number of factors I illustrated that
two major factors, accounting for 43 per cent of the
variance, appearf;.ldto be respollsible fat'much of the
variance. (This percentage variance is similar to that
arrived at in the correspondence analysis procedure.)
This is Hlustrated in Figure 5.7 below.
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Figure 5.7

Scrae plot of eigenvalues, values (1)

The problem, therefore, is that the mineigen c:dtex:ia
recommended an eight factor solu·l':.ionand the I~cree plot
recommended only two. b compromise is needed, which
accounts for much of the variance and delivers
intelligible meaning, without swamping one with trivial
detail.

The rotated factor pattern was eXamined, and once again
the variables with loadings higher than approximately
0.5 were automatically included in a factor. Where the
loading was greater than approximately 0.3 and the
va~iable contributed to the interJpretation of the
factor lit wal~ also included. Whe:l:'eth....re were not
sufficient variables which loaded orrco t.hl;!facto):."for
inclusion, the variables wH:h higb lloadings were
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examined for alternative factor membership and this
factor was deleted. Where a variable loaded onto a
factor which had sUfficient va~iablesl and it also
loaded onto another factor with few variables, this
variable was examined to establish whether it aClded to
the meaning of the second factor and could be grouped
together ~',."'"the other variables in the second factor
in order to illclude this factor. This means of
"allocating" factor loadings to optimize coverage and
minimize redundancy follows Youngman (1979). FOllowing
this procedure, the final nUmber of factors selected was
five. The allocation of the variables, their loadings,
and the final selection of factors is illustrated in
Table 5.10.

Table 5.10
;Factor loadings for va.lues

Factor l~ Service orientation
variable No. Description

.::ompetent
compassionate
co-operative
imaginative
nice people
self-disciplined
supportive
tolerant
unselfish
strength an4 stability
Description

'V 5
V 6
V 8
V14
V22
V24
'V29
'V3Q
V32
;Factor 2:
Variable No.
V 1
'ViE;
'V23
V27
V28

adventurous
broad interests
positive/opt.
stable home life
strong personality

0.5506
0.3654
0.8073
0.7938
0.8021
0.6052
0.7258
0.6175
0.7912

Loading
-0.5037
-0.5538
-0.5190
"'0.7355
-O.65~5
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FactoX' 3: Cred.ibility
Variable No. Description
V 2 ambitious
V 3 academic
V10 experienced
F~ctor 4: Leadership
Variable No. Description
V 4 broad vision
V18 leadership

qualities
V23 positive
Factor 5: Interpersonal skills
Variable No. Descript.ion
V 9 oourteous
V12 good judgement
V15 interpersonal

skills
V20 methodical

Loading
0.3256
0.8962
0.4494

r.oading
-0.7655
-0.7780
-0.3365

Loading
0.7657
0.5098
0.5168
0.6400

To validate these constructs and confirm that this five
factor solution was in fact justified, the scores for the
twenty four of the original thirty two variables, which
contribute to these factors for each professional
organization., were entered into a second data t'ase and tJ.1e
factor analysis repeated (Youngman, 1979). The mineigen
criteria gave a sd.x factor solution, accoun+tnq for 71.05
per cjnt of tJ.1evariance (Appendix 18). A scree plot once
again indicated that the first two factors accounted fOr
mucJ.1of the variance. On examination of the rotated factor
pattern, the meanings of the five major factors, and the
loadings of the respective variables onto them, were nicely
confil"med (the 0 ny diff~:rences were that variables 24 and
29 no longer loaded onto factor I, and variable 26 replaced
variable 23 on factor 4 ...indica'ting satiSfactory stability
in the factor solution.)
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In conclusion, although not part of the research
objeoti ves lit was observed that a lowe:t'ranking of
uncertainty of internal socio-political factors and a
higher conSensus of values occurred among firms of a
predominantly Afrikaans language and oultural orientation.
This would appear to suggest that the culturaJ
socialization process engenders a tradition of greater
unity of spirit among people of this group which provides a
cohesiveness and strength, and might account; for the lower
perception Of uncertainty of the socio-political
environment.

5.4 The image questionnaire

5.4.1 Internal consistency of the scale

COl. respondence analysis of this scale indicated that
variable 12J conventional/unoonventional, could have been
discarded from the soale, ~ince both positive and negative
values ar~ very close to tho intersection of the axes and
there"o"i'.'s'the variable did not contribute to the
discri ..t:,inationbetween fi:r:ms(Figure 5. a). The quality of
th:t,·variable in the oalculation of the co- ordinates for
observations was also low (about 0.014).
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Figure 5.8

Correspondence analysis of image scale

'rhafirst two eigenvalues accounted for 41.9 per cent of
the variance. In the case of thirty eight variables, the
significant contribution to inertia is 100/38, or 2.63 per
cent.

As is illustra't;edin Appendix 19, the first and second. axes
are rs.presenteq by the following variables:

Axis 1

I 1 ::0 large
(Qontribution == 2.8 per cent)

I 7 ""growing(contribution == 2.7 per cenc)no 01> strong
(contribution == 3.2 per cent)

11(;5 = good leadership
(contribution = 3.9 per cent)

J:26 == strong client base
(contribution :::: 4.0 per cent)
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The second axis is represented by the variables:
Axis 2

riO == strong(oontribution = 4.1 per cent)
117 = autocratic lesdership(contribution iiI 4.2 per cent)
123 == involved in professional bodip.s(cofitribution = 4.$ per cent)

once again three groups of variables appear which are well
discriminated from each other and which are reflected in
their mirror images, thus constituting the pClsitive and
negative poles of three axes. The variabJ,es accounted for
by these three gr01.1pSI together with the variables which
oontribut.e to the ...xes, const.it.utemost of the Variables in
the questionnaire.

There were only a few variables which could have belonged
to Group 1 or Group 2, such as l23, involved in
professional bodies or teaching; l24, aggressive marketers;
and l29, give good service. Some others could hav~ belonged
to Group 2 or Group 3, such as 19, ha'Q'esP!;'lcificlanguage
or cultural identity~ 122, succession problem H leader
leaves; and 134, high morale.

Group 1
(13,15,19,115,1.28
119,121,127,I31,132,133)
I3 ""largeI5 == good reputationI9 ...growing
l15 == strong
12$ == well managed
119 == good leadership
%21 = high credibility
127 = wide geographic dist.ribution
131 ""competent%32 = depth of expertise
l33 = good technical knowledge
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Group .2
(Il,!4,I7,II0,I13,I16
135,I36,137,I38)
Il == innovative
14 == ethical
I7 == specific language or cultural identity
110 ""spocialists
Ii3 ""strong in certai.n marketsI16 = good communicators
135 == good understanding of business
136 == have gained good. people
137 == have well-known stars

Group 3
(16,111,114,118,120,125,126)
::C6 "" stable
III ""old established firm
114 ""progressive
l18 ""aggressive leadership
120 ""high visibility
125 == wide range of servioes
126 ""strong client baSe

!S. 4•2 Analysi$ of ima,g'equestionnaires

r,r,herehad not been suffio~.ent respondents in the il1itial
Sample of organizations to giVe a satisfaotory pt:':Lnoipal
component solution and reduoe the number Of variables to
arriVe at a concise questionnaire. At this stage, however,
a factor solution was assumed to' be a viable prooedur~ to
illustrate the underlying dimensions of the data,
partioularly since once again the effects of central lin\;!.t
theorem would appl.y to the mean soores for ee.ch vt\riable
fot" eaoh fi,r.'l1l. The principa.J. component method ot faotor
at'1;;tly:si$wal$.therefors app:U.ed to ·th~ consolidt:tted dat(;lset
and a varimax method of orthogonal rot~tion applied to
assist in del.ineating the underlying meaning (Appendix 2Q).

Sl.9 per oent of the total variance was acccunead fOt' by
the nine factors. A scree test indicated that three of the
factors acoounted for 53.66 per cent of the variance. once
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again the 'loadings of the variables in the rotated factor
pattern were examined to establish the number of factors
with more than three variables with high loadings which
could explain the underlying meaning. The criteria of at
least three high loadings and a :minimum loading of
approximately 0.5 were once again adhered to. This yielded
seven factors.

This fattor analysis, however, did not succeed in reducing
the nUl\IbArof vnriables, since thirty"'six of the
thit't~r-e:i.glltvarj abIes il~the scale had loadings of more
thall 0.5 and were ther('1foreincluded in this seven .factor
s(Jlution.

In order to reduce the nl..llllber of variables and the
associated numbsr. of t~ctors: a more stringent requirement
was set; only those Variables with facto~ loadings higher
than C.tS Wel:'acon$i<.l~=:-ed.This lc9ft twenty-two scale items
which were en~ered into a second data base and the factor
analysis procedure repeated, using tnt;)sa.me principal
component method of .fao'tor~malysis and the varimax method
Of orthogonal rotation. This procedure was therefore
equivalent to a scale constr\lotion procedure.

The factor ana.lysis of these 'I::wen1::.y...two scale items
produced. a six factor sol.ution 'Using ·the mineigen. oriterion
for the retention of factors (Appendi~ 21). This solu~ion
accountod for 76.51 pet' cent of the total va:dance ft1hich
was satisfactory. '.i.'he5Umml!t:t';rof ehe e,it;l'e~valuescoreS;)for
this ~olution is ~s .t:ollowsin Ta.ble .5.11:
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Table 5.11

Factor analysis of ima9s scale

FactorNumber
1
2
3
4:
5
6

Eigenvalue
6.49
4.89
1.53
1.50
1.37
1.04

%
Variance Cum.

% of Variance
29.53
22.21
6.95
6.B4
6.23
4.75

29.43
51.75
58.69
65.53
71.76
76.51

The scree plot Of the above eigenvalues was done and is
Shown in Figure 5.9 below:
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FlKloor numbor

Scree plot of eigenva.lues, image (2)
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This suggested a three factor S.olution whiC';hwould
.account for 58.69 per cent of the total variance.
However, the rotated factor pattern was examined and the
previous judgemental process of variable allocation and
factor retention repeated, with the ct':i.teriaas stat,ed
by Youngman (1979) being applied.

Because of the requirements of five to six scale items
for each factor, and by subjl:.,ting posl':li.blecontributory
items to eaoh factor in the light of the integrative
mod~l in Chapter 3, it was concluded that there were
fou~ factors which summarised the underlying twenty-two
variables adequately. These are described as follows in
'lIable5.12:

Wable 5.12
Factor loadings Of four image factors

QUality service
Va,):'iableNo. Desc:l:'iptic:m

good leadership
good connectionswith clients
good service
dlapth of expertisetechnlcal knowledge

I16
121
1:29
I32
J.33

FactoX' 2:
Variablt3 No .•

Broad, 111ll,1ti-specia.list

Description
autocrati,cleadershj,p
:many spec:ialist:services
high mor~lle
ethical.wide range of
servioesspecificzrlanguage/
oultural identity
stable
uniform idelltitl'

Il7
130

2:34
I 5
I25
:t 9
I 6
112

Loading
0.6942

0.7448
0.7990
0.8289
0.8620

Loading

0.5225
0.$007
O.~510
0.6180
0.7645
0.5015
0.8862
0.7284
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Factor 3: .
Vat'iable No.
I 7
I 4
124
123
I38

Faotor 4:
variable NO.
I 3
Il4
128
Xl5

Reputable professionals
Desoription
growing
good reputat.ionaggress. marketers
involved in theprofession
well-known stars
Innovative speoialists
Description
innovative
progressivestrong in
certain markets
specialists

Loading
0.6362
0.7489
0.3389

0.7961
0.7244

Loading
0.8098
0.4509

0.50260.4561

The above four factors describe the four categories of
professional organizations, with the specific strategio
attributes which best describe them.

5.5 Analysis of strategy questionnaire

Response~ ~~~A r.~ceiVQd from thirty-three of the
forty-eigt.' professional organizations which constituted
the membership of the groups in the previous section.
The results of the questionnaire could not therefore be
i:ncl.udedin the overall analysis for each fir:rtl,but some
of these results were incorporated in the discussion of
the final mode~.•

The response rate by profes~;d.onfor this qup.!stionnaire
was as follows in Table 5.13;
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!rable 5.13
Response rate for strategy questionnaire

ptofession Response rate
%

ArchitectureQuantity surveying
Consulting EngineeringAccounting
LawMedicine

9
2
5
6
I')

6

100.0
66.7
55.5
66.7
40.0
75.0

lI'i'l.eonly profession with a response rate less than 50
per cent was the legal professiont which the table shows
at 40 per cent. The above response rates places sonte
doubt on the generalizability to the wider legal
profession from the sample. However, the better response
rate frolllthe o'l:herprofessions suggest~ that
generali2ations may be made regarding these prOfessions
in the sample.

