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s Metals and Minerals
e Mining Financlal

@ Cash Assets

e Investment Trusts

) Property

e Property Trusts

o Development Capital.

The eight sactors above were eliminated from the population for a number of reasons. The
mining Industry Is generally excluded from research intc South African business
organisations because they represent a highly specific and unique set of operating and
employment conditions, In addition, they are generally not amenable to research of this
nature. The Cash Assz’s, Investment Trusts and Property sectors were eliminated
because they are generally holding companies who are not engaged in operations of any'
sort. Finally, the Development Capital sector was not considered for the sample because
of the newness of the individual companles, and the fact that they often have highly
unstable managemerit structures which renders research of this nature extremely difficuit.

*

The remaining 21 sectors and 198 companies constitute the sample frai..e, and this Is
represeriied below as Table 10.2:
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Table 10.2 The Sample Frame - "Buslness Times' Company Rankings December
1985 :
Company Sector AAR Yld% Pop No
Banks

Sage Holdings 7 33.31 M

Stanbic 7 30:42 2
Bankorp 7 23.7 3 '
Barclays National Bank 7 19.05 4

Boland Bank 7 18.33 5
-Nedbank Group 7 18,15 6
Volkskas Group 7 16.73 7

Frebank 7 10.04 8

Trust Bank 7 6.55 9

SARB 7 5.6 10

T&! 7 0.13 11

Insurance

Liberty 8 39.74 12

Mutual & Federal Insurance 5 25.07 i3

Comm Unlon Assurance Co 8 22.74 14

SA Eagle Insurance Co 8 20,59 15
Guardian Nat insurance Co 8 19.48 16

Santam Insurance 8 17.89 17
Incorporated Gen Insurance 8 17.94 18

‘ indust Holding

Plate Glass & S'prufe Ind 12 28.29 19

Sotith Atlantic Corp 12 27.42 20

Unisec Group 12 26.66 21

M&R Holdings 12 21.69 22

Currles Finance 12 21.23 23

Malbak 12 20.77 24
Anglovaal Industries (ATI) 12 18.23 25

Ind Inv 12 14.21 26 .
Plctel 12 13,64 27 1
CG Smith 12 12,1 28 : )
Blue Circle 12 9.83 29
AMIC 12 9,31 30

Culinan 12 8.11 31

D&H 12 6.81 32

Barlows 12 6.81 33

Sinclalr 12 3.51 34

Protea 12 244 35

BTR 12 0.15 36

Metje & Z 12 -1.01 37

W&A 12 -2.96 38
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Company Sector AAR Yid% Pop No
indust Holding
Fed Volk 12 -4.5 39
Frencor 12 -6.94 40
HLH 12 -8.14 41
Massina 12 -8.92 42
Turf Holdings 12 ~13.35 43
Meitru i2 -17.03 44
McPhall 12 -29.86 45
Bevs & Hotels
Suncrush ' 13 61.74 46
8A Brewerles 13 20.78 47
Suth Sun 13 8.17 48
Unlewyn 13 5.89 49
Bidg & Construc
Gypsum 14 42.39 50
Masonite (africa) 14 29.85 51
Anglo-alpha 14 23.92 52
Evarite : 14 22,87 83
Grinaker Holdings 14 21.4% 54
M Goldstein 14 16.36 55
Ciis Cievatiors i4 14,87 56
Group 5 14 13.81 57
Concor 14 4.88 58
PPC 14 3.51 59
Botimat 14 2,14 60
LTA 14 -1.21 61
Chemicals
Trek Petroleum 16 32.43 62
Sasol 15 18.41 63
Chemical Services 15 15.4 &4
Farm-AG 15 8.22 65
PLEvans 15 715 66
AECI 15 4,16 67
Ombhold 15 ~-9.65 68
Lanchem 15 ~14.77 69
Senchem 15 -15.46 70
Triomf 16 -18.22 71
Clothing & Foot
Nat Cons 16 68.46 72
Natal Canvas 16 58.27 73
Consolidated Text Mills 16 38 74
Gublngs 16 14.44 75
AF & QVR . 14,17 76
el o e e ik




Company Sector AAR Yki% Pop No
Clothing & Foot
Sliv Tan ~ 16 9,11 77
MooiRlv ¢ 16 7.19 78
Adonis 16 4.88 79
Romatex 16 4,14 80
Berkshire 16 2.77 81
Ninian 16 0.34 82
Svenmil 16 -0.08 83
Seardal : 16 -0.61 84
Veka 16 -7.41 85
Tej 16 -10.72 86
Electronics
Alteclt 17 30.89 87
Reunert 17 27.44 88
Aberdeen 17 10.6 83
Asea 17 5.08 80
Powtech 17 ~ 2.7 o1
AF Cable 17 . 4T3 92
. ~ Engineering '
Northern Eng Afr 18 40 93
Edward L Batemarn 18 28.06 o4
Ctaude Neon 18 27.55 95
Haggle : 18 24.11 96
African Oxygen 18 16.28 97
Chubb 18 14,87 98
Metkor 18 13.26 89
Dorbyi 18 10.65 100
Nati Bol 18 10.02 101
Alexander 18 9,22 102
Fralex 18 8.94 103
Cemenco 18 7.77 104
Amal Laund 18 3.72 105
St Metal 18 0.82 106
Natt Trd 18 -0.97 107
GIC 18 -2.16 108
Abercom 18 2.4 109
Flelalr 18 -2.47 110
Genrec 18 -3,12 i11
Std Bras 18 -4,09 112
Quincor 18 “11.1 113
Dundee 18 -16.71 114




- Chapter 19
Cor.pany Sector AARYId%  PopNo '
Fishing
Sea Prods SWA ‘ 19 41.33 115
Oceana Fishing 19 38.69 116
SWA Fishing Industries 19 ar 117
ol 19 5.02 118
Food
1&J 20 37.36 119
Tiger Oats ' 20 34.7 120
Cadbury Schweppes 20 33.86 121
Premler Group 20 18.97 122
TW Beckett & Co 20 15.33 123
iCS 20 12,45 124
Fedfood : 20 B.72 125
Jabula 20 -0.38 128
Kanhym 20 -19.94 127
Furnish & House
Amred : 21 14,09 128
Afcol 21 13.46 129
Elerines . 21 13.26 130
Samstel 21 13.24 131
Pisscat 21 12.156 132
Beares 21 8.83 133
Bradlow 21 5,82 134
Tedelex 21 5.21 135
World 21 4.45 135
Montats 21 -0.22 137
Motor
Metalir 22 77.83 138
Toyota 22 48.89 139
Saficon investments 22 18.65 140
Sakers Finance & Investment 22 1843 141
Duniop South Africa 22 18.11 142
Mczarthy Group 22 17.9 143
Autolec 22 14,79 144
Curries 22 13.7 145
Aurochs 22 10,96 146
Wm Hunt 22 4,67 147
Port 22 0.72 148
Gen Tire 22 -4,18 149
Schus 22 -5,28 150
NFS Metr 22 -14,29 151




Company Sector AAR Yid% Pop No
' Paper & Package
Canadian Overseas Pkg Ind 23 38,52 152
Consol 23 30.97 153
Carlton Paper Corp 28 20.07 154
Nampak u 28 16.92 165
Hortrio 23 11.34 166
Coates 23 10.49 167
Haddons 23 7.85 158
Sappl 23 7.73 159
Kohler 23 5,13 160
Pharmaceutic
Gen Opt 24 8.18 161
Print & Publish
Argus Printing & Publishing 25 20.41 162
Vadetland Beleggings 25 . 17.58 163
Afrlkaanse Pers 25 15,09 164
Math Ash 25 -6.61 165
: Steel & Allied
Highveld - 26 8.58 166
Verref 26 4.82 167
Un Steel 26 2,35 168
Steres

Pick n Pay 27 50.17 169
Clicks 27 34,48 170
Waltons 27 34.45 1M
Pepkor 27 31.3 172
Foschini 27 27.64 173
Wooltru Holdings 27 25.05 174
Chi« Gallo 27 23.55 175
John Orr Holdings 27 16.07 176
Garllck 27 15.3 177
Edgars 27 9.32 178
Grand Bazaars 27 4,34 179
OK 27 ai2 180
Frasers 27 1.31 181
Hepworth 27 1.28 182
Sterns 27 - 0.46 184
Lefle 27 0 185
Kimet 27 -5.51 186
Metro 27 +10,38 187
Gresham 27 14,1 188
Kirsch 3 27 -17.13 189
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Chépter 10
Company Sector AAR Yld% Pop No
Sugar .
Crookes 28 12.65 190
Tongaat 28 10.61 191
Lonsugr 28 -0.94 192
Tobacco & Match
Rem Group 29 44,76 193
Lion Match Co 29 15.18 194
Utico 29 14,11 195
Transport
Trencor ‘ 30 35,58 196
Tolgate 30 -1,61 197
Putco ) 30 -3.61 193

The sample frame was stratifled on the basis of two criteria. The first, the Industry sector
as deflned by the JSE, Is intended to reflect the wheie range of commercial and Industrial
activities undertaken by sompanies In the sample frame. By being subjected to
propottional, stratified random sampling, all the sectors had a chance of being included In
the sample, * This facliitated a greater degree of generalisability from the findings (Balley,
1982),

The second basis for stratification was the economic performance incdex as determined by
the Business Times survey. Companies were ranked according to thelr Average Annual
Return on Initlal Investments (AAR), and were positioned according to this ranking within
their varlous sectors, This stratlfication was designed to ensure that the whole spectrum of
organisational performance had a chance of belng included In the sample. Again, this
influenced the degrae of generalisabllity from the findings.

The sample framu above was used throughout the various phases of the research design.
In Phases 4 and 5, it was used to generate a sample for the purposes of developing the
Initial concepts and themes of the research, as well as for the fleshing out of these
concepts and themes. In Phase 7, It served ta generate a sample which was used to
extend and test these tesearch coricepts. The sampling procedures helow discuss how
each of these samplaes were drawn.
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Sampling Procedure for Phases 4 and 5

An Inspection of the sample frame raveals that elght of the 21 sactors contalh four or less
comparnles. In order to ensure that each sectoral stratum had an opportunity for Inclusion
in the sample during the important Initlal phases of the research, an Iintended samiple size
of 66 was chosen, This ensured that during the process of proportional, stratified random

sampiing, even those sectoral strata with only three companles would have an opportunity
of belng reprasented In the sample.

The 86 companles selected for the Initlal phases of the research were randomly selected
from each of the sectoral strata, with each stratum being represented according to its

~ proportion to the overall population, Each of these companies were contacted personally

by the researcher, and a total of 21 companies responded and agreed to participats.

Table 10.3 below represents the break-down of the sample thus drawn.

.

Table 108  Stratifled Sample for Phases 4 and 5 of the Research Design

o f

Vot v foariiarimic Vi sl i

No Sector Sector Prop Of  Stwamn  Stratum
Size  Population Aawpaly - Sonple
%  Imteemiod Tntained

7 Bank 1 5.6 4 2

8 Insurance 7 3.4 & 1

12 Indust Holding 27 13.8 9 2

13 Bevs + Hotels 4 2.0 i 1

14 Bldg + Construc 12 6.1 4 g

15 Chemicals 10 54 3 1

16 Cloth + Foot 15 76 5 2

17 Electronics 6 3.0 2 0

18 Englneering 22 11.1 7 2

19 Fishing 4 2.0 1 0

20 Food 9 4.5 3 1

21  Furnish + House 10 541 3 1

22 Motor 14 74 5 2

28 Paper + Package 9 4,5 3 1

24 Pharmaceuticals 1 05 1 0

25 Print + Publish 4 2.0 1 0

26 Steel + Allled 3 1.5 1 0

27 Stores 21 106 7 2

28 Sugar 3 1.5 ] 0

29 Tobacco + Match 3 1.5 1 1

30 Transport 3 1.5 1 i
TOTAL 198 100.0% 66 21
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The 66 companies Intlally contacted were asked to participats in the fourth and fifth phases
of the research projact. Speclfically, they were requested to agree to!

e Content analysis of thelr company documerits and press reports

e Unstructured and seml-structured interviews with the Chief Executive and other
selecter] axecutives

. Worksh‘ops with members of the management team
e Completion of pliot questionnaires,

In each case, the nature of the research project was fully explained to the Chief Executive
and the role to be played by the initlal sample was carefully outlined. In many cases the
companles were interested In participating, but werg unable to make the necessary time
avallable for actlvities such as Interviews, workshops and questionnaire completion.
Howaever, the response of 21 companles Is considered acceptable, particularly In the light
ot the exploratory nature of the Initlal phases of the research.

Sampling Procedure for Phase 7

By the time the research project had reached the sixth phase, the research proposttions
had become more formalised. Phase 7 was the extenslon and testing of these
propositions amongst the target population.

The sample to be used for the testing of the research propositions was drawn from the
same sample frame that was used for the initlal sample (see Table 10.3 above).

However, this sample frame was further stratifled. At the suggestion of the Business Times
survey team, each sector stratum was further stratified Into sub-strata according to
economic performance. The three sub-strata used were "above average performance",
"average performance" and "below average performance", These sub-strata were Jefined
by dividing each sector stratum Into three equally sized categorles. Where a particular
sector stratum could not be equally divided into these three categorles, the extra
companles were added to the “average performance" category., Aithough somewhat
simplistic and crude, this procedure ensured that each suli-stratum of performance within
each sector recelved a proportional chai se of being considered for the sample.

Table 10,4 below presents the modliled sample frame:
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Tabla 10.4: Stratifled Samnle for Phase 7 of the Research Design

No Sector Sectar Prop Of Sample Frame Sample
Size Population >Ave Ave <Ave >Ave Ave <Ave

% Performance Performance
7 Bank 11 8.6 3 5 3 i i 1
8 Insurance 7 35 2 3 2 0 1 2
12 Indust Holding 27 13.6 9 9 9 1 1 4
13 Bavs + Hotals 4 2.0 1 2 1 0 0 0
14 Bldg + Construc 12 6.1 4 4 4 0 1 1
16 Chemicals 10 5.1 3 4 3 i 0 0
16 Cloth + Foot 18 7.5 5 5 8 1 0 0
17 Electronics 6 24 2 2 2 1 1 0
18 Englneering 22 . AR 7 8 7 1 2 ¢
18 Fishing 4 20 1 2 1 0 1 0
20 Food 9 4.5 3 3 a 2 1 0
21 Furnish + House 10 5.1 3 4 3 0 2 0
22 Motor 14 7.4 4 6 4 1 1 0
23 Paper + Package 9 4.5 3 3 3 0 0 1
24 Pharmaceuticals 1 05 1 0 0 0 0 0
25 Print 4 Publish 4 2.0 1 2 1 1 0 0
26 Stee! + Allied 3 1.5 1 1 1 0 0 0
27 Stores 21 10.6 7 7 7 i1 1
28 Sugar 3 1.5 1 1 1 0 0 -0
298 Tobacco + Match 3 1.5 1 1 1 0 1 0
30 Transport 3 1.6 1 1 1 1 0 1
TOTAL 198 1000% 62 74 62 12 14 1

Sixty-three sub-stata were rovealed,  An Inspaction of this sample frame reveals that some
sub-strata comials i’y o1 company. It order to represent each of these sub-strata
proputtionately, the - tholia sar: e jrame had to be considered as the intended sample.
Accordingty, each of the 108 companles through the 63 sub-strata were contacted to
particlpalt fr e _evanth phetn iné ressarch project.