The analysis of this questionnaire consisted of visual
inspection of the data.t wi.th comparl.sons being made of
each firm relative to others in that profession. The
responses for each organization ware categoris~d into
high, medium and low, relative to the othe;!:'
organizations in that profession.··This manual method Was
necessitated by the relatively low number of
questionnaires returned, compared, witilpartner and ima<.;rs
question.naires. The highlights ar's noted hSre.

r:J:'henumber of services gave an irldication 0'£ the
eliversi ty of services ( while the type of sst'vicss was
indicative of the oomplexity, i.e. the extent of
diversification ot.l.tsid£!lof the type of service whioh
could be regarded as standard, such as architeoture fOl~
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architects, audit for accountants, civil engineering for
consuf,ting engineers, building surveying for quantity
surveyors, conveyancing fe)r attorneys I and routi!4e
X-rays for radiologists and pa.thological tests for
pathologistEl. 1) high numbE~rof servic.3s would be seven
for all professions I while a low number would be one.

The number of branohes was indicative of the
geoGJraphic spread or conversely, the geographic focus of
the firm. It was found that those organi~ations Which
pro,rided services to PUblic sector or to major corporate
c:U'mts required a large number'of branches. This was
found in organizations in the construction and building
indllstry, as well as in accounting firms. In medical
firJns I a large number'of collection points was found in
some pathology firms I bu.t a wide geographic
disi::ribution ou1:side the major urban axeas was only
obaezved in one organization in t11e sample \'lhich
serviced the cOlmtry areai3 Of the Trans'li~al. There was
some discussion about the probability of the developm~nt
Of joint venturii;ls between medical organizations in
different prOViXlc:ialareas to reduce the heavy overhead.

The highest number of organizati(::>ns with a re1ati vely
high percent:age of customization was found in the
architectur~ll and legal professions where specific
customized. slervice is necessary.

fIJ,ghstandaJ~dizatiQn ,gas found in firms with a wide
geographic (Ustributi!>h, as well as in the group which
was equivalcmt to the standard, reputable firm. :tn some
archi tecturlf.ll o:rganiz,ations J standard :fi)l~rls,such as
those for a filling s't:.at.ionor pro'l1incial sohoo'l,; gave
rise to sta:ndardization. simila:t'ly, in accountil'1g
orqanizatio:ns where a large perc:entage of fee income was
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derived from the audit proCedure, or in legal
organizations where a lar~= percentage of fee income was
der1ved frolltstandard conveyancing of! for instance,
mass housing projects, this measure was high.

High routinization was frequently found together with
h'ighstandardization, as expected, in the examples
described above.

There was generally a medium to low expenditure on
marketing promotion in three out of four groups, with
the at'chitectural profession spending the most and the
meQiccl1 profession the least.

The gearing or staff/partner ratio for accounting
firms was generally betw~en eight and nine, whereas for
legal firms it was between five and eight. The ratio of
par'tner to second-Leval, was generally between five and
eight for accounting firms, whereas for legal firms this
varied between 0.7 and 1.7. This reveals the higher
"people" gearing of Clccounting firms, relative to legal
firms. In the architectural and quantity surveying
professions, the staff/partner ratio varied between
three and eleven.

The stc.\ff/part.nerratio was relatively high and mel;'iium
in the ~eactor and reputable, slightly innovative groups
of organizations, whereas both the service quality
innovative group and the broad-based innovative group
did not exhibit high people gearing.

In the medical profession, laPour intensity was very low
in radiology (0.2 " 0.7), and sli~htly higher in
pathology (0.9 ..6.0). There was also a higher
staff/partner ratio in pnthology ~21.0 - 32.0).
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In all professions the amount of budget allocated to
research and development WaS 1 per cent. The amount of
time allocated varied between 1 and 12 per cent, and the
percentage spent on technology between 1 and 80 per
cent. It appeared that thi$ area of activity was not as
highly developed in professional service organizations
as it may be in other organizations. There may be
various reasons for this, including the fact that much
of the research and development work is done overseaS.

Bearing in mind the observations in the above section
regarding people gearing, the highest research and
development expenditure on technology was predictably
found in the service-quality innovative group.

Wi~h few exceptions the Qrgani2ation type in
accounting, legal and medical firms was generally a
partnership, with or without a service company to
provide a vehicle for pension schemes, financial and tax
arrangements. In the construction professions there were
more inoidences of suoh sophisticated organization types
as incorporated company, closed curporation, and one
inst8nce of a limited liability company. There Were
companies in Which the partnerships had equity I \>lhich
were limited liability companies.

These were lnvolved in related diversified aotivities
suoh as project managem~nt, interior design, landsoape
architecture and town~planning among the oonstruction
professions.

Environmental tracking was found to be low among
attorneys, relative to other professions. This reflects
the fr.tctthat attorneys are pro):.)ab1lthe least
threatened by changes in the environment suoh as
oompetition.
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Boundary .sp~nning was hj.gh in organizations of bl')th
the reputable, mildly innovative organizations and the
innovative organizations.

Conclusion

The analysis of the three questionnaires has resulted ill
a degree of simplification of the underlying concepts
and has categorised the professional organizations jhto
four or five groups according to their specific
characteristj.cs along these concepts. In the next
Chapter, the integration of the different aspects of the
professional organizations is attempted.
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c..:.:HAPTER6

RESULTS ANP ANALYSIS ...PART 2:
INTEG~TION INTO GROUPS - ORGANIZAT!ONAL EFFECT!VENESS,INOUSTRIALIZATION AND THE MA!STER MODEL

6.1 Introduotion

Firs'tly, this chapter contains the integration of the
resul't.sof'the prelimina;t'ydata analysis of Chapter 5

into a consolidated and integrated set of quantitative
attr:i.butesof each group of professional organizations.

Secondly, the outoome of th:i.sintegration are discussed
~elative to the theory base of the researoh, and any
variations from the theory are oonsidered in so far as
these could be e'Cplained as a consequence of the
identified attributes of the professional service
organizations.

Thirdly, thOSe variHbles Which contributed to the
proposed model of organizational effectiveness .and
industrialization are examined for each of the
integrated groups, and the rindir.gs assesSed relative to
the integrated g~oups of professional organizations.
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6.2 An'integrat.ed confi<1Uration ot profiles
comp~isin9 professional organb.ation, strat.egyI
and top ma~agement team

G.~.l Contribution of the attitude scales

In Chapter 5, each of the attitudinal scales in the
guestionnaires was subjected to factor analysis in order
to reduce the variables to a number of factors which
could best describe the underlying meaning. This
resulted in a three factor solution for the p€rception
of environmental uncertainty, ~ five factor solution of
the values, and a four factor solution of the image of
the professional firms.

The factor scoreS from each of the above faotor- analyses
~lTeresaved, and a cluster analysis of the fac'cor soares
of these twelve factors was performed, with various
possible c &ter solutions being examined, from tour
clusters to seVen clusters (Appendix 22). (It win be
recalled from Chapter 4 that cluster analysis is an
exploratory techniguer Which sorts individuals into
groups acoording to their distanoe from eaoh other in a
multi-uimensional space defined oy their soores on
speoified attriputes. ~he tedhnique shows the
improvement in varianoe that is achieved as individuals
are added to clusterst or olusters are split in order to
b~ amalgamated with others. It is therefore a matter of
theoretioally informed judgement to estaolish how many
clusters comprise the most insightful solution.)

The number of firms in eaoh cluster for theSe four
possible cluster solution:,.is illustrated in Table 6.1
as follows:
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Table 6.1
Various possible oluster solutions

Four Five six
% Variance 24.37 30.70 37.43
Cluster 1: 32 8 23
Cluster 2: 5 14 10
Cluster 3 : 7 18 1
Cluster 4 : 4 4 5
Cluster 5: 4 4
Cluster 6; 5
Cluster 7:

Seven
40.29
ii'
5

16
2
3
4
1

Since the theory had suggested a four part taxonomy, it
was tempting to choose this solution. The a(;:tual
applicabili ty of availab),e theory to the particular case
of professional firms was an open issue, and. it haa
therefore been reaol ved that an :i.nd'L1.ctiva aE:JproachwOllld
be adopted, in which the data would ultimately shape the
interpretation.

AS can be seen from the above table, a four cluster
solution, on the one hand, resulted in thirty two Of the
professional organizations falling into one cluster, and
with the remaining organizat:lons falUng into mUch
smaller clusters: five in a Second cluster, seven in a
third cluster and four in the fourth. on the other hand,
both the six cluster solution and the seven cluster
solution resulted in one cluster which contained only
one fi;!!'m,with a large nUlnber of firms falling into two
clusters.

8y contrast, a five cluster solution promised to be
reasonably close to w}:latthe theory had to offer1 and
avoided consigning some firms to butliers on the one
hand, or clumping them into vast and undifferentiated
groupings on the other. This seemed to be thE.')mos'c
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balanced and any additional clusters only served to
highlight differences bet\l1e6ncluster sOlutions t<'1hich
made some firms outliers. Thus, although the five
cluster solution accounted for somewhat .l.essof the
varianoe than the six or seVen cluster possibilities, it
was the most satisfactory aooording to a plausiblEI md.x
of c::riteria.

The f:~ve cluster solution, based on the three plus five
plus t'our simplified factors indicating the perceptions,
values, and images of the firms respectively, was taken
as t:he foundation for further integration. The ne~,t step
is to unco\t~r the nature of each group according to the
respectiv~ SQt.s of simplified factors.

Beginning with t:.hethree factors extracted from
environmental uncertainty, the simplified factor soares
are given in r.L'able6.2. 'l'hediff.et'enoesbetween the
five groups are illustrated graphically in Figure 6.1.

'l'able6. 2
Factor soores of perceptiolllSof

environmental uneertainty for ~iiVe qronps

I<no\t1h
FactorsCompetition
Politico'"economicfactors

Group 1 Group :;) Group 3 Group 4 Group 5

-1.07 0.21 "'0.02 1.33 0.17
"'0.65 0.2$ 0.,06 0.66 -0.55
0.82 0.37 ....0.32 0.21 -1.70

TOTAL:
MEAN: "'0.90

"'0.30
0.84
0.28

-0.28
"'0.09

2.20
0.73

"'2.08
"'0.69
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The graph 'is especially helpful. It shows that Group 3

(the yellow line) is fairly neutral in its perceptions
relative to the other groups, running close to the zerO
line in all three respects, na,melyknownuncertainties,
including known compe't:ition, unknowncompetition, and
socio-po11 tical unce:t:'tainties. Above it are Group 4 (thf3

red line) t<1hichexhibits the most environmental
uncertainty ov(arall, compar-edto the other groups; and
Group 2 (the green line), which is also above the zero
reference line in all three respects.

Looking below the line.1 one sees· that Group 1 (the blue
line) exhibits the loWl'~staggregate u:ncertainty I being
well below zero j:.ntwo of the three respects; but,
interestingly, bedng the highest of all in the third
rCi:speot, socic-poli.tical unce:c'cainty. Group 5 (the black
line) presen'l:s a n~at ,:::~)ntrastto Group 1, in that it is
also below the ~ero 1il~e in two resp(;lots, but. it lowest
of all on socio-politiaal uncertainty.

TUrning now to the seoond set~ of simplified facit::or
soo1"es, those for v<~.lue~t$iimila;t"ly presented in Table
6 •.=S I and graphically in l."i~~ure.16.2.