The cansus apqroach was consldered appropriate because of the lower response rate
expected for the testing of the research propositions, Each of the 198 companies was sent
letters, addressed to the Chlef Exacutive, in which Its participation was requested. An
example of this letter may be found In Appendix 2. In addition, a brief outline of the
research project was Included. This Is shown In Appendix 3. Finally, a reply-pald card was
Included to allow each of the companies to respond (see Appendix 4), The companles
wera requested to agree to

e Completion of questionnaires on thelr organisations and "cultures"
o Interviews with the Chief Executive Strategic Business Unit (SBUs) managers

&
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e Informal discussions between the researcher and selected members of the or-
ganisation, ‘

Thirty-seven responses werd recelved and thase cornpanles became the sample for Phase
7 - the testing of the research propositions. Table 10.4 above Identifies the make-up of the
sample.

Phase 3 : Generating Initial Concepts and
Themes from a Review of the Literature

Introduction

The third phase of the research design Is the generation of the Initlal research concepts
and themes from a review of the literature and previous research.

The process of this review reflects essentlally a functionalist approach In that it produces
resparch concepts, themes and proposttions autside of the subject(s) being studied and
analysed. This ls despite the gontent of the review embracing an Interpretive, as well as
functionallst, perspective.

Overall, Piiage 3 produced the assertion that the organlsatlcn may be viewed as an
Integrated whole, and that the underlying organisational assumptions, valties and bllefs
are manifested as speclfic organisational strategles. Differences In these undarlying
assumptions and values produce differences In the manlii=sted strategles.

A number of speclfic research concepts and themes were produced by this review of
literature and previous research, These may be presented as follows:

Cuiture may be Studied from a Variety of Perspectives:

A number of different approaches to the study of organisations and culture were reviewed.
Most of the literature adopts a functionallst perspective, In that It treats culture as an
organisational variable, The Interpretive viewpolint, on the other hand, stuciles culture as an
organisational metaphor. As a metaphor, culture Is used to provide an alternative

framework from which to analyse and study organisations,
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Crganisation may be Viewed as a Culture:

By using the cultural metaphcr to analyse organisations, Important insights may be gained
Into the nature and workings of organisations. The concept of an organisational frame of
raference Is viewed as a powerful Integrating mechanism In that it has a wide Influence on
the behaviour and patterns of intemctlon amongst members, Tha process of soclallsation
Is also recognised as significant In producing meaniiig and cohererice within the
organisation.

Organisational Control Is a Retlection of Underlying Assumptions

and Values:

Cutgide the 'universe malntenance” function pravided by the organisational frame of
referencie, additional forces are often required to produce coordination and control of the
varlgus members and thelr getivitles, The nature of these dasends largely on factors such
as organisational uncenainty and complexity, and Is also Interdepen-ent with technology
and slzi. Of major significaricia to the research Is the notlon that organisational control is a
refiection of the underlying assumptions and valuss In the organisztion. In many ways,
control Is seen as manifestations of these assumptlons and valuer,

Organisational Structure Is 8 Manifestatlion of Underlying
Assumptions and Values:

As a cuiiture, the organisation may be represented as a three-level construct of underying
assumptions, values and beligfs, and physical manifestations, As part of these physical
manifegtations, structure Is simply a reflection of the underlying assumptions and values.
Because structure Is the orcleting and patterning of membet behaviours and Interactions,
the latter are also mantfestatioris of underlying assumptlons, values and beliefs.

Orgarnisations do Changle, But Their Major Tendency Is Towards
~urrent Momentum:

Organisational change may be deseribed as evolutionary or revolutiorary. in evolutionary
change, the baslc gestalt of the organisation remains unaltered, and Incremental
adjustment takes place. In ravalutionary change the nature of the gestalt changes, and the
organisation alters Its conceptual, structural and/or processual orlentatlons, Change may
also be brought about as a consldered Intentlon of the dominart coalltlon, or It may occur
as a natural reaction to shits in the environment, However, the major tendency of
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organisations is towards bui=zaucratic momentum and resistance to change. As a resdult,

speciiic organlsations and organisational forms are relatively enduring. In analysing
organisational change, an integrated view of the organisation-environment interface is
produced. Parts of the environment provide a separate reality to which tite organisation
has to respond and adapt In order to survive, while other aspects of the environment are
"enactable" by the tganissticn through the ongoing patterns of interaction by their
members, '

An Understructure is Evident in Much of the Social Sciences

An understructure appears to underpin much of the soclal sclences. Evidence of this
understructure appears in the analysis of the underlying assumptions of the Jungian
personality dimenslons and archetypes. Shmilar evidence Is apparent In the studies of
organisational effecti~ehess and the Competing-Values model. The s‘imi!arlties in these
two theorles are revealed, and they aré combined to form a typology of organisationai
forms in terms of underlying assumptiois, values and beliefs. |

. Organisations may be Presented as Integrated Wholes

The organisation Is presented as an integrated Whofe, consisting of underlying
assumptions, values and beliefs, and physical manifstations. An Important physical
manifestation is shown to be organisational stratsgy, and the relationship between
underlying assumptions and values, on the one hand, and organisational strategy on the
other, Is revealed. Like control and structure, organisational strategy Is viewed as a
reflection of the underlying assumptions, values and beliefs. By revealing the nature of the
undersiructure evident in both the Jungian personallty model and the Competlng-Values
model, a typology of organisational forms is revealed. The typology consists of four ideal
types, or archetypes, and each archetype reflects a specific set of underlying assumptions,
values and beliefs, and organisational strategy. These four organisational forms are the
Group Organisation, the Developmental Organisation, the Rational Organisation and the
Hierarchical Organisation. ‘

These seven assertlons ali emerge from a review of the literature and previous research.
They summatise the material preserited In the dissertation up to this point, and provide a
framework for the fleld-work which follows, In particuiar, they provide a basis for the
interpretive research phases which seek to Identify the nature of "organisation" and
"strategy", as defined by the research subjects.
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Phase 4 : Generating Research Concepts and
Themes from the Target Population

Introduction

Phase 4 marks the beginning of the Interpretive phase of the research programme. As
discussed In previous sections, the objective of the interpretive appreach Is to afford the
research subjects the opportunity to themselves dlefine their own organisational reality.

Karmel and Egan (1976) point out that much of the research conducted from a
functionallst perspectivz falls because it makes certaln assumptions about the vxistence ot
specific organlsat!:ﬁnél dimensions. Without justifying the existence of such dimensions,
the researcher merely builds instruments with which to test thelr existence. Pondy and
Boje (1976) comment that this model of research emphasises the slgnficance of the

researcher and his/her methodologles at the expense of the organisational participant. in |

other words,‘the phenomenological element in organisations is being ignored (Pondy and
Mitroff, 1979), .

This researcher-centred apptoach has developed out of tha social factist paradigm that
dominates much of soclal research (Ritzer, 1975; Pondy and Beje, 1976). Blackbumn
(1982) points out that the social factist behaves much like Mitroff and Kilmann's (1978)

analytical sclentist, irt that he/she treats organisations as real, objective entities which are

capable of being miasured, described and included as elements in causal explanations.

This Is consistent Wifh the views held by Morgan and Smircich (1980) in their debate over
the use of qualitative and quantitative research methadologles. The authors point out that
quantitative analysls makes "objectlvist' assumptions about reality and human nature
which may not always be appropriate. Contrasting this view Is the "subjectivist' stance
which assumes that reality is a projection of human Imagination, and that it should be
defined by the organisational participant (Morgan and Smircich, 1980).

Clearly, there Is consdlerable merlt In both stances. It Is the Interition In this dissertation, to
utiise both approaches In an attempt to produce an Integrated perspective of
organisations in their environments. Pondy and Boje (1976) point out that such an
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integrated perspective may be achleved by placing the subjectivist, or interpretive,
paradigm In a position of at least parity with the objectlivist, or functionalist, view.

Collecting Data about Members’ Organisational Reality

The Interpretive perspective assumes that Individuals actively create or enact their own
soclal reality (Berger and Luckman, 1966; Welck, 1979). As a result, the focus of research
is the Individual's definition of the organisational reality. Dimenslons of organisation and
strategy are thus deflned by the organljsaticnal participants with a minimum imposition by
the researcher.

Pondy and Mitroff (1980) belleve that research Into concepts such as organisation and
strategy must Investigate how organisational members create concepts such as
"organisation" and “strategy" as a means of making sense of thelr existence and
surroundings.

i order to achleve the research objective of allowing organisational participants the
opportunity to describe the phenomena they perceive as "organisation" and "strategy", an
alternative research perspective is caleld for. Blackburn (1982) suggests two possibllities:
@ Ask Individual members to Identify those factors that they use to describe the
phenomena being studied.

e Allow individual members to group, cluster or compare a series of entities on the
basis of the entities' underlying structures. The bases for these groupings would
then become the signficant factors that are belng sought by the researcher.

in line with the above approach, the companies In the Phase 4 sample were required to
cooperate in a content analysls of company documents and press reports, a series of
upstoletured, interviews with the Chiet Executive and other executives, and a serles of
workshong where the cultural phenomenon was explored. By using these three
techinltques, the research project used an interpretive perspective to generate the initial
research concepts and themes, '

Content Analysis

Cdntent Analysis Is an important research technique which allows researchers to
systernatically quantify certain characteristics that occur within a ¢pecific context (Stone,
Dunphy, Smith and Ogilvie, 1936). It is particularly useful for the generation of research




concepts and themes (Simon, 1986), largely because of its Interpretive approach (Balley,

1982). In addition, It has a number of advantages which Include:

e The abllity to study otherwise Inaccessible subjects
e The abllity to undertake longitudinal analyses
@ The possibility of studying large samples (many documents).

The primary purpose of the content analysis in this research programme was to identify
what Simon calls *the spirit of the age” (Simon, 1986, p.35). In other words, it was used to
give meaning to the phenomena which organisational members called "organisation” and
"strategy',

The Sample

Three sources of documentation were used:

¢ Company annual report.

‘® Company planning and polly documents. The most recent strategy planning or
budgstary document was used, as well as the current company procedures or per-
soringl manual,

& Press cuttings. The press-cutting service at the Institute for Contemporary History,
University of the Orange Free State, was approached to undertake a search for
relevant press Information. A search was undertaken-to cover a three-year period,
through the major English and Afrikaans medla, across a number of factors per-
tinent to the study.

See Appendix 5 for a full list of the publications consulted and subject areas covered.

The Content Categories

Holstl (1969) points out that content categorles should reflect the nature and purpose of
the research, However, as Bailey {1982) argues, these categorles do not exist a priori, but
are constructed by examining the documents and asceftaining what common elements
they contain. Although subject to researcher blas, this method does ensute that the
categories emerge from the particlpants themselves - a "real" Interpretive perspective.

Accordingly, the three sets of dotuments described above were examined with a view to
Identifying common factors and elements, particularly with regard to the companies'
definitions and understandings of "orgarisation" and "strategy". The major concepts and
themes which emerged from this analysis are presented at the end of this section (Table
10.5),
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The Recording Unit

Holstl (1969) Identifles recording units as the theme, the single wo'rd," the character, the
sentence and the item. Although the latter four units are easler to record and possess
higher inter-coder reliabllity (Balley, 1982), none capture the purpose of the research as
well as the overall theme of the document.

Thus, In sach document, the major feeling, purpose or goal of the communication was
recorded as It related to the concepts of “organisation” and "strategy”. (See Table 10.5
below.) A

System of Enumeration

The purpose of the content analysls In this research was to establish what dimensions and
factors are important in the study of “organisation" and "strategy", rather than how
important the respective factors are. Accordingly, the system of enumeration used was
the simplest of the various methods available; the binary method of coding (Balley, 1982).

This mathoad merely reflects the presence of a particular theme In a document. Since the
varlous concepts and themes were fleshed out and valldated In later phases, this system
was appropriate for the initlal research phase.

Thus, the content analysis was used to generate Initial research t.oncepts and themes from
the three sources of data, The documents were scanned and the major concepts and
themes relating to "organisation" and "strategy’ were revealed, These Were summarised

~and consolidated by Inspection, and a preliminary list of dimanslons and factors was

produced, These, too, are presented at the end of this sectlon (Table 10.5).

Unstructured Interviews

The unstructured Interview Is used primarity where the researcher is attempting to generate
specific research themes from the targst population (Simon, 1986), Denzin (1970)
Identifles the technique as one Where no pre-determined set of questions ls employed, and
where questlons are not asked In any specified order. As a research technlque, It adheres
to the Interpretive viewpoint (Blackburn, 1982; Smircich and Stubbart, 1985) in that the
Interviewer merely probes those Issues which are ralsed and deemed important by the
research stibject.
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The disadvantages and potential blases of Intarviewing are well-known (see Bailey 1982,
pp.182-184), but the technique is consldered Indispensable in thiz research design,
because of the heed to allow the subjects the opportunity to define thelr own
organisational reality, In defence of the unstructured Imerviewing technique, Gordon
(1969, pp48-50) points out that Its use can be highly valid In certain situations. Firstly,
where the respondent is exnected to reveal his/her subjective feelings and assumptions
about phenomena, the unstructured Interview provides a conducive environment.
Secondly, where the realm of experience and, therefore, the discussion of each
respondent is expected to vary, the unstructured interview Is able to cater for these
if';dwidual differences more appropriately than highly structured Interview schedules.
Thirdly, where the conditions outlined in the two points above prevall, a well-conducted
unstructured Interview produces less blas than a highly structured schedule. In the latter
case, the respmhdent Is forced to answer within the dimensions and assumptions imposed
by the researcher (Gerdon, 1969, pp.49-50).

A serles of unstructured Interviews was conducted with the Chlef Executives of each of the
sample companies, as well as with some of their SBU managers. In each case, two major
areas were explored: '

The Nature of the Organisation

Raspondents were asked about their organisation ot business unit. Consistent with the
principle of unstructured interviewing, very few direct questions were posed. However,
after asking the respondents to discuss and define thelr organisations in general, the
following areas were probed;
® Areas which represented organisational tlimensionality; Wherever the respondent
descrlbed and defined his/her organisation In terms of a congept which may have

represented an underlying dimension, the respondent was asked to elaborate and
provide axamples, -

e Underlying assumptions, values and bellefs: In many cases, respondents used
physical manifestations (such as structure and technology) to define thelr organisa-
tions, in these cases, the underlying assumptions, values and bellefs of these
manifestations were probed In order to reveal thelr nature and Influence.

o Aspects of people, behavieur and Interaction: Particular attention was also given to
any descriptions and definitions of individuals and thelr patterns of behaviour, In ad-
dition, the resporndents were asked to elaborate on any aspects of member Interac-
tlon which smerged In the discuissions.




The Nature of the Organisational Strategy

Respondents were asked to define and describe the strategy of the whole organisation
and/or the particular SBU with which they were assoclated. When the following Issues
were revealed by the respondents, they were probed:

e Areas of strategic dimenslonality: Wherever the organisational strategy was defineu
In terms of concepts that suggested an underlying dimension, the respondent was
asked to elaborate and define these concepts more fully,

& Underlylng assumptlons, values and beliefs: Where respondents described and
defined thelr organisational etrategles by way of specific manifestations such as
product development and input-output processes, they were guestioned as to their
underlylng assumptions, values and beliefs,

[/

Aspects of the organisation-environment Interface; 1y many cases, respondents
described thelr organisational s{rategy:with respict to the specific relationship be-
tween the organisation and its environment. This was usually by mention of factors
such as product-market definitions and relationships with unlons and customers. in
t?\ese cases, respondents were asked to elaborate on these definitions and relation-
ships,