Faotor sccres of valuels of five groups

Group 1 Group 2 Group :3 Group 4 ~}roup5

Service -0.14 0.00 0·.07 1.18 "1.22
orienta-
tion
Inter- O.6:L -0,,93 0.50 -O.lS -0.04
personal
skills
r..eadership .-1.06 0.07 0.17' 0.60 0.50
Oredibility -0.56 0.38 O.l'7 "0.45 -0,54
stre:ngth 0.45 0.20 o.as -0.10 "2.Z4

TO'l'AL: "'0.70 "'0.28 1.07 1.08 "3.54-MEAN: -0.14 "'O.otS 0.2l. () • .22 -0.71
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once again, it is only really possible to make some
sense of the results with the help of the graph. It
shows, firstly, that organizations in Group 3 and 4
(yellow and red respectively), share ti higher overall
pOSitive value relative to organizations in the other
groups. This is partioularly true of organizations in
Group 3, which have positive attributes on all the value
factors, relative to the organi~ations in the other
groups. In the case of the values Group 2 (green) is
again cJ.ose to Group 3, with the except.Lon of the second
respect, interpretive skills.

Firms in Group 1 (blue) are distinguished from the other
four groups by the greater importanoe placed on the
values of interpersonal skills and strength, and the
lesser importanoe of leadership. Firms in Group 2 rely
more on credibility than the other groups, place less
importance on interpersonal skills and have a rather
neutral attitude towards the other three values. The
firms in Group 3 have rather neutral values overall,
without any particular valUe system Wh~Ch characterizes
it. This is also the case with the pe~ceptions of this
grO\,~p discussed under the p:J,.·evioussection. Group 4
firn1',splaoe a high value on service orientation and a
leSSer valu~.)on leadership, ott'c are fairly neutral
towa:\:,ds.the othel: values. It'irmsin Group 5 do not regard
the values of service orienta.tion, credibility or
strength as impol:'mt, al!.',;jneutral towards the value of
in·l:~n~per~ona.l.skins I While the only value which is
regarded positively I re:l:ative to the o'cher groups I is
leadership.

Attending now to the third set of Simplified faotors
conoerning imago I the sign of ens fao'tors obtained in
the factor analysis of the image variables was examined,
and the sign corrected from negative to positive as
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demanded oy the conceptual sense. The resulting £actor
scotes for the four image factors is shown in Table 6.4,
and is pr eserrcad graphically in Figur's 6.3.

'l'abla 6.4

Faotor scoreS at illla(1es (If five groups

Group 1 Grou.p2 Group 3 Group 4 GZ'OUp 5

Service ....0.14 0.42 0.23 -2.28 -0.05
Quality
Multi ... 0.04 0.41 -0.04 -0.90 -0.39
Special
neputable -0.27 ....0.64 0.76 0,18 '-0.80
:rnnova"tlve "'0.19 0 ..4l. -0.28 0.30 -0.05
TOTAL! "'0.56 0.60 0.67 -2.70 -1.29
MEAN: ...0.14 0.15 0.l.7 -0.68 "'0.32

Thl1labove ta,ble indicates that o:e-ganizations in Groups. 2
(green) and ~~(yello\'J) have a positive ima<;;tEloverall,
tl:'!oughGroup :3 is lower on reputClbility than Group 2 but
t]:J,atorganizations in Group 4 (red) have a particular,ly
negative inla<;;terelative to the other groups.
Organizations in Group 1 (blue) have a mildly negative
overall image without any clearly definin<;;t
cnaractet'istics, L,e • the scores are near to the zero
l;lne. Organizations in Group 2 are characterized by
Plroviding a quality service, are muJ.ti-specialist and
ar a also Lrmovatri,ve I t'elati ve to the other groups. Group
3 organizations ar~ oharacterized by being highly
reputable and also fairly oharaoteristically provide a
good servioe. Organizations in Group 4 are innovativa
but are least liJtely to provide a gOod servioe relati va
to the firms in the other four groups. 'I'be orgo.nizat:lons
in the fifth group are negative on all image faoto:J:'sI
relative to the othel' firn\l~. organizations in ,Group 0
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(blaCk) are especially nf,;lgativeon the reputability
factor, lower than most on mUlti-specialism. and near
average - around the zero line - in the oth~r two
respects.

It is interesting to note, when one draws comparisons
back with the values on Figure 6.2, that although the
value of service quality was regarded as highly
important for organizations in Group 4, their image did
not reflect that this value was being carried out on an
organizational level. Similarly, organizations in Group
2, who espouse credibility as a value system, are shown
to be the least reputable. Group 3 organizations, who
rely on interpersonal skills as th.edominant vnue ( i.U."'9

perceived to be the most reputabJ.e group. This may
indicate that it is precisely thc:)sevatues Which are
lacking in an organization's value syst.t~mwhich are
regarded as the most important.

Since graphical analysis had proved to be helpful in
considering separately the three sets ~f factors which
differentiated the groups, correspondence analysis was
performed on all twelve factor scczea simult;,aneollslyin
order to try and inspeot the overall relationship among
the five groups. The results are indicated in Table 6.5.
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Co-ordinates

1
2
3
4

Table 6.5
corr~spondence analysis of five groups

Eigenvslue Individual Cumulative

0.02080
0.01984
0.00571
0.0022:3

42.81
40.83
11.75
4.60

42.81
83.64
95.40

100.00

:rt can be seen frCl:lIthe above table that the first two
co-ordinates between them delineate 83.64 per dent of
the variance, the third covers another 11.75 per cent.
'l'hej:irst t'lloco-ordi.na tes account for similar
prop()rtions of the overal '.variance, indicating that
these axes are potentially unstable, although t.,,,plane
defined by both of them is stable.

The contribution of the variables to the axes is
presented as follows:

Axis 1

P:Soopol ::::

V:streng =
V:Servor =

AXis 2

I:Servg =

I:Broad =
P:Known =

V:Lead ::::

pez'ceptii.cnof politico-econum;l.c factors
(contribution:::: 21.3%)
value of strength
(contribution:::: 29.7%)
value of service orientation
(contribution:::: 10.1%)

image of service quality
(contribution:::: 36.3%)
im~g9 of broad services
(contribution:::: 7.6%)
perception of known factors
(contribution:::: 23.05)
value of leadership
(contribution = 10.6%)
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AXi~ :3

I:neput =
V: l;l?sk =

Image of reputable
(oontribution = 21.5%)
value of interpersonal skiLls
(contribution = 58.9%)

The association between the variables and the five
groups is illustrated in the three graphs shb~n in
Figure 6.4 below.

Figure 6-4Association Between Groups and Variables•4000 ,....;.....--------~----.....-------------,
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The first 'graph -Whlc11plots A~is 1 agail'lstA:ds 2 shows
that org~'.nizations in Groups 2 and 3 are very Gimilar
t'1hense.en from this l:Jerspective , and I in both falling
near the zero point or "barycen~.erllof the two axes, do
not differ muc:t:lfrom thlA £1Ve.L'ageacross all the groups.
This squares with our consideration of the three
separate sets Of sirnpHfied factors: in Figure 6.1, both
were close to the zero Hne; in Figure 6.2, both only
t\eviatad appreciably from the zero line by being high or
10~'1on interp¢lt'sOl'lalskills r.'espectively ~ and in Figure
6.3, the deviation from the zero line was in respect of
retJutabiJ,ity. These daviations are also captured by the
corresponde'l1ce analys:i.s:for Groups 2 and 3 are sean to
be separated from each other on the third dimension, and
we notice on the previous page that this third axis is
indEoteddefined by the image Of reputability and t.he
value of interpersonal skills! This coincidence among
the different forms of display is a remarkably sensitive
oorroboration of the patterning in the data.

~nis first graph also shows that Group 1 and Group 4 are
alike, in line to the right of the diagram, here
vari.ables P:Soopol (peroeption of poll tical
urtcertainty), V:St1:eng (value of strength) r and V:Servor
(value Of service orientation). However Group 1 is
differentiated from Group 4 by the vertical axis, in
that Group 3. ia very high on ...i.e • close to - I:Servq
(image of service quality) an attribute frolll~4hich Group
4 is very distant. This differentiation was seen
previously at the left hand edge of Figure 6.3.

As regards that vertic~l axis in the first plot, Group S
is not very different frol" Groups 2 and. 3. However t it
lies tiell to the left along the horizontal axis, which
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associates it for e>can.plewith higher V:Lead (value of
leadership) than those two groups, as seen separately
for exampl~ in Figure 6.2.

Being n~ar the origins, it follows that Groups 2 and 3
organizations are closely associated with a number of
variables, but particularly closely to th~se of the
perception of uncertainty of competition, the Value of
interpersonal skills and the images of multi-specialist,
innovative and reputable.

We have already noted hoW the second g~aph serves to
differentiate Groups 2 and 3 , which are otherwise clOSe
to each other in the primary plane. 1'he aecond graph
illustrates the relationship between the GroupS and
variables along the first and the third aXes. On these
axes, it can be seen that Groups 1 and 4. are similar and
closa to the peroeption of uncert~,inty of
politico~economic factors, the value of s~rvice
orientation and the value Of strength.

The third graph illustrates the rela't::.ionshipbetween the
groups and variables along the second and third axes.
From 'this v:i.ewpointthe partiCUlar! ty of Group 4 becomes
eviden.t with respect: to var.iables l? ;l<nown (perception of
known uncertainty), as was evident nn Figure lS.l.

Since it is difficult to conceptualize t,he positions of
the five ~roups of o~ganizations in the mUltidimensional
space representing all of the twenty eight vari~bles,
their positions on the first three dimenSions onJ.y,
those of perceptions of envi.rcnmerrea;uncertainty, val1.le
and image, as represented by their factor scores, 1s
illustrated in Fig~~e 6.5 below.
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6.2.2 The influence of the aemographio variables

It was further deoided to examine the relationship
between professional organizations - these having been
grouped by their images, valUes and peroeptions of
environmental unoertainty - alldthe remaining
information to hand, namely the values of the
demo~raphic variables for the separate groups. In
addition there remained the variables in the additional
strategy queat ionnaire, ~"'hichwill be examined in the
following section.

In order to examine this relationship, the clus'..:eri:ngof
the cases into five groups was used eU~ the basis of a
discriminant analysiS, whioh would indicate relative
importance Oft and the associations among, the nineteen
demographic variables in relation to the olusters.

The results of this statistioal manoeuvre are giVen in
Appendix 23, and shOW that the demographi~ variables
achieve an 84 per cent reduction in clasS error, with an
overall Wilks Lambda of 0.0091, confirming a high
predictabil.i.tybetween these variables and cluster
melltbership.The Variable sele..:tio"lreport shown in
Appendix 23, indioates that the;::ewl;lraten of thase
demogralphic variables whion had an F"'prohability of less
them 0.1. Differanoes betwaen these 'I:.~envariables
th,erefclradiscriminate between the five groups of firms.
IJ.Iheseten variables are age, the experience profiles of
the partners, some Of the variables which indicated. t.he
'time allocation, and time spent on overseas conferenceS
and on giving lectures. 'llhedetails of th<l vadable
selection report of these ten variables are outlined. in
~~able 6.6.
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Table 6.6
variable selection repot't of ten d,iscri11'{,Lnating

d,emographic variables ana cluster memb~rship

Variable R2_Ad F-Value F-Prob R2...Xs
Age (yrs) 0.299 2.6 0.0644 0.6429

%
E:x:plariencein PUblicsector 0.:389 3.8 ('.0153 0.7515
Experiencein academia 0.291 2.5 0.0720 0.8302Experience
in other
firms 0.387 3.8 0.0158 0.4528
Experience
in own firr,i 0..436 4.6 0.0065 0.6244

Hours.Client
socializing 0.317 2.8 0.0495 0.6347
Technical wt;'!rk0 •.440 4.7 0.0060 0.8249Total work 0.437 4.7 0.0063 0.8Bll

No.OVerseasconferonces 0.340 3.1 0 ..0350 0.4693

Hours
Givinglectures 0.350 3.2 0.0:2"'6 0.5084

A check was carried out on whether a fot:.:ccluster
!$olution 'Would have given a better solution. This. Was
done by performing a discriminant analysis procedUre
between the cluster identity gt'o~p membership of the
four cltlsteX'solution and the dl.llmograpl11.cvariables.
This d,iclnot give a satisfactory solutic:m, wh,loh W~s a
reassuring confirlllati~nthat the tl1eoret;icallyand
intuitively formed choice of a five clU$ta~ soltltion was
suitable.
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A further'check on which of the demographic variables
discriminated between the groups was done by using
on~-way analysis of variance procedure between the
demographic variables for the resp~ctive groups. The
results of this test a~e s\unmarized in Appendi~ 24,
where the variables which show a high v&riance between
the cluster, as indicated by the probability greater
than F of less than 0.1, are highlighted with an
asterisk. It can be: seen that ·the same ten variableS are
shown to discriminate between the five groupSq

For each of the ten demographic variables, the mean
value across the clusters, as well as the Z- scores for
each cluster, Were calculate!.]..This is analogous to the
calculation of factor scores in the course of factor
analysis of the attitudinal scalas, and indicate the
extent to which each clusJ~er var'Led from the mean. The
point of the exercise is to allow one "'::0 assess the
salience of one or other demographic variable in
differentiating or likening the various groups, These
Z"'soores are listed in TabH.l 6. '7 below, and illust,rated
grat>hically in Figure 6.6.

Table 6.7
Z-ScQres for ten discr:!,minatinq

qemographic variables
Variable Group 1 Group 2 Group 3 GroUp 4 Group 5

,Age (yra. ) "0.46 "'0.63 ...1.10 1.28 1.l.1
%

Expe:denc~ n.public sector 0.04 -0.61 "'0.76 -0.60 1.92
Elcperience in
academia 1.48 -0.25 -1.57 -0.14 0.49
Experience in
c·ther firms 0.41 1.83 0.19 "'0.53 ....1.08
Experience inown firm 0.:J.4 0.24 0.72 0.84 -1.93
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Hours
Client
socializing
Technical wor:k:
Total work
Overseas
conferences

-0.61 0.98 1.J.3 0.06 -1.55
0.49 0.60 -O.dA :1..09 -1. 74
0.49 0.41 0.28 0.79 -1.97

-0.36 0.28 1.81 -.L. 00 -0.72
Hours

Giving
lectures -0.50 1.05 -1.181.33 -0.69

Relying again on the graphical representation, one sees,
working f~Qm left to right, that organi~ations in Group~
1 and 5 have the highest age, ~hile organizations in
Groups 2 and 3 have a relatively lower mean age. Group 5
orga.nizations have the highest experience in the public
sector, ~ith those in Groups 2 and 3 having the lo~est
experience in this sector. Group 1 organizations have the
hiqrhest expez Lence in the academxc environment, follot'led
by Group 5, with Group 3 having the lo~est experience in
this sector. Organizations in Group 2 have the highest
experience in organiz;:ttions other than their own , ~ith
GrOUp 5 organizations having the lowest experience in
alternative firms. Organi:?ations ~ith the highest tenure
appear' in GroUpS 3 and 4 t ~ith lo~ tenure being found
anonq organizationa in Group 5.

Or(~anizations in Groups 2 and 3 spend more time
socializing with clients than organizations in other
gr10upsr with organizations in GroUp 5 spending the least
time sbcializing. Group 1 and 4 organizations spend more
time on technical ~ork and more total time, relative to
organ.izations in the other groups. organizations in Group
3 at1:end more overseas conferences than tho~e in other
groulPsI ~hile Group 1 and 4 organizations spend more time
givitl.glectures.
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In ~l.lmmarY,organizations in Group 1 are more
academically oriented and hard working, while those in
Group 2 have broader experience in other organizations
and socialize il!.orewith clients. Organizations in Group
3 have a high tenure, spend the most time socializing
with clients and attend more overseas conferences.
organizations in Group 4 havG the highest age and
tenure, ~re the hardest working and also give J.~ctu:r.'es.

The previous correspondence analysis, which displayed
the patterning pertaining between the five groUP$ and
the three sets of simplified factors, can now b~!
oomplemented by the addi'l~ionof the above ten
demographic variables as supplementary variables. The
import of treating variables as supplementary is that
they do not oontribute t,o the initial analysis by which
the axes and the distribution of the five groups is
obtained, but that they are then superimposed upon that
presentation to show their relationship to the mutual
disposition of initial variable and groups. This is
illustrated gral~hioally in J.iiigureG. 7, with the
numerical manner in Appendix 25.
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The results of this analysis show the addition to the
previous graph of the demographic Variables as
supplementary variables. This shows that when plotting
Axes 1 and 2, ~xperience in the public sector is
associated with Group 0, and academic experience,
experience in other firms and so01ali,zing with clients
is associated with Groups 2 and 3.

When plotting Axes 1 and 3, experience in the public
sector is still asaocLatied with Group 5, socializing
with clients and experience in other firms is associated
with GrbUp 2, and tenure and giving lectures with Groups
1 and 4. Group 3 is aSsociated with acadentio experience
and overseas conferences.

When Axis 2 is plotted agains't Axis :3, Group 4

organizations are associated with a·JeI Group 5

organizations with tenure and total work time, Group 2
organiZations with socializing with clients and
experience with other firms and Group 1 with age.

6.2.3 The influence of the variables
from the strategy questionnaire

As was stated in Chapter 5, the strategy qUestionnail-e
Was returned by only thirty~four of the firms. The raw
scores of this questionnaire, where present, were also
SUbjected to a discl:lminant analysis procedure, using
the clus'ter group rnembership as the dependent variable.
Thj.s aualysis did not give a satisfactory solu'cion and
tht:1~'eWere no strategy Variables Which contributed
significant extra discrimination between the cluster
groups. This is shown in Appendix 26 Where it can be
seen 'thatthere
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were no variables which had an F..probability of less
than 0.1, although th~ overall reduction in class error
due to X's was 85.5 per cent and the overall Wilks
Lambda was 0.0135.

It may be mentioned that during interviews with the
partners of organizations in different professions it
became evident that the type of profession was having an
influence on SOme of the variables such as the
technological gearing or people gearing, the diversity
of branches and services. For example, accounting firms
had many more audit managers and audit seniQ,rs a.t the
second level of the organization than legal firms had
managers; medical, legal and architectural firms seldom
had an extensive national dist:tibution, relat! v« to
aecounting and engineerillg finns ~ and there Were
differences between radiology and pathology firms in
their gearing, within the same profession.

On the basis of this qualitative inSight, discriminant
analysis waS attempted using the -::ype Of Pl"ofes$ion
ratbel:'than the group clustering as the deJ;!endent
var.iable. As can be expecned , thet'e was a much higher
predictability between oertain variables using the
membership of the profession as the prediotor variable.
The reduction in class error due to X's was 100 ~er
cent, t~?el:'e.~~ere no :mis"'ch.ssi:.eiedvariables, and tha
overall Wilks Lambda was 0.0002. Six of the variables in
this ~uestionnaire had an F-~robability of less than
O.l. 'l'heresults of this analYsis are shown in Appendill:
27. 'rhe sill:strategy variables which have an
F~probability of less than 0.1 and which therefore
discriminate between the six professions are illustrated
in the variable selecti,on :t'epol:'tfor- these sill:Variables
in Table 6.S.
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Tabla 6.13
Va~iabls selection report for six strategy variableswhich. ,discx-iminata.between professions

Variable R2~Ad F-Val F~Prob R2-xs
No. of branchesDiversificationSt~,ff/partner
Sec.lev./partner
R&D
.Bound. spann.

0.5130
0.198
0.654
0.676
O.59B
D.GS7

2.8
7.9
3.8
4.2
3 •.0
4.4

.0 • .08.08
.0 • .0.03.0
.0 • .0351
0 • .o2Ei4
.0 • .06158
0 •.0224

.0.15928
0.8558
.0.9423
.0.9091
0.4888
.0.6'136

'l'na import of these two discriminant analys~s, one
unsucoessful and one sllooessf'Ul, j,e that sill)..u.t'ities
among professional firms across the different
pro:fel:!lsionsis sUfficiont in respect of peroeptlons of
environmental uncertainty, values, image and uertain
dem09raphics for them to form significant
trans ...pro:r:essional groups, as a mattet' of empirical
fact. aowever, in regard to important ant strate9Y
variables, the d:l.ffo.f'onCltasbe'tween the p:r:o:eessio:nl::l~"re
mOl"e notioeable, so that: the zelevarJ,,;empil"ioal
gr.oupings rt:lspect:rather than transcend prOfessional
boundaries. However I ~'iven the prior differentiation Clf
the tral'ls-professional groupings r it remained pO$sible
to inVestigate how they might va~y for the six strate~i
variables that Were found '1:.0 be noteworthy durinq the
latter discriminant: analysis.

Acoo:r:dingly, the mean values for the six variables for
the organizations belonging to each oluster wer~
caloulated, and the Z~aoores for each of these six
variables also calculllt:ad for each clu(!rter. (r.rhe
reset'vation must be noted i;;p,atthe strategy data wet's
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available 'for only thirty four of the forty eight
professional firms, the following strategio
characterizations should be treated with
circumspection.)

Although the complete data were not available and
assumptions regarding the gene:t'alizations for the
clusters had tc be made. A plot of these Z...scores is
il.Lustrat.edin li'igure6.8 below.

FrOID this plot it can be seen that Group 1 and 5
organizations have a high percentage of standard
services While Group 2 and 3 organizations and
particularly Group 4 organizations are much more
diversified. Group 3 organizations ha.ve more branches
relative tQ thos", in other groups, while Group 1
organizations are highly geared with people and Group 4
organizations not highly geared with people. Groups 1
and 4 organiZations have a high percentage of R&D
rela'tive to the other groups I while Group 5
organizations eXhibit high boundary spanning activity.

Once again oorreSpondence analysis was performed on the
twelve factor scores of the five groups of
organizations, but now with the six strategy variables
rather than with demographic variables being intl:"oducec!.
as supplementary. 'I'hegraphical superposition of the six
strategy variables on the relationship between the
grOllJ?Sand the twelve factor scores is illustrated in
At,>pendix28 and sartre to corroborate the separate
ana.lyses.
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The graphi'cal presentation of Axis 1 plotted against.
Axis 2 Shows t:hat Group 1 organizations are assooiated
with higb gearing and a high nn:nlberof branohes;
organizations in Groups 2 and 3 are net assooiated with
any Of the strategy variables; Group 4: org'anizations are
assooi~ted with diversifioation outside of standard
servioes, and those in Group 5 are associated with high
boundary spanning behaviour.

By plotting Axis l against Axis 3, Group 2 organizations
are shown to be associatacl wj,th diversif.:l.cation,those
in Group 5 with boundary spanning, e.nd those in Group 1
with geal:'ing.

'.rhethird plo'l::of Axis 2 against Axis 3 shows the
relationship between diversifioation and Group 4,
boundary spanning with Group 2, and high number of
branches and high gearing with GrOUp 1.

At this stage it may help to reoa.pitulata the
statistical jour-ney covered in thi$ Chapter. ~irstly, we
examined the differences among the five groups
separately alon.g the axes of parceptions of
environmental uncertainty, values and images. Next, a
three dimensional represen'l:~a.tionof the differences
betWeen. these groups along the three axes WaS examinedt
both by taking the axes pair-wise i1"1 correspondence
analysis and with the help of a three dimensional plot.
Then we showed h~w the demographic variables powerfully
confirmed the five-group breakdown u$ing discriminant
analysis; and graphioally illustrated the oonneotions of
the demographio variables to the three axes by
l:'epresenting the former as supplementary variables
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superposed on the la't.tarin a correspondence analysis
plot.. Fourt.hlyI e. discriminant analysis was again used
to show that the addit.ion~l strategy variables broken
down by profession rather than within the five ~roupsi
nevertheless We could USe correspondenee analysis to
project the strategy variables as supplementary points
on the prior three dimensions.

wH:h ell). this behind us, the sUlllmarizedquant.itative
intormatlon for each c:tUst9r along the accumulated 28
variables, now pr~sent.ed as Z-score deviations :Erom a
mean, is shown in Table 6.9 below.