The unstructured interviews were therefore used to generate Initial research concepts and
themes on the phanomana of "organisation" and "strategy", Specifically, they produced
subjective Insights from the organisational members which assisted In defining thelr
organisational reality, and Irs ultimately constructing a model which approximates

organisations and thelr strategles,

In-Company Workshops

Simon (1986) defines participant observation as a research technique whereby the
researcher Jolns the group under study and shares Ih some of thelr experlences and
actlvities through face-to-face interactlon (Simon, 1986, p.24}, As part of tha trlangulation
approach (Denzin, 1970) in this research deslign, the observation of }:srganlsatlonal

members allowad for the Identiflcation of those aspects o organisational meaning and
reality which are produced by way of the Interaction of organisational participaitts, This Is
consistent with the viewpolints of Berger and Luckman (1966) and Weick (1979), who o
argue that meaning Is produced by way of interaction amongst organisation members, o

The approach adopted by the researcher may be defined as observer-as- participant
(Denzin, 1970, p.370), In that the researcher conducted a serles of wotkshops ~mongst the
participating companies, In each case, the senlor management team was brought
together and the researcher acted as facliitator to the group's discussions, Balley (1982,
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p.269) argues that this approach gives the researcher (observer) the opportunity to view
the organisational reality from the subjects’ perspective. As In the case of unstructured
interviewing, the technlqgie has disadvantages; a notable one Is reactivity. This reflects
the subjects’ tendency ty react unnaturally because of the presence of the observer. This
can be partially controlled by ¢hoosing a natural organisational setting (such as the
company boardroom) and by the researcher (observer) playing as neutral a role as
possible (Balley, 1982), Furthermore, the technique Is relatively unique In that it offers a
reasonably practical solution to'he problem of observing organisational members |
interacting with each other.

The purpose of the workshops was to ldentify aspects of the "cultural organisation”, More
specifically, the workshops were Intanded to Identlfy and define the nature of the
refationships between the organlsation’s unde:lying assumptions, values and beliefs on the
one hand, and Its strategles on the other, In order to accomplish this, an approach based
on the work of Mason and Mitroff (1981) was used. |

The Strategle Assumptions Surfacing and Testing (SAST) approach (Mason and Mitroft
1981) is designed to reveal the core assumptions, values and beliefs which underpin the
organisational reallty. Figure 10.2 below summarises the key steps used in these
workshops:
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Organisational Stage
Vision 1
{
Kay Key Key Key Stage
Performance Performancse Performance Performance 2
Area Area Area Area
A SN S
Underlying Underlying Undarying Underlying Stage
assumptions, assumptions, assumptions, assumptions, a9
values and valugs and vaiuesud values and
beliefs beliefs beiiefs beligis
Figure 10,9 Surfacing of Assumptions, Values arid Bellefs
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Crganisational Vision

The participants were asked to identify and define thiplr ~haresd vision i the organisation in
its most ideal state. I other words, they were asked iy ~vaa! thelr undefstalliiy A:*if"what
the "perfect" organisation would be like. In each Insimnee, the p&i‘ﬁi}lpaﬂts w.re asked to
discuss this vision In terms nf their own organisatiorns. Once the grbup had ijegotla’ted a
mutually accepted version of the organisational vision, the workshop moved 1o the next
stage.

Key Performance Areas

The participants were asked to Identlfy those strategles arnd actlons which would lead to
the achlevement of the organisational vision. These were called Key Performance Areas
(KPAs). These were explained as actlons and strategles designed te bring about change
In the organisation-environment Interface, as well as In the nature of the organisation ltself,

Underlying Agsumptions, Values and Beliefs

Once the kPAs had been agreed, particlpants were asked to define and agree on the
underlying assumptions, values and beliefs. When these were Identifled, they were tested
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for relevance In terms of their importance to the overall success of the organisation, as well
as thelr degree of certainty. At this stage, the participants had an opporturity to consider
the relationships between the vision and KPAs (strategles) on the one hand, and
un¢lerlying assumptions, values and bellefs on tha other,

The workshops offered the opportunity for participants to explore and discuss the concept
of a cultural organisation. Through discussion and debate, the nature of the integrated
organisation was Identifled and explained by the varlous organisational members, As in
the case of the content analysis and unstructured interviews, they produced a version of
the organisational reality as percelved by the organisational participants the - .selves.

Initial Concepts Generated from Target Population

The purpose of the fourth phase of the research design was to generate Initlal research
concepts and themes from the target population. By means of content analysis,
unstructiired Interviews and In-company workshops, the ¢concepts and themes\irelatlng to
"organisation" and "strategy" were explored amongst the sample companles, Each of
these techniques approached the research area from a slightly different perspective. By
trlangulating the findings, a serles of concepts was generated. These concepts represent
the organisational reality as defined by the target population,

The list reproduced below Is a summary and grouping of the concepts relating to
"organisation" and "strategy". At this stage, they are not Intended to reflect statistically
calculated factors, and do rnot, therefore, convey the relative importance of the different
concepts. Phase 4 was desighed to reveal what possible concepts and themes exist,
rather than thelr relative significance,

The two phenomena ("organisation" and “strategy") are sub-divided Into several broad
categorles, each containing a list of concepts. These concepts are used as a major Input
Into Phase 5, which Is the refinement of the research concepts and themes.

Table 10.5 below prosents the Inltlal research concepts:
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Table 10.5 List of Initlal Research Concepts Generated From Target Population

Research Area : "Organisation”

1]

Concepts relating to *Organisational Struoture

eTho degree of vertical stratification within the organisation - how many discernible levels from the
CEQ to the lowest level,

#Tha dagrea of horlzonial ditfersntiation atross the organisation - the extent of difference betwean
varlous dapartrierits, divislons and functional arlentations,

aThe degtee of cantralisation - the extent to which decision-making and control 16 exercissd by tha
SEQ and his/har immedials subordinates,

#The degree of complexity * the organisation - the extent to which different parts of the
o:gsnisation face entirely di ~apditions and technologies and are subject to entirely different
systems of contral and opef. w.- ..

oThe degres of uncertainty within the organisation « the axtant to which the outcomes-of tasks and
actions may bie predicted, planned and controlled,

o The nature of the spsciiis organisational arrangements necessary to cope with the demands of the
technology.

#The degree of formallsation within the organisation - the ext-nt to which the nature of jobs Is clearly
and explicitly defined and controlled,

#The degree of autonomy within the organisation - the extent to which Indlvidual samployees are fres
o make thalr own declsions,

oThe dagree of delegation within the organisation « the extent to which senlor managemient is
prepared and able to ‘pass* thelr authorty down the hlerarchy to allow less senlor individuals to
make declilons and control operations,

oThe tpan of control of senlor and middis managemant « the number of Individual subordinates that
senior and middla managers have directly responsible for and control over,

#THe alze Jf the organiaation - the number of employeas, site of turnover and assets, goograpﬁlcal
spread and *economic significant® of tho organisation,

eThy degreo of speclalisation within the corgarnisation - the extent to which Individuals and
departmanis have responsibllity fot very narrow and specialised concerns, :

sThe nature of the unit groupings » whathar the organisation is designed so as te group togethar
simllar functions, similar markets ot similar products,

oEtflclant vs eifectivaness « whether the organisation Is designed ta accomplish a large volume of a
fow repotitive activilies, or a wide spraad of vary different activities,

sindividual vg team effort » whothar the organisation ls deslgned to promate Individual effort or team
offort,

Concupts relating 1o *Power*

oThe cancentration of authority « to what extent the lines of accepted authorlty converge on a few
peopla within the organisation,

oCantralisation - the extant to which declslon-making and cantrol aro exarcised by a fow Indlviduals,

eAutonomy - the extent to which Individuals are able to empower thernselves to enable them to
accomplisly thelr arganiaational duties and objactives,




8]

4]

5]

oResponsibility In power usage - the extent to which privileged organisational members exerclse tho
uss of thelr power in a "responiible manner* (as parcolved by their subordinates),

Coneepts relating to organisational *Control systems”

eFormalisation - the extent to which control Is oxerolsed by way of clearly defined and axplicit role
definitions.

eAutonomy « the extent to which Individuals have the authorlty to exercise sontrol over their own Jobs
and areas of responsibllity,

eProfesslonaliam - the axtent to which Individuals are controlied by way of standards and codes
Imposed by outside boding to which they balong or by their own atandards relating to. their
ptofession, ,

olLocus of control - the unity In which contral systems reside, Le. at Individual {evel, at department
lovel, or at SBU lavel,

o Common vislon - the ‘extent 10 which comimon organisational vislon and/or purposs provides a basls
for control aver the activities of Individuals,

eCommitment and dedlcation « the extent lo which a commiiment and dedication to the
organlisation’s values and Ideals provides a basis far control over the activities of Individuals,

slavel of analysis « the extdnt 1o which organisational problems und situations are apalyssd by
well-defined procasses befare any decisions and/or attlons are taken.