'l"abls 6.9

Quantitative information on five groups

tmage;
ServiceQuality;
Broad Based::Reputable:
Innovative:
Total:Mean:
Perceptions OfElnvironll1anta1TJncertainty:
Known Factors:compet:i:t.ion:
Politioo-
economic:
Total:
Mean:

Type 1. Type 2 Type 3 Type 4 Type.5

..0.14 0.42 0.23 -2.28 ...0.05
0.04 0.41 -0.04 -0.90 -0.39

-0.27 ..0.64 0.76 O.lS -0.80
-0.19 0.41 -0.28 0.30 "0.05
-0.56 0.60 0.67 "'2.70 "1.29
..0.14 0.1.5 0.17 -0.68 -0.32

-l.07 0.21 "0.02 1.33 0.17
....0.65 0.26 0.06 0.66 "'0.65
0.82 0.37 "'0.32 0.21 -1.70

-0.90 0.S4 -O.2S 2.20 -2.0S
"'0.30 0.28 -0.09 0.73 .....0.69
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Values:
service
Orientat.iolJ:Interpersonal
skiJ.ls~teadel:·shj.p:
credibility~
str.ength:
Total:Mean:
Demographics:
Age:
% pUl;)J.ic
Sector
% Academic
% othar
e:Kparience
'renureSocial.
client:::.:
'rechnicalwork:
'rota1 time:
Overseas
conferences
Lectures:

Type 1 Typ~ 2 Type 3 Type 4 Type 5

-0.14

0.61
"'1.06
"'0.56
0.45

...0.70
-0.14

-1.22
"0.04
0.50

-0.54
-2.24

0.00
"0.93
0.07
0.38
0.20

-0.28
-0.06

1.180.07
0.50
0.17
0.17
0.16

"0.15
0.60

-0 45
-0.10
1.08
0.22

-3.54
-0.71

1.07
o. :2:\,

-0.46 -0.83 -1.10 1.28 1.11
0.04 -0.61 -0.76 -0.60 1.92
1.48 -0.25 -1.57 -0.14 0.49

-0.41 ~.83 0.19 -0.53 ~1.0~
0.14 0.24 0.72 0.84 -1.9~

~0.61 0.98 1.13 0.06 -1.50
0.49 0.06 -0.44 1.09 ~1.74
0.49 0.41 O~2a 0.79 -1.97

-0.36 0.28 1.81 ~l.OO ~O.12
1.33 -0.69 ~O.SO 1.05 -1.19

strateqy=
% Diversif.
services = -0.97 0.66 0.16 1.41 -1.27no. of
bra.nches: 0.44 0.29 1.48 "'1.31 ...0.90
Staff/PartnerRatio: 1.a7 -0.01 ~0.32 -1.10 -0.44
l?a.rtner/
second level: 1.72 -0.D1 -0.47 -1.17 0.43% R&D: -0.21 1.11 -0.47 1.11 -1.53
Boundary
spannint4: -0.71 1.00 "'1.00 ..0.71 L43

Industriali..
zation: -1.68 1.0~ ~O.55 0.59 0.59
Organizational
Effectiveness: -a.S? 0.96 1.01 0.37 -1.47
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BY some st:.retlUotlSinspection of the separate graphs,
showing the respects in which the various groups Wure
different from or similar t~ each other and the mean - and
with some additional insights from the representations in
the correspondence analyses ...the :fal).\,. ling overall
descriptions of each group were achieved. Each group was
also assigned a short-hand label, refl~cting its most
noteworthy distinguishing features, or the mix or lACk
thereof. By this means, the groups may be highlighted as
"sentient", "capable", " reputable", "uneven" or
"amorphous". The'se characte:rizatio);"'ls(ire laid out below.
(~he precise numerical breakdown of professions falling
within each group, e.g. architectural, legal, etc., is
given i:., the following section, where the fit between the
groups and the theoretical modal of chapteX' 3 is al.so
discussed.)

Group 1: sentient

ThiS gronp of ol:'ganizationsis contextually awareJ young
and accd~mically oriented. They have a hjgher perception
Of uncertainty for politico-~conomic faotors than
organizations in other groups, with a high value placed on
in'cerpersonal skills and moderate v~lue on the importance
of strength. These organizE.ltionshave no part!o'llarly
strong image which characterizes ~hem relative to other
groups.

~he del'llographicprofile showc that the members of this
group t.Lavean academic background I give lectures and work
hard. 'l~heyhave a below-averti.ge age, have less experience
in othEtr firms, socialize less with clients and attend
fewer C)VEil:'SeaSConfel;'9nCeSrelative to the other groups.
They the17efore appear to be rat.her closed organizations,
and arE~ J,ess likely to engage in co...operative strategies
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than firms in the other groQPs. Firms in this group are
highly geared with people, and have a )';ai:rlyhigh number
of branches.

The high value placed on interpe~sonal skills is probablY
related to the academic orientation and the high people
gearing found in this group. These factors could aocount
for the importance of this Value. since three out of eight
of this group's membership are from the legal profession,
this would also oonfirm the influence of the importance of
interpersonal skills.

Groqp 2: Capable

organizations in this group are uniformly able,
multi-specialist, diversified and innovative socia',lizers.
They have a fairly high perception Of uncertainty of all
environmental factors. They espoUse the value of
oredibility fairly highly and are fairly high on all image
factors, particularly service quality,
multi-specialization and innovation, relative to those in
other groups. The members of this group have a high
experience in other organi~ations and Socialize more with
clients, relative to those in the other groups.

The strategies of these organizations reflect a high
diversification into non-standard services relative to the
other group~ and they eXhibit a particularly ~otive
interest in research and development.
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Grou~ 3: Reputable

This group contains seven accountinCJ, five legal, one
quantity surveying and five consulting engineering
org.anizations. organizations in this group are not
distinctive, but are reputable, widely dispersed, stable
and are socializers.

They have no particular chara~teristics which identify
them in terms of their perceptions of uncertainty. Their
strongest value is interpersonal skills and their main
image is that of being reputable. They have a high
tenure, socialize with clients and attend overseas
~onferences to a greater degree than organizations in
oth~r groups. since this grouv contains 'many of the
large accounting and engineering organizations, it also
has a large number of branches relative to the
organizations in the other groups.

Group 4~ Uneven

These organizations are dimly aware, geographically
focused, nervous, service-oriented innovators.

;!hisgroup is characterized by a high pe!ception of
uncertainty of competition and of known factors, the
values of service orLenbatd.on and leadership, and has
the image of innovation to a greater degree than the
other groups.

Its members are relatively old with a high tenure, spend
a lot of time doing technical work and thei:!:total ti:me
spent. on their jobs is high. Along with the nlembers of
Group 1 they also give more lectures than firm~ in other
groups. They exhibit the greatest amount of
diVersification into non-standard services and as much
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research and development as the firms in Group 2, and
have the feWest branches, which makes them the most
geographically focused.

Group 5: Amorphous

This group has no charaoterizing perceptions of
environmental uncertainty, espouses the values of
leadership moderately, and has a negative image of all
four image fa.ctors, relative to the organizati.ons in
other groups. The members of this group have a high ags,
high experience in the public sector and experience in
other firms. ~part from moderately high second-level

.gearing, they also have the highest boundary spanning
behaviour of all groups.

6.4 Disoussion of description of ~ive groups
relative to the tbeoretical liI\')del

The Characteristic profiles ~f the five groups of
or.ganizations whiCh have been id~ntified as a
consequence of the empirical researcl. eocass have been
given above. These profiles are now e:)l:aminedrelative to
the theoretical model developed in Chapter 3, and
expanded with the demographic and additional strategic
characteristics found. The centra). section of the
theoretical model mentioned in Chapte~ 3 is illustrated
as a reference again in Figure 6.9 below.
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Figure 6.9
Model of integrated strategy and organization

In order to facilitate the discussion of the empirical
findings relative to the theory, certain assumptions are
made regarding the interpretation of the axes Qf the
above theoretical model representing organizational
adaptation, re~ative to the axes identified as a
consequence of the analysis of the data. In the
theoretical mudel, the axis labelled environmental
determination is interpreted as meaning the exte~t to
which the environment has an influence on the adaptation
of the organization.
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In considering the associatibn between th$ environmental
determinism in the model and the perception of
environmental uncertainty as meast.u:"('iin the attitudinal
scale, the conceptual inference is made that t'1h.e:rt.'th.e
envirbnment has a high determining influence on the
organizational adaptatibn, it.will be reflected as a
high degree of environmental uncertainty as perceived by
its members. In other words, the latter is being treated
as the operationalization of the forT/laraHigh
environmental determination will therefore be regarded
as associated with a high perception of environmental
uncertainty, and vice versa.

~he theoretical model pbsited a continuum representing
high to low strategic choice as being the ortho~onal
interacting variable to environmental determinism in the
process of organizational adaptation. In the empirical
findings this strategic choice is articulated in the
fOrm of the image bf the organi~ation, among partners
and clients alike, whether positive, n~utral, mixed or
negative. The ovarall empirical findings of the images
of the five groups ~re therefore interpreted.as the
expression of the degree of strateqic ohoioe exeroised
by the top management team along the continuum between
high and low strat~gic choice.
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The influencE! of the partners' values, demographic
profiles and additional strategic variables displayed
above are added in the discussion below as they assibt
this in this interpretation.

Group 1 consists of three organizations from the
medical profession, three from tb~ legal profession and
ems each from the arch:i.tectural and accounting
;~rofessions. If one examines the characteristics of the
organizations in this <;froup,it appea.cs that their
perceptions of environmental uncertainty are limited to
uncertainty regarding politico-economic f.actors but are
very low on known factors and on competit.ion. in this
respect t.hey l:I.t'etherefore oomfor'ta.blewi th.in their
competitive environment.

~heir velues reflect the importance of interpersonal
Skills and strength. Since these organizations do not
e)Chibit any particularly strongly defined image, this
can be interpreted to mean tha.t they have 101", strategic
choice. They have a fairly high nUmbe~ of branohes but
offer a high percen'tage of standard services and they
Can the~e:eore be categorized as exhibiting a.standard
Qost leadership strategy. They are not differentiated
and can therefore be re9arded as possibly being
positioned in the fourth quadrant of the theoretical.
model.

Hrabiniak and Joyoe (1$165) have desoribed tl1,isposition
as a relatively placid situat:i.o71Where oreJanizations
haVe no coherent strategy, likening their strategies to
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the "muddling th'cough" and with the "garbage can''
organizational behaviour. They further OUggdst that
these organizations oould haye an array of internal
oompetenoies and strengths which are inapprop:date to
external opportunities and conditions. They represent
the Reactors of the Miles and snow (1978) typology.

,Jrganizlltions i.n Group 2 include five arci'l.itectural,
two '!l.V ',1ty l:iurvey.1.ngt two engineering ,one acoounting,
two 1 ; ancl tt40 medical organizations. Since these
o:rg,lJn",' ..ens exhib~.z.a high perception of uncertainty
of all tuE> (:(lvironmsntal fa.ct.ors, it a.ppears that there
iI;, a high degree of environmente.l determination.
~iOWf'lVfSl;r. sin!';;cthere are also. olearlY defined and mixed
s'C.r~t"illJicchoio(;tsmanifested in the strong imQge
pr~filat there is also high strategio choice by the top
lUanagernent.team. The values espoused by organizations in
this group are of credibility, put they do not. regard
J..ntprpersona..Lsldl1s as important as do the other
"4l.·oups.

The high degree of sooializing d th c::l;i;,enta
organizations in this group is indioative of a marketing
orientation.. t.t'heiroloseness to their oliants is thEm
manifested in the wide diversifioation into non"'stand~,:d
servioes, whioh are the differentiat.ion and
customiza.tion to their clients' nerads" The high research
and dev~loprnEU'l·t.oharaottlr:1.zingthe organizations in this
group refleot their innovative charaoteristios. They
also have a moderate number of brancheS, and are thus
fairly large overall. This group of organi2a.tions
therefore falls into the seoond quadrant of the
theoret.ical model.
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Aocording'to Hrebiniak and Joyce (198f\) orga.ni.zat!ons in
this quadrant, in contrast to ~hose in the fourth
quadrant, operate in turbulent conditions. Although the
environme:nt appears tUrbulent, there is still strategio
Ohoice. They fUrther suggest that certain envi:t'onmen'cal
oonstraints such as high regulation :i.nterms of legal
constraints or ways of conducting business may severely
affeot. organizational adaptation under these conditions,
but that strategic choice rema~n~ high dUe to the
ability of. these organizations to choose single or
multiple market niohes within the given constraints,
often through extensive advertising, lobbying and
marketing aot: ~~;i.ty •

Nine out of 'the ;fOUrteen organizations in this group ar~
from the building and oonstruction indUstry which is
rather more than the proportion from this industry
overall in the sample. xt may be that features of the
industry are operating as a determinant, and other
organizations in the group exhibit some of the
oharaoterj.stics of this industry.

Gt'OUp :)consists of seven accountinq, :eiVIS iegal and
five engineering organ:i.2ations, and one quantity
surveying organization. since their perceptions of
environmental unoertainty are fairly neutral or
negative, it is assumed that there is slightly low
environmenta,l determination. They e:x:hi:bit a st:rong image
of being reputable, but dQ not have other strongly
defined imaqe attributes. Their overall image is the
highest of all the groups, which is interpreted as
11.'leaningthi;\tthey exhibit the highest:.strategic chod.ca,
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These organizations are large, and thus could belong to
the second quadrant of the tlleoretical model. They have
a high number of branches ant)in this respect could be
regarded as cost leaders and belonqing to the first
quadrant. The high number Of branches and moderate value
of ~nterpersonal skills are shared with organizations in
Group 1 which has been categorized as belonging to the
fourth quadrant. They do, howevsr, exhibit some
considerable strategic choice so could also belong to
the second or third quadrant and overall they appear to
have attributes of all four quadrants. Most of the
professional organizations in the sample fell into this
group, indicating that reliance on their prOfessional
reputation remains the dominant choice of theSe
organizations.

The o:rgan,izationsin GrOUp 4 have the highest
perception of environmental uncertainty, and are
characterized by having an image of innovation which is
supported by the highest research and development of all
the groups. They offer the highest amount of diversified
services but are the least broadly based, Which :reflects
a focused strateg,y in Porter's (1980) sense. Their low
gearing' is further indicative of their relatively small
size.

Whe values of this group of organizations reflect a
strong service orientation.~~~ leadership. They are also
$t::lnlewhat.older, work the hardest., and also give
lectures. Because of their high en',)::lronmental
determination, overall low strategic ched.oe, image of
innovation and research and development, this group
COUld probably be categcrized into the firBt quadrant,
that representing the Defenders of the Miles and snow
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(1978) typoloqy. The qroup consists of three
organizations from the architectural profession, which
is not surprising in terms Of the image Of innovation,
and onG from the medioal profession.

The characteristios of this quadrant include small
organizations in .imperfectly competitive niches, with
limited manageril;\lchoice, although individuals may
attempt to exercise options which mitigate against
environmental demands and technological innovations may
alter their ability to compete and affect their
competitive advantage (Hrebiniak and Joyce, 1985). It
may well be that the image of innovation eXhibited by
this group of organizations r~flects their attempt at
changing their domain or it may be the consequence of
the fact that three of the four organiZations are from
the architectu:t'alprofl;\ssionwith highly innovative
values.

The four organizations in ~roup 5 have the lowest
perception of environmental uncertainty and no clear'y
defined strategic choioe which may be identified in its
image, except that they are perceived to be less
reputable and less broadly based than those in the other
groups. The valu.e of leadership is regarded as important
and the demographic profile shows age and experience in
the public sector. These organizations can thus be
categorized as belonging 'bothe fourth quadzant; of the
theoretical model which represents low strategic choice
and low environmental determination as articulated in
the peroeptions of environmental uncertainty by the
members of the top management team. There is a
similarity between the organizations in this group and
organiZations in the first group, except for the
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differences in their perceptions of the uncertainty of
the politico-economic factor and their value profile.
This can be seem by referring back to Figure 6.2.

They show the highest boundary-spanning behaviour
relative to organizations in other groups, which may be
a refl·ection of their niche position or their intent to
move ~erontthis position to a more clearly ~.dentifiable
strategic position: or it may be a specific
characteristic of this qUadrant. TWo of the firms in
this group were from the medical profession and two were
from the engineering prof.'1Jssion.

It is interesting to note the innovative profile of
firms in Group 4 with its older demographic profile,
since creativity is more often associated with a younger
age profile as found in Groups 1, 2 and 3. RQwever,
Group 5, whiCh is the least innovative, also consists of
firms of the older profile. This discrepancy may be due
to the high number of archi'l:ecturalorgani~atio11s ill')'

Group 4 or it may well be that creativity is not
.necessariJ.yassociated with youth and that age may
affect creativity ej,therway.

It is of interest to note that no group was positioned
in the third quadrant of the theoretical medel where
maximum choice and low environmental determination
oocur , Where there is no la.ckof scarce reSOUrCes I entry
and exit barriers are lo~ and where organizations may
define and enact their own environments. However, it Was
pOinted out that organizations in Group 3 exhibited
attributes of this quadrant and it is likely that some
of the organizations contained within this cluster have
poised themSelVes to take advantage of this position but
are still too constrained by suoh environmental
determinants as regulation, a lack of resources and lack
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of autonomy and control over others in the environment
to fully exploit the advantages which this position
offers. It may also be that competitors to the
professional organizations in this sample have the
advantage in this respect and occupy this position.

The three dimensional plot of the perceptions of
environmental uncertainty, values and images of these
five groups, presented in Figure 6.5, is now repeated
below in Figure 6;10 to facilitate the following
exposition of the relationship between the above
empirical findings and the theoretical. modeL The five
groups are superposed on the two dimensions of the
theoretical model in positions relative to the strength
of tl:'~eirperceptions of environmental unce:<."taintyand
their images in Figure 6.11. The additional attributes
of these groUps such as their valueS, ~emographic
profiles and additional strl!ltegicvariables, are not
reflected since this would complicate the graphic
representation. The contribution of the demographic
variables to the profile of the top.management team as
this influenoes the strateg:ic options fOUnd, are
discussed separately in Chapter 8 where the findings of
the research are related to the theory. This applies
also to the additional strategy variables.
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This then 'is the cUlmination of this Chaptert the
integration of the empirically induced five groups as
defined along the three axes of perceptions, values and
image on the one hand, and the combined theoretical
model from Chapter 3 on the other hand.

I have categorized three of the Groups into the "boxesu
of the model, namely Groups 1, 2 and 4; I have shown hoW
among the p:Lofessional organizations in the data, as
opposed to the organizations; in the 'theoretical model,
Group 3 appears to span a boundary between IIboxes I, of
the theoretical model~ and most interestingly, I have
shown empirically how a third dimension has to be add~d
to the model, 1.e. the va Luea , to distinguish Group E,

from Group 1 in quadrant 1 - though their. similarities
in certain respects place them in the same quadrant when
only two dimensions are drawn.

This presentation of the integrated g'roups or archetypes
Of strategies, organizational characteristics,
perceptions and values of the top management team
concludes the achievement I.)fthis chapter and
contributes to the first objective of the research. It
has to remain a matter of speculation as to whether
those professional organizations not included in the
research, or those which constituted the non ...response
group, Were also similar to thOSE! in these five groups
or whether further groups may have been discovered
withi11 the typOlogy.
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6.5 .Analysis of industrialization, organizational
.effectiveness and presence of the Maister modal

6.5.1 Industrialization

The urganizations in each group were tested against 'the
set of variables which represented the model measuring
the industrialization of 'the professions. The raw scores
for each of the variables for each organizatio~ in each
group Were noted and the mSan for each group calculated.
Once again the Z~scores were calculated fo~ each group.
since the lower the score the more industrialized the
firms, the signs were reversed to assist in
clarification. The findings for the orgarlizat;tons in
each group ~re ~ummarized in Table 6.10.

Table 6.10
Industrialization of each group

Group no. l-ieanscore Z-sc:ore
1
2
3
4
5

17.75
15,93
17.00
16.25
16.25

....1.68
1.08

-0.55
0.59
0.59

)'\Terallmean
SD

16.64
0.66

The above table shows that organizations in Group 2 are
the most industrialized relative to those in the othdr
groups, followed by those in Groups 4 and 5. Group 1
organizations c.re the leas'c industrialized, fol.1owed by
Group 3 organizations.
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The convergenoe theories of industrialization as
proposed by ~err et ale (1960) suggested that
conilicting ~nterests in the emerging social order will
be solved by the mechanisms oreated by it to resolve the
conflicts. In a highly industrialized society managers,
workers and governme.nt tend to share the establishment
and admi.nist!:ationof rules. In the analogy of the
process of industria:'ization with the evolutionary path
of the professions I ·.::hisis clearly seen in the
influence held by the stat'.6in the maintenance of the
professions in their role in society through statutos
and legislation.

Kerr et al. (196J' surmise that five distinguishable
elites or power groups emerge i11sooiety in the course
of industrialization. They state that each elite ~dopts
a olear policy towards certain cultural factors and the
economic constraints which shape the industrialization
proces~, Which tend to impart a unique oharacter. to
these elites according to the priorities Which they
choose. Th~y did not envisage the elites as being able
to choose between different routes to different ends,
but that the choice of priorities was evident in their
character.

The t'ollowing analogy' can be drawn between theSe five
elites and ~cheir strategies, and the five groups of
orge,nizations identified in the research:

Acc10rding to l\err at al. f the Dynastic elite are
characterized by an orientation towards tradition and
the preservation of tradition in the face of the n~w
industr:i,alsystem. This elite may be regarded as
analo90us to the reputable group of professional
fil:ms,who have a reputable image and low
industrial.ization.
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The Middle Class elite is described by Kerr at ale as
one with an economically individualistic ideology and
espouse a structure which best pel;'mitsthem to puxsue
their gains. This group, which one e~pects to be the
most industrialized, can be viewed as resembling the
capabl~ group of professional ol:,ganizations.

similarly, Kerr et ale distinguish ReVolutionary
Intellectuals as an elite which places great stl"'esSon
economic progress and who have the fastest possible paoe
of industrialization. This elite would correspond to the
p,rospector of the Mi.les and snow typology, but which is
l'lotr9presented within the five groups found in this
research.

Another group of elites which Kerr at ale dist.inguished
was the colonial Administrators, i.e. those who rely on
the advantage of the mother country or ideology (in the
case of the professions, the analogy of this ideology is
equivalent to the professional ethic). This elite can be
regarded as analogous to the organizat.ions :I.nthe
sel'ltil\!llnt<;;trollp,who ar.e the least committed t.o
industriali7~ation on 'I::hestrength of the typ!fiol?cions
in the previous sectien.

~inaIly, the National Leaders with n~tional independence
and progress are described by Kerr at al •• This elite
shews hj.gh aspiration and promise but their progrG'$s at
indUstrialization is at an uneven rate. In the light ,of
the previous descriptions, this appears to correspond,
by analogy~ to the uneven group ef professional
organizations.
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The amorplious group, who also S110\01 a high degree of
industrialization and are distinguished from the
sentient group in that they have relatively strongly
negati ve values, does not, appear to have an equivalent
in this typology of elites.

This is I at best, a suggest! "Ie and impressionist.io
mErcaphor; but some of the characterizations fro:m the
industrialization process do seem to capture the
corresponding style or modes of operation among the
professional firms.

G.5.2 Organizational effeotiveness

The variables which were used to define organizational
effectiveness were as follows:

1. The oongruence between self-image and image in
the eyes of clients (i.e" intended strat.egy
versus realized strategy, measured by the sum of
the differences between the :means).

2 • 'llhecongruence between the image in the eyes of
clients and the ideal of the clients (measured by
the sum of the perceptual gaps between the
means) •

3 • Quall ty of serv:Loe ( :measured by tbe rating of
the servioes provided by t.he organization, :1.11the
eyes ot their olients).

'*. 'l'he per.ceptien of the "S1.'.00e99" of the
orga.nization.
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5. Growth of the organization.

6. Morale or job satisfaction.

7. coheaLon versus consensus of varues ,

8. The perception of stability.

9. The valuE>,of humen t'escurCE)s.

10. Trainilg and developm~nt.

11. Participation.

The scores for these v~~iabl~s were added and :mean
SC()reS and Z...scores cal(Julated for. each group I as with
industriali~ation. The firldings for this calculation. are
given in Table 6.11. below:

Tabla 6.11
Organizational effectiveness of each group

Group 110. Mear) score Z...score
1
2
3
4
5

!:is.7S
46.50
46.28
4,.'9.50
sa ,.75

51.36
5.04

"'0.137
0.96
1.01
0<37

""1.47

Overall :mean
SD

) 4f"'X;"
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'rhe above 'table shows that f1rms in Group 2 and :3
organizations, both of whom were shown to have high
strategic options, are the most effective follow~d to a
lesser extent by those in Group 4. organizations in
Group 1 and Group 5, both of whom are in the fourth
quadrant of the model, that '.;lithno identity I are
rega.rded as being less effective acoor:ding to this
oalculation.