»Planning processes - the extent to which organisational strategy is decided by way of a formal,
explicit planning process,

Conceapts relating to nrgantsational "Communlesition”

» Stratification « the number of levels through which communication has to be zhannelied in order to
Tacilitate organisation-wide commumeation,

«Dapanimentation and ditferentlation « the exient to which communlcailon takes plece across different
departments and functional operations,

oFormalisation « the extent to which communication takes place through formal and explicit channels
suech ag memoranda, meetings and reports, '

¢ Span of control - the number of subardinates & manager I8 responsible for communicating with on a
ragular basiy,

eAccens to Information « the extent to which organisational Information Is made avallable to all

members o enable them fo riiake well-informed docisions,

Coilcepts 1olatln g to organisational *Change”
sUncertainty « the extant to which future courses of action open to tha organisation are unknown,

oEfliclancy-offectiveness - the extant to which the organisation tends to focus on performing current
activities very well, yersus the tentioncy o try iew things,

e Envirofimental responsiveness « the extert ty whieh the organisation understands tha naeds of the
onvirariment and responds appropriatsly to I,

slnnovation and creativity - the extent to which the organisation la prepared to accommodate new
approaches and procedures which hold & promilse of improved perfarmance,

eStrataglo thinking - the extent to which an organisation s preparad to quenilon basle assumptions
and pramises In an attempt to align itself more offactively with the environment,

e Tochnological readiness » the extent to which the organisation is propsred to adopt new technologles
In order to maintain competitivaness,
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eAction bias - the extent to which the organisation is prepared to experiment with new appreaches by
trying them out, ‘ o

Concepts reiating to "Decision-Making®

e« Communication ~ the extent to which decisions are effectively communicated within the organisation,

s Departmentation - the extent 10 which dscisions are made across departments and functions, i.e. the
degree of consultatiun between deparimants and functions.

eCentralisation - ths extent to which declsions are made by the CED and his/her immediate
subotdinates, '

eAutonomy - the extent to which individu&ls . 7e able to make decisions that relate to the discharging
of thelr organisational duties, ,

eDealegation - the extent to which managars give autherity to their subordinates for decision-making
on specific assignmants and projects,

sTolerance of mistakes - the extent to which Individuals’ mistakes are tolerated x2.6 means of leamning
and galning experlence, '

# Davelopment of himan resouress - the extent to which decision-making by subordinates js regarded
as a means of davelopmant.

ePaperwork and administration - tha extent to which decision-making occurs within .a contaxt of
back-up paperwork and administration,

s

eAnalysis paralysis - the extent o which rigorous and time-consuming analysis precedes
declsion-making.

sParticipation - the extent to which Iniividuals are given the opportunity to participate in the
decision-making of their unit or depanment.

e Saplential decisions - the exte=t to which degisions are left and/or delegated to those who are most
able to make them

sinformation - the exient w whizh. Individuals who make decislon have accsss to the relevant
information,

Concepts relating to-"#saniagement and Leadarship Style®

e Power usags - the manner In which management uses its organisational power,

eCentrallsation - the extent {o which tha dominant coalition Is comprised of only & few selected
Individuals,

eOrganisational vision - the extent to which managemant processes a vision of the organisation's
future,

eFisk profile - the degree that risk management Is prepared to expose Itself to, as well as the position
of the overall organisation,

oHeceptiveness - the axtent to whicli sanior management is reparad to listen and debate new Ideas
and suggestions from Individuals in the organisation.

eKnowledge of environment - the knowledge and understanding that senjor management have of the
environment.

eMotivational abllity - the abliity of senlor management to motivate the organisation, and o engender
a sense of commitment and decislon amongst organisation members.

sTolerance - the axtent to which senlor management displays a tolerance for differences and
alternative approaches amongst the organisational members.




#Tension produced - the exient to which the approacti adopted by senior management creates stress
and tansion amongst organisational members,

e Excltement produces - the extent to which the approach adopted by senior management creates an
exciting and vibrant atmosphere in the organisation.

eGood mentors - the e:;tcnt to whizh senlor management ara pesceived as being mentors from whom
organisational members can ssek advice,

eFlexibility - the extent to which the approach adopted by senior management Is sensitive to the -

demands of different occasions,
oValues - the extsnt to which senior management Is perceived to achere to admlrable values.

elnnovation and creativity - the extent to which senior management Is perciived is display innovation
and creativity in their managemant of the organisation.

eTolerate mistakes - the extent to which denlor management is prapared to iaiarate "honest” mistakes
by their subordinates,

e Marketing orientation - the extent to which senjor management displays an orientation to the needs
and trends in the rmarket place.

eHigh standards - the extent to which senior manageme‘nt Is petceived to hold and set high staridards
of parformance for individuals in-the organisation.

eCommunication skills - the extent to which senior management displays effective verbal and
non-verbal communication skiils. ~

o Sall the vision - the extent to which senior management Is able to communicate the organisational:

vislon to all membars, and to translata the visicn into required behaviours,

eBalancs stakeholers’ claims - the extent to which senior managenent Is able to balance the often
contradictory claims made by different stakeholders of the business,

aDevelop human resources - the extent to which senior management s actlvely‘lnirolvad in
developing the arganisation’s human resources,

eParticipation - the extent to which senior managernent involves the rest of the organisation in
decxsion making.

@Open-door - the ease with which individual organisational membuars are able {o gain access to senior
managament,

sRole models - the extent to which senior management acts as a role model and leads the
organisation by example.

Concapts relating to members' "Feellngs about the Organisation®

e Uncertainty - the extent to which members feel uncertain about the fuiure of the organlsatlon, and
their position within it

eProfessionailsm. - the extent to which members feel that they belong to an organisation which
displays profeéssionalism.

eDrganic-mechanistic - the extent to which members feel that thiey belong to an adaptive and
responsive organisation, versus an orgarnisation which Is rigid and unyielding,

eVision - the extent to which members share the overall vision of the organisation.

eRisk profile - the extent to which members feel the organisation adopts a risk profile in its operations,
aCommitmant - the extent of commitment and loyalty to the organisation.

o Stress - the extant of stress and tension experienced by members.

elnnovation and creativity - the extent to which members feel that the organisation values Innovation
and creativity in their work.
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e Team orientetion - the-extent to which members fesl part of the overall organisational team effort.

eMistakas tolerated - the exient to which members feel that the crganisation will tolerate their
‘ristakes to enable them 1o learn and develop.

ePecple are Important - the extent to. which members feel that the human resources are a valued
asset in the organisation,

.

oRaclal tensions - the extent to which whiti: embera reel that ¢
“black advancement” has produced tensiGn: 4tween whites and

-+ management's approach to

e Racial discrimination - the extent to which biack mémbers feel that the att’tudas and behaviours of
white members are discriminatory,

sExcitement - the extent to which msmbers feel that working in the organisation is exciting.

eAnalysis paralysis - the extent to which members feel that the activities and creativity of the
organisation are stifled by toc much analysis,

eParticipation - tha extent to which members feel that they are consulted in decision-making.
e Support - the extent to which members feel they are supported in thelr work 7nd privéte matters.

eActualisation - the extent to which members feel they are given the opportunlty to deveiop and
realiss their potential,

9] Concapts relating to the "Attitudes of the Organisation* -

ePreparad 1o listen - the exterit to which the organisation is prepared to listen to alternative vtewpotnts
and outside opinions.

eTolerance - the extent to which the organisation js prepared to tolerate mistakes and devtances as
long as it believes the ultimate outcome wili be beneficial to itself.

e Persistance - the extent to which the organisation believes in trying until success has been achieved.
s Long-term view - the extent to which tha organisation takes a long-term view In strategic matters.

o Customer orlentation - the extent to which tne orgaiiéation believes that the c."s?nn‘nr s needs are of
paramount Importznce,

sHigh standards - the extent to which the organisation it high standards for performance.
ePower usage - the axtsnt to which the organisation uses power rasponsibly,

sRacial differances - the extent to which the organlsation is “colour-blind" and treats all employees
equally;

sAfiirmative action - the extent to which the organisaticsi belleves that blacks who were previously
disadvantaged must now be glven & "leg-up* to correct the inequallty.

eTeamwork - the extent to which the organisation believes in promoting teamwork across all
departments and functlons.

o Goal orlentation - the extent to which the organisation sets clear goals for its members.