If one refers baok to Table 6.9, and examines on whioh
attributes the three effeotive groups differ from the
two less effeotive groups, it oan be seen that the
effective groups have the following attributes in
oomnon t a high peroeptiOtl of 'unoertainty of oompeti tion I

a positive service orientation ValUe, a low experienoe
in both t:he aoademic Ellwironment and the publio sector,
a high tenure in their own firm, a high amount of time
spent socializing with cl.ients and a high percentage of
diversified services. This appears to reflect a greater
awareness Of competition, a gr$ater awareness and closer
oorrcaot;with clients and their needs I and continui t:yof
servioe.

The relationship l:;)etweenindustrialization and
organizational. effectiVeness is illustrate(~ graphically
in F:i.gure6.12. It is interesting to note that thli.lmost
effeotive organiza~ions, thOSe in Group 3 are less
industrialized than the other effective organizations.
It is also interesting to note 'that the least e:e:eective
Groups 1. and !S oontain fi'l)'eout of eight mediCl':1l
orga11i2:ations,with those in Group :J. being les.::;
industrialized and tb.OSIO':in Group 5 highl)t
inQust:dalized relative to the othet groupe.
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The model 'which the research process generated as a
proposed method of arriving at a measure of
organizational effectiVeness in ,professional service
organizations retlects an integration of the
meaSurements of th~ concept by various means. The
self-perception, as has been stated, is equivalent to
self-typing by the organization members; therefore their
realities are reflected in this section of the measure.
This has been suggested as an alternative to
inVestigative inference as a method of classifying
strategies and as a good method of identifying intended
strategies (snow and Hambrick, 1980).

The external assessment of organizations by stakeholders
sUdh as clients has similarly been suggested as a good
method of determining realized strategies, and the gap
between self-perception and perception by external
entities represents the strategic constituents approach
to determining organizational effectiveness.

The gap between the external perception of the
organizations and 'the ideal orga.nization reflects the
gap between reah.:t:ec'l,strategy and desirable s'trategy and
highlights g.....\3 Lr, thp. organization's strategies whicq
may be corrected. ~his gap was very small in effective
organizations ~A1dsli<;shtlybigger, but not significantl.y
so, in less effective organizations.

The mQ~el further contains elements of the systems
approach (\olorkforce growth, market penetration) and the
competing values approach (stability, cohesion, mprale,
value Of .numan resoUZ'cef;land growth), certainlY this
integration of c011cepts has l.~esulted in a model which
reflects vario~s approaches, and may in this sense
capture diff\"rent perspectives of organizational
effectiVeness.
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6.5.3 The Maister model

In Chapter 3 I reference ,,'asmade to a particular model
of professional organizai:ions described by Maister
(1984) as the "one-firm J:irm". According to Maister,
professional organizations Ylhioh exhibited these
oharacteristics were found to be successful, but it was
pointed out that there may well be alternative options.
It was one of the objectives of this l'esearch to
identify the presence of th:!.stype of ",rganizat.ionas
described by Maister.

The variables which therefore characterize the Maister
model are presented here illTable 6.12.

CultUre:
1
2
'3
4
5
6
7
8

Elitism:
1

2
:3
4
5

strategy:
1
2
3
4
5
Q
7
8

Table 6.12
The Maister model

Loyalty
Teamwork
UnselfishnessFirm identityPride in Firm
Long hours
client drivenDownplaying stardom

Recruiting -high standards- intensive training
Challenging assignments earlyConstant evaluationRewards tied to collective results
GroW own, rather than buy

AVoid mergersControlled growth.
Selective business pursuitsAggressive marketers
Homogenous client base
Retain staffReward system tied to collective results
Invest in R&D
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Management:
1
2
3
4
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Consensus
Strong leadership
continuity
culture outlasts tenure of the leader

Balch firm was tested for the presence or absence of each
of the twenty-f.;'ve attributes of the modeL
o:t'ganizatio11swhich had the highest scores were assumed
to belong to the type characterized by the Maister
model.

The analysis of the attributes of this model found in
each of the five groups is illustrated in Table 6.13.

Table 6.13

Attributes of the Maister model in the groups

Group

Group 1

Group 2

GrOUlp 3

Group 4

Gro1.lp5

Number of
attributes found

No of
firms

11-15
16-20
21-25

11-15
16-20
21-25

8

2
3
~

11-15
16-20
21"25

11"'15
16-20
21-25

3
4

11

2
2

11-15 .
16-20
21-25

4
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From the dbove ta~le it can be Seen that the hig~est
number of high ~cores appears in GrQup 3, in Group 2,
and to a lesser extent in Grou~ 4.

A nUmber of organizations conformed to this model of
plofessional service organizations. Certain of the
variables as defined in the model wel':enot commonJ,y
found in all professions. For example, a large degree of
internal strife was found in Sante professional servioe
organiZations and loyalty was sometimes at a ~,owlevel.
This fact, together with lowered morale found in some
organizations, may have been due to the pressures
exerted by the perceptions Of external environmental
unoertainty, or may reflect the individualistic nature
Of many professionals.

stardom was another variable (>Ihichwas almost encol.1,raged
by some south African professional organizations, and
which was particularly prevalent among the legal and
arohitectural professions Where individuals with

,speoific expertise were given star status. Perbaps South
Africans in general h~ve a need for heroes and winners
and perhal?S the '~theage of the herOes" (Vico, 1970) is
still ver''jstrong in this society.

Teamwork, conformity, long hours and hard work, client
service and the maintenance of an elitist culture were
all present in mQst of the professional service
organiza'cions. The incidence of mergers in the recet,t
past I in the present, and contemplated In the f'uttlre,
was high, as was out-placement, because of local South
African environmental conditions. open commun,ioations
were encouraged. in many organi2:atiom; but this d~d.not
extend to the d:i.solosureof fil'lancialresults to
non-professional staff melnPers. TherE~ was some
out"'of"office socialization end the encouragement of a
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Uhappy family" atmosphere in some firms but Ln many
firms the partners did not socialize with each other
outside of office hours.

In conclusion, it appears that some professional servic-9
organizations are developing more clearly defined
strategies and becoming more industriali~ed. However, it
appears that the contingency of the type of profession
and the type of industry in which it operates influence
the speed and e~tent of these developments.
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CHAP'lER 7

RESULTS A.WD ANALYSIS - PART 3:
TRIANGULATION - QUALITATIVE INFORMATION ON THE

ATTRIBUTES OF INTEGRATED PROFESSIONAL
ORGANIZATIONA~ GROUPS

7.1 Introduction

In the previous two chapters, the empirically quantified
aspects of the research findings 'wete described.
However, th$ r.esearch also sought to apply qual.Ltative,
interpretive methods to contextual background
information, in order to add richness and meaning to the
quantitative dimension. This is a classical application
of "methodological triangulation", as originally
described by Denzin (1970).

This chapter therefore draws on detailed interviews with
partners 6f the firms, their clients and other
stakeholders in the industries~ firstly in order to give
a background of conditions in each of the industries in
\\)'hichthe profession~l firms opezatie r secondly to
present the expectations of clients in these industries
in the form of a distilled J.:i st oof'attr.:i.buteswhich can
be incorporated into a model of service quality for the
professions. This list is discussed in relation to the
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theoretical model proposed :JY parasuraman et al. (1985) t
thirdly to give specific commoncharacteristics of ~aoh
of the five groups \I'hioh complement the quantitativ("
data.

The numerous interviews with partners of the firms,
their ?lients and stakeholders, were post"coded, and
other qualitative sources such as staff recruitment
advertisements, <!:ompanybrochures, and press report~ I

Wer€ analysed th~tough the use of content analysis to
complement the precision, but lack of descriptive
texture of the quantitative data.

A discussion of the findings on the aspect of the
various types Of co-operative strategie$ follows, as it
relates to the pro;tessional firms in this sample,
follOWS.

Finally the chapter ends with a sumr,llaryprOfile of each
of the fiVe groups, as i(~entified ~Ll'lddifferentiated by
the cumulative qual'lti tati 'lie analysCl(s in Chapters .5 and
6, and c::omplE'mentedwith the distillad, qualitathre
information.

7.2 co~textual packqround

The contextual. ba(~kgroUl'ldto the industrieS in which the
professions opera~:eI presented in this section, Wt;lS

gleaned from j.ntez'view information. The r,'esults of the
second lev(!'!l of arialysis I presented in Ohapter 6, are
here disc'IJc~ed agalinst this qualitative pel.'spective.
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7.2.1 The property ano. construction sector

The research sample of professional organizations in
thbSe industries included nine architectural, three
quantity surveying and nine consulting engineering
organizations, representing a total of twenty one firms
with three hundred and twenty five partners. Interviews
were conducted with seventy five clients and contractors
as well as with thirty one partners of these firms. All
three of the professions in this indUstry are subject to
the 'f~llowing developments.

a) Der~gulation

The deregul~tion of the professions, particularly in
respect of the fee structure, has x'esulted in greater
flexibility in determining lee income. :For instance,
whet'e previously the architect earned a fixed percentage
of the value of the project, (most recently 6 per cent)
a mOre £:;'",,'·1.1:11efee structure has resulted, with a
recotnmendl;..fee strUct1lr.'I;Jas a guideline.

A :t'.;!commendedfee also exists for quantity surveying and
consul tin9 engineering firms. In prj.vate sector worlt the
fee was sometimes negotiated before deregulation, but
this has now developed into normal practice. Either the
recommended fee or the prev1ously~held fixsd fee is '
often still used at:.a starting point in the negotiation
process. 1\ compe,f t1ve bidding system has developed and
fdarS have been ' ~pressed by some of the interviewees Of
the possibility of a tender system developing, both in
quantity surveying and consulting engineering services,
with a severe reduction in profit, possibly a cons~guent
drop in quality, and the lons of autonomy of the
professional consultant. As a senior partner of one of
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the engineering firms rema.rked, "The fee struoture puts
a restriotion on innovatiol'1 and there is oonsequently
no initiative.1I

The oonsequenoes of the flexible fee system have a.lso
seen a diminution of the power and autonomy of the
arohiteot as the prinoipal agent in the oonstruotion
team. The same applies to the other professions in
publio sector work, where oontractors award the
oonsulting assignment fee based on the value of their
tender offer (Botha, 1988).

b) competition

"Non"professionals, operating in a semi-professional
capaoi ty I are taking over more and mot'e fr,om the true
professionals in the property and construotion ind\l~try"
(The S'l:ar,15th l~aroh, 1987).

This desoribes \l:hearrival of the projeot manager as a
sep~rate entity in the project team. This has fUrther
reduced the res~)onsibility and authority of 'the
aroh! teot, w~,thout reduoing his risk. The quantity
surveying fi)I:msI wh:ioh have trad.itionally been regarded
as build.ing accourrcarrcs, and the engineering firms which
have deVeloped sixpertise in this azea , have ino:reasingly
a.d.optedthe role of projeot manager as they have
traditionally been regarded as the more numerate Of the
professions and olients have viewed them with
oredibili ty end respect.

The architectur.'alprofession has increasingly lost
autonomy in thj.s resp.act. Clients have expressed the
opinion that conSUlting engineers could act as projeot
managel:S i1'1an ':'ndustrialprojeot I although not in a
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building project. The fear that where architectural
firms acted as project managers, their would be a
conflict of interests was also expressed.

Compet,1.tionfrom engineering management firms, property
developers and construct.ion companies, wh i.chdo not
operate under the constraints of the professional ethic
and which entpl!:lYcommercially oriented professionals
from all disciplines in-house and offer turnkey projects
(i.e. projects which supply the oonsulting services of
architecture, quantity surveying, project management and
engineering, together "'Iith property management f

financing and leasing facilities), has resulted in the
i'\ecessity for arahi tectural t quantity surveying and
consulting engineering firms to r~spond by putting
together and selling schemes which compete with these
turnkey projeots.

This involves a mUch broader commercial perspective and
knowledge, with a wider role than Was previously
necessary, and requires add.i.'t:ionalnegotiation skills I

plus the willingness to rethink the traditional role and
stance of the professional, and to be more
entrepreneurial and have a higher risk profile. The
professional consulting firm may now become :i.nvolvedin
either part of the process or in the whole chain, from
the early identification and ownersh:l'.pof the land,
t.hrough the design. and formulation of tho development
scheme, to the final letting or SUb-letting of 'I::.he
office, dwelling or shopping space.