¢ Rospect for the individual - the extent tr which the organisation believes In respecting the worth of
each Individual member,

Research Area: "Strategy"

1} Concepts relating to strategy "Formulation"

eFormal or informal strategy - the extent to which strategy is formal and explicit or informal and
Implicit,

by
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eResponsive - the extent to which strategy is responsive and adaptive to changing environmental '
needs,

#Proactive - the extent to which strategy Is proactive and actively attempts to shape the snvironment.
sDomlhan't' coalitlon - the make-up of the dominant coalltion who shape strategy:.
slnnovation - the extent to which strategy is set In an Innovative and creative way,

oRisk - the extent to which new strategy deviates from the histcrical approach in the industry and the
organisation.

sDistinctive competency - the extant to which strategy actively attemipts to develop yorgan!satlonal
distinctive competencies which are used to achieve competitive advantage. ‘

#Environmental scanning - the extent and sophistication of the environmental -scanning activities
which are used as Input to the strategy formulation processes. ’

eAnalylical techniques - the nature and extent of analytical techniques which are used for the
formulation of strategy.

e Profitability - the emphasis giveri to organisational profitabllity in the formulation of strategy.
eChange - the extent of change proposed by the strategy.

eEmvironmental alignmant - the need to align the organisation with the trends and needs in the
environment,

e Synergy - the attempt to craate synergistic effects between the various organisational components
by planning the coordination procass.

o Objsctivea-goals-plans - the emphasis and clarity of the organlisational objectives, goals and plans.

o Utllisation of capacity - the influence of the need to optimise capacity utilisation in the formulation of
siratagy.

¢ Four *Ps* - the role of product, price, place and promotion In the overall formulation of strategy.
o Growth vector - the direction and emphasis of organisational growth and axpansion,

#Competitive advantage - the “thrust* of the strategy which |s designed to achleve competitive
advantage In the market placs, ’

e Social resporisibiliy - the nature and emphasls of the role played by the organisation in the broader
soclo-political environiment,

eProduct portfolio - the nature ‘and combination of the varlous products/services offered by. the
organisation In the market place, L

eMarket share « the extent of the market sagment which the organisation alms to supply.

s-Diversification - future technologles, products, cusiomurs and markets which the organisation
wishes to grow Into,

Convepts relating to strateqy "implementation”

oClearly defined goals « the extent to which the goals of the varlous units involved In strategy
implementation have thelr gnals clearly defined.

oFlexible and adaptive - the extent to vihich the implementation of strategy s flexible and adapts to
changing organisational and environmental coridi »ns,

o Clear vislon - the extent to which a clear vision is articulated for the whole organisativn as a means of
ccordinating the varlous organisational contributions,

sDistinctive competency - the existence of a meaningful competitive advantage as a result of
particularly affective strategy implementation,
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s Response time - the speed at which the organisation is able to Implement a newly formulateurplan or
strategy.

s Control systems - the nature of the control systems used to ensure that Implementation is "on track”,

einternal synergy - the effective and efiiclent coordination of the varlous departments and
organisational units Involved irs the overall Imiplementation of strategy.

Concapts related to "Product/Market Strateqy*

e Cost-leadership - the strategy whereby the organisation attempts to be the lowest cost producer in
the industry by developing experlence curve benefits,

aUncertainty - the dagres of uncertainty, turbulence and change in the industry or market gegment.

# Raactive-proactive - whethér the organisation walts for a product/market to be defined and reacts to
the opportunities, or whether it proactively "creates" the new product/market by innovating and
leading. :

e Competitor intensity - the extent of the competitor rivairy In the product/market' by way of the
nurnher of competitors as well as thelir relative competitive strengths.

sDeflnition of product/market « how the organisation defines its product/market, i.e. focus/niche
strategy, multi-segment strategy, or mass market strategy,

eCustomer relationships -~ the nature of the relationship(s} between the organisation and its
customers, |.e, repeat purchases, or single purchasgs after long periods of nagotiation and
*courtship®,

o Product/market lifs cycle - the length of the product life cycles In the industry; the stage at which the
market is currently positioned,

e Chanige ~ the fluidity and changs experienced in customer demands within the produmt/market.

#4 *Pg" - the nature of the product, price, dist:ibution and promotional strategieys used to compete in
the produst/market.

e Product/process development - the nature of the R&D effort required to compete effectively In the
product/market.

e Competitive lssue - the nature. of the predominant competitive issua that drivas the success within
the product/market.

o Price sensitivity - the degree of price senaitivity within the product/market.

o Product differentiation - the degree of product différentiation amongst the various products In the
product/market,

#CGrowth rate - the extent of the present and predicied future growth in the market.

e Atfractiveness of product/market - the opporturiities for profitabllity and developlng‘ a compatitive
adge In the product/market,

# Barrlers to entry/exit - the ease of entry into and/or axit from the product/market,

ePortfolio of products - the nature of the portfoilo of products held by the organisation in a
product/market,

eMarket share - the share of market held by the organisation In a partieular product/market.

Concepts relating to the "Finance” and "Administration Functions

ainformal vs formal planning systems - whether the organisation has informal, ati-hoc planning
practices, or whether the planning praotices are formally structurad and controliod.

eEnvironment scan - the nature of the systems and processes designed to obtain Inforrnation from the
organisational environment.

i
P
H
b
%;
i
é
i




Lk i B o e - TR L] 8 B AT

eAnalytical techniques - the extent to which #.odelling and analytical techniques are used to assist in °
declslon-making.

olnvestment decisions - the major criterla used In the assessment of new projects and capital
Invastment,

e Effectiveness measures - the nature of the criteria and measures used to determine organisational
effectiveness, lL.e. RQI, cash flows, market-share, shareholdars’ returns.

s Utilisation of capacity - the axtent to which the overall organisational capacity Is utilised In ongaing
operatiaiy,

eFinancial strategy - the strategies adopted fowards growth, financing the business; dividands, stock
arnd asget managemant,

5] Concapts relating to *Technology”

eR & D «the extent and nature of the organisational energy devoted to R&D,

oCost reduction vs product differentiation - whether technological effort Is primarily focused on
process improvement and cost reduction, or-on product iImprovements by way of new features and
banefits..

o R&D focus - whether technological effert is directed towards applications speclfic to the organisation,
or fowards new technologles for ths praduct/market,

sinnovation - the degree of creativity 1ind Innovatién produced by the organisation's teciinological
efforf.

e Technology scanning - the degree of enviranmental scanning performed In order 10 keep up with
technplogy trends ind developments,

oTechnologleal resdiness - the ability of the organisation to accept and adopt new forms of
technology which ary designed to achieve a competitive advantage.