These new requirements demand a different cognitive
style than was previously founq in the traditional
professional partner, who was conservative and
rislt-averse. The ability to make fast decis:lons under
uncertainty with less than perfect k.nowledge, i.e., the
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intuitive,' unstructured decision ....making processes
required under the new environmental conditions
foreign and decidedly suspect to the cognitive style of
the technocratic type of professional par~ner who has
been accustomed to operating from the framework provided
by his professional e·thic.

Good interpersonal skills, and teamwork in particular
have become more important in this expanded role of the
professional consultant. certain of the clients and
contractors have eXPressed concern at the possibility of
a conflict of interests when the consultant acted in his
prof(~ssional role as ~lell as having equity in a achene ,
His traditional impartiality would become suspect. As
one I,ontractor stated ....clArchitects are losing a lot of
their 'bona fides' beOaUse of the conflict of interests
which arises when they have a financial interest in the
scheme."

As a consequence of I',;i\eabove, competition between
prOfessional firms has become more intense. This was not
aa evident among consultin~ 'I'19ineeringfirms I Whioh
worked together in oonsorti,",•.with a ~rreater sense of
brotherhood, as between arohitectural firms. In the'
publio sector it was stated that the lists of
profelssional com~ul tants, which Were used on a roteJ.tion
basis for th(~aWi[~rdingof contraots I were .becoming
longer I and 'the(~riter.ia for selection were becoming.
more stringent. Gonsequently increased competition in
this mar]cet was also being felt.

To exa.cerbate the problem, fewer students are enrolling
for study in ·these professions at universities. ~iore of
those who are qualifying are either emigrating or
joining oommercial firms, and therefore an adequate
supply of high quality profess:i.onalstaff in the future
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is a matter of concern. The relevance of the educatd.onaf
system ha~ also been questioned, and it has been pointed
out that the theoretical aspects of the profession
receive more attention than the more relevant practical
aspects dictated by the changing industry needs. l:rhe
remarks of one (.\f the contractors illustrates:
"Architectural training is a farc~, they don't
understand the meaning and practical side of ~ project."

More professional consultants have made their appearance
recently, such ~s environm~ntal and la~dscape design
oonsuf.tiarrcs , urban design and interior design
consul tants, all crf whomrequire a share of the cl ient I s
ftllS for the projec,t. The a't'rival of these additional
cost factors has made clients more aware of the
importance of cost effectiveness. ';l:'ogetherwith the noW
negotiable fee structure, this has reduced the share
rece;tv~~dby t.he tractitional professional consultants.

Cvlnpet.H:'ionfrom the clients themselves who emplcy
professiona.ls internally has aJ.so been experienoed by
tne consut tants. One clielnt stated - "Wenow prepa.te the
:brief and call the shots and are muchmore involved in
the proceae , l3eoause of our in ..house expertise we see
ourselves as the project managers and the consultants
have to wo:tk under our te,am. WeC:t~eatethe environment~
for thell\ to operate in a.nl:l'their ,O:lolu.tionsare tested
against our p!:e-determined cr.:1 t.eria ." Another remarked:
"Wehave a.ll the discipl:f.l'les in-house and the
consul ta:nts can't pull the wool. over our eyes any lnore."
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c) C~1;;t119ingclient needs

'l'her~has been a change in the type of property
investment being made from modern, first world, high
technology structures, tow~rds more functional
structures which ar~ more suited to the South Afrioan
environment and socia-economic needS, and which allow
more flexibility to aocommodatie chan(jing clien'c needs.
such factors as security, facilities management,
electronics, energy conservation, and the use of natural
light and air conditioning, have became more iXTlportant.

Thel:e has also been a reverse of the deoentralization
trend which has taken plaoe over the past years, as a
result of the lack of suitable land and the high cost of
the few remaining vacant pieces of land. Consequently a
trend had elnerged towards the refurbishing of older
e)Cisting buildings in oen·tral business district areas.
This haS also been encouraged by the social trend
towards nostalgia, which provid.es a senSe of security
under the thI'eat.e:ningenvi.L.·onmen;t::alconditions in Snuth
Africa. This has also Challenged the imagination and
ingenui ty of the profe ..siona1 to meet the requirements
of flexibility and practicality as de-scribed.

The size of th~~ professional Urm appeared to be an
impo:t:'tantfactC:irin selection by }jpth p:t:'ivate and pUblic
sector marltats, Clients stated. thElt a la.rge firm could
offer them dep'~h of expertise I a wide geographic
distribl4tion and ba.ck"'Up.However, it was sometimes the
}t'rac"t.icein larger firms for one partner to be involveCl
in the initial negotiations of tbe schE::mes,but then. to
Cle1egate the actual project design and the project
management to other partners. Some clients preferred to
deal with a smaller firm where more personal service and
continuity were experienced.
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There had 'a.1sobeen a shift in emphasis of the public
sector away from major capital projects towards
providing facilities for the black population, in
response to the political pressures. Additionally,
capital projects which had been approved had prov:i.ded
opportunities for consortiums of firms, where
professional consulting firms wozked together with
commercial contraotors, suoh as in the Lesotho Highlands
water project, the Mossgas project and the Toll Roa.ds
consortium.

Clients also expect a more marketing and bUsiness-like
approach from consultants in this industry. "There is a
haalthy 'trend in marketing which is no 10hge~ based in
the old-bOY network and entrenched relationships, but
based on objective technical facto;!:'sI I' was one comment
from a client, while the then professor of Mechanical
Engineering at the University of the Witwatersrand,
l?ro:;EessorROY Marcus, was quoted as stating the view of
the engineer as follows, "Xn South Africa we have
allowed the boardroom to be domin&ted by discounted celsh
flow anmlysis, the bottom line and short~term return on
capital.,We have allowed o'urselves to become a
manipUlated profession."

d) :'C:ncreaseddemand for specialization

Some professional firms had antj,cipated the trend
towards the need for increaSed speoialization. They had
invested in this ditJction through fUrther education of
their existing partners, both locally and ov~rseas, as
well as through the recruitment of the additional
skilled partners I 0):' through the ac<;{uisitioll of an
inta~est in existing firms specializing in a particular
area. The hiving-off of separate specialist firms was
also obsezved ,
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Clients an:dcontractors appoint individua.l consultants
who are well known for a specific expertise, fOr a
certain contract or project. However, it was fOrEl$een
that an inorease in merger activity between firms would
take place as the demand for the services of these
acknowledged experts increased. Although many clients
and contracto:r:sexpressed their concern about
multi-disciplinary firmF.l,since "covering up" may
result, the possibility of a greater trend in this
direction was also voiced. Concern at tl:i!alack of depth
of expertise generally in South Africa WaS expressed by
a nuwber of clients and partners interviewed.

e) ~conomia factorS

"Due to the general economic situation and the financial
powar structure in south africa, institutional investors
have an overdeveloped pcsition in terms of readily
available finance, resulting in developments ahead of
demand. Since there is a lack of choice i.r'.\the usual
investment channels and opportunities, everyone is
chasing the same opportunities and pushing p~i¢es down.
This affects both the property and stool"market." This
co:mment QY one of the contraotoJ:s summarises thle
structural macro-economio sj.tuation under which
institutional j,nvestors affect the market for commercial.
and industrial property.

~'ith the increased importance of time being experienced
as result of the high interest and inflat.ion rates,
tJoncern was expressed at the loss of quality Which
inevitably resulted, This is illustrated by the
,Ifast-tracldng" technique which had developed I

pa:l..~ticularlyamong consulting engineers. "Ecc'lUomio
factors are killing the vision Of the fu.ture as people
respond to Ishort..term objectives. Creativity is also
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challenged because of a leek of ti:me", were remarks J;:>ya
senior partner of the above situation. l?revious
meticulousness had been replaced, in the eyes of several
interviewees, by short-cut l\lethodsto save tiiue. In the
public sector there had previously not been a great deal
of cost control. However, this had recently received
priority and limits WerG now laid down for costs.

Technology had greatly assisted all the profession$ in
increasing the speed of output, reduc.ing response time
and generally improving productivity and reducing costs.
However, since technology has facilitated the diffusion
of knowledge, it is no longer the proprie.tary possession
of the professions, and clients and other stakeholders
had al.so acquired the same knoW-hoW. Some clients
complained that in spite of the advantages of technology'
the consulting professions were still too slow to
res~ond to the changing needs of clients. They needed to
be able to make faster, more practical decisions that
worked. A typical comment regarding the lack of
understanding and insight by some quantity surveyorst
'which i.l1ustrates this I was as follows ~ eITher:majority
can whistle the tunlt but can't write the music. They
'have computer, will travel', but don't. know what to do
with the information.1I

Related to this is the issue Of professional indemnity
insurance premiums" Which have risen c::onsidex.'ablyin
recent years. liThestructural enqineeJ::,ingconsul tantf3
have increasingly baan made the first 'c.argetin the
'duck shoot', as their negligence is easiest to prove"
remar]l;,edthe senior partner of a ccnsult;ing engineering
firm, illustrating t.his point. In rel3ponse to this, and
in order to protect themselves, the engineers were
inclined to over-design and consequently their designs
were not cost"·effective.



Chapter 7 273 Results & AnalysisPart 3

!n architectu~al firms these premiums can now constitute
up to 2 per cent of the turnover, and some firms have
exami.nad al'ternatives to the existing insurance system.
The insura.nce cover for a large construction, taking
place over a period of two to three years, may run into
:millions. Provision has been made for consulting
engineering firms to form ],i:rnitedliability companies in
:t'esponseto these pressure~j; however, not many of the
other professional firms have followed suit~ although
where the partnerships have formed project management
arms, these may be limited liability companies to
provide a vehicle for this contingency.

All the above developments in these professions
underline the decrease in their. autonomy and authority,
and a :Jhift in the:balance of power away from the
pr ·.·:tessionsand tciWards clients I contractors and other
stakeholders in the industry.

7.2.2 The commercial sector

!n the account.Lng and legal professions which deal with
corporate clients very similar patterns Of change hav~
been experienced to thos"l encoun:tered in the prOfessions
which operate in the propert,y and construction industry.
The changes are dealt with under the same headings as
befor.e.

a) DeregUlation

subsequent; to anti"monopoly press'ures from the
competition Board, deregulation of the fee system has
been experienced in the accounting profeSSion, as in the
profeSSions Which operate in the construction and
property industries I and a recommended fee strucltul.'e
exists. Accounting firms generally negotiate feElS for
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audit services in advant.:::ewith clients on an annual
basis, wj.th charge-out ~ates on a sliding sca re f.or each
level of staff involved in the audit. More flexibility
in terms of fees exists in non-audit area.s such as the
various consultin~ activities, but here more competition
is encountered from non-accounting firms not oper~'l.'ting
under t.he oonstraints of the professional ethic, and
which are free to prolll.l"'ltetheir services and charge
market"'re!.ated fees. "Wehave to compete with merchant
banks whohave all the mUscle of the major banks behind
them, are per:mitted to and can afford to advertise",
remarked a. senior partner of one of the accounting
fh:ms.

The trend has developed fo) accounting firms to make a
presentation of their services to prospective cl{ents,
similar to the situation of the prof'~ssions in the
pl:'operty industry Whoare required to sell property
devE~lopmentschemes to clients. Thir:.nas not been
required for attorneys to any gr'eat e~'tent as y(~t.

In the legal profession statutory fe~js st.ilJ. exist in
respect af litigation, conveyancing, mag.:l.stra.te's court
work and estates, 0.1though some lee\l1ayexi($,.....s in certain
areas of litigation for a negotiatell fee. Variou\~
contingent factors are used in arriving at a final fee
for attorneys' aezvd.ces, P'ees are l~resented to clients
at the completi0n of an assignment ano not submitted
befol:'ehand as may the Case for the fee~ fol:' accounting
firm services •

There was greater upportunity for higher, negotiated
fees in the area of commer'cial and t.ax lawI but here
more oompetitiCm was e)Cperienced from merchant banks;
trust companiesI stocle.brokers and accoul'ltil'l.gfirm:::,
which employed qualif,ied legal advisel:'s and tax ey.perts.