6] Concapts relating to "Manutacturing”

e Efflcioncy-effectivaness - whether the manufacturing process and system (s designed for high
volume, mas¢ productioh of relatively standard product types, or highly specialised, customised.
products which are produited In lower quantities,

#Cost leadership - the emphasis given to low cost production through expstlence-curve benetits,

eRasponsiveness - the axtent to which the manufacturing system Is flexible and able to change to
meet the needs of differant products and situatioris, '

o Utllisation of capacity - the extant to which the- manufacturing system Is utilising its total capacity.
oCapltal or labour Intsusive - whether the primary mode of production Is peopie of machine intensive.
#Control systoms - the nature and |ocatien of the mapufacturing control systems,

e Manufacturing technology - whether the manufacturing process In the organisation Is a mass
production, bateh or continuous technology.

eLabour skill levels - the leval of skill required to staff the manufacturing system,

7] Concepts relating to "Environment”

#Predaminant competitive lssues - the nature of the skills and competitive stance required to perform
offectively in the enviranment,

#Risk - the fevel of competitive and Investment risk agsociated with the organisational environment,

eCompetitor intensity - the number and relative strength of competitor organisations In the
envifonment,
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' eindustry lifa cycle - the nature and length of the percaived Industry life cycie; the stage at which the
particular [hdustry Is In its own Iife < <cle, ‘

eThreat of new votry - the"thfeat of new competitors entering tha market,
e Buyer and seller power - the powsr of the major suppliers and customers of the industry.

elLabour - the pature of tha labour market; mobillity, siills avallable, scarcity of peopls, salary ranges,
“unlonisation;

elncertainty « the degrea of uncartainty within the broader environment with respect t leglalation,
soclal and political trands, sconomle scenario,

&Flux and change - the axtent to which the environment Is shifting and changing,

eFragmentation - the extent to which the environment is best understood by breaking it down Into
discrete elements, each with its own set of conditlons, '

e Roactive-proactiva - whether the organisatian belleves It can only react and adapt to the changing
eavironmeant, or whather it has a role to play. in shaping the natura of the enviranment by way of
Intetvening In political, social; legal and economio matters,

@ Saclal respansibllity » the extent to which the organisation belleves It has a role to play as a
“corporate citizen" by way of helping to shape specific soclal and cultural events,
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The 186 factors above, which were generated by the target population, are used as the

Input for phase 5 of the research design. Phase 5 fleshes them out into more precise
research concepts and themes.

Qut and R nngthe
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Tre major purpose of the fifth phase of the research is to flesh out and refing the research
concepts generated during the previous phase. This process Is accompiished by way of
seml-structured Interviews with company executives In the target population. As a result,
the phenomena "organisation and "strategy” may be represented by a number of coherent
research themes which are generated by the targeat population. These themes, in turn, are
subjected to data reduction techniques which enable the two concepts of "organisation®
and "strategy" to be operatlonalised In the next research phase.

Some 23 seml-structured Interviews were conducted during this phase., The structure
used In the Interviews Is presented In Table 10.6 below:

Semi-structured interviewing

Seml-structured Interviewing Is a research technique appropriate for the fleshing out and
refining of concepts orlginally prociuced by more Informal techniques such as observation
and unstructured Interviews (Simon, 1986), lts major adve.ntage, from an Interpretive
perspective, Is that fts use reflects an awareness that individuals have unlque and
distinctive ways of defining thelr reality (Denzin, 1970). The basls for the Interviewing
approach used In this phase was provided by Merton's (1956). concept of a focused
Interview, as outlined by Balley (1982). |

Balley (1982, p.200) points out that this form of Interviewing uses toplcs and focl which arg
selocted In advance, but that the actual questicns are not specified. The respondent,
therefore, Is encouraged to react to opsn-ended questions, and produce his/her own
definltions and explanations of the toplcs belng probed. In this case, the topics were
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defined as the phernomena "organisation” and "strategy”, These topics, and the areas of
focus and probing, are presented In Table 10.6 below,

Fleshing Out "Organisation" and "Strategy”

The fleshing out ard refining of the research themes Involved a three- stage process.
Firstly, the original concepts generated by the target populaiion were arranged into broad
themes. In this case, the review of the Iitera’ure provde! guldams as to the commonly
accepted groupl‘ngs for the concepts. Secondly, thess broad thenﬁ(ss and topics previded
the structure for a serles of 23 semi-structured Interviews with executtves from the target
population. Thirdly, the phenomena of “arganisation" and "strategy" were fleshed out and
refined into a number of coherent research themes, as viewed and defined by the target
populaticn. Figure 10.3 represents this three-stage probess by way of a flow chart:

"Organisation"

Criginally repressiited by 108 concspts
generated by target population

Arranged Into 9 broad themes and
topics with the aasistance of the litera-
ture review

v

Seml-structured Interviews with target
population

k 4
Prohed the meaning of "organisation® by
way of 9 broad themes and topics

v
Fleshed out to produce 24 research
themes for "organisation" as defined by
the target population

"Strategy”

Originally represented by 80 concepts
generated by target population

v

Arranged Into 7 broad themes and
topins with the assistance of the litera-
ture review :

\ 4
Semi-structured interviews with target
population

A4
Probed the meaning of "strategy" by
way of 7 broad themes and topics

Fleshed out to produce 36 research
themes for "strategy" as defined by the
target population

Flgure 10.3;
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Fleshing out and Refining "Organisation" and "Strategy”
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The Interview structures and refined research themes are presented below as Tables 10,6
and 10.7:
Table 106 Structure for Somi-Structured Intarviews
"Organisation” "Strategy"
Respondents were asked to define, ex- Respondents were asked to define, ex-
plain and elaborate on the concept of plain and elaborate on the concept of
"organisation” with respect to the fol- “strategy" with respect to the following
lowing themes and toplcs: themes and toples:
eThe nature of organisation structure; «The nature of strategy formulation; how
what it represents, what contribution t It can be described, what processes are
makes to the organisation used '
«The power structure In the organisation;  eStrategy Implementation; how Is [t
what it Is used for, how It Is used deflned, what are the key success fac-
eThe control systems In the organisation; tors
what they consist of, what thelr objoc-  sProduct/market strategy; how s 1t
tives are . defined, what are the Important com-
«Organisational change; how it oceurs In ponents that should be addressed
the organisation, when and why It oc-  eFinance and administration functions;
curs what roles are played by these func-
eDeclson-making; who Is Involved, what ,::::s;:veh]itdar:dthe criterla against which
processes are used y ged.
oManagementlleadership style; how can eTechnology; the nature of the technol- |
o ogy In the organisation, the major focus
it be described, what mpact does |t of the taechnology In the organisation
have on the organisation g g
eFoelings about the organisation; what '?;an::ggggﬂl;hesnﬂz: E:;? em ;: ':;S r;f
do members feef ahaut the organisatian, tion of the manufagctu)::tfan s' ste ng Its
how Important these feelings are to or- oals within the or ah?lsagtloza ma
ganisational effectiveness g danisa
sAttltude of the organisation to members; .sg;,:ggnzinett}n:‘o::t t:? t::\g;?l?rmem ‘i
how may It be described, how important on the 'or anlsZtlon onport monnlema
Is it to organisational effectiveness 9 » Opportunities anc
threats provided by the environment
oCoinmunication within the organisation;
how It occurs, what purpose it servas
i
|
![
{:' .
i
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Fleshed-out and Refined Research Themes tar "Organisation" and

Table 10.7
"Strategy"
"Organisation"

L/

the axtent of the vertical and horizontal differentlation and stratification within tha
organisatlon

the degree of centrallsation/decentralisation of declslon-making through the
organisation

the extent of percsived stability/continuous change belng experlenced In the
organisation

the extent to which emphasls is placed on Individualiteam effort through the

organistition

the objectives and nature of the usage of organisational power by the
organisatlon’s manager and/or leader

the extent to which the organlsation Is aware of and committed to a shared vision
and goal for the future

the nature of the commitment, dedlcation, loyalty and motivation experlenced by

organisational members

the extent to which the organisation relles on rigorous analytic process versus the
feelings, experlence and entrepreneurlal vision of management

the extent to which the organisation Is open to considering alternative courses of
actlon, and therefore, to cnange

the tolerance shown to employes who make mistakes, or who deviate from |

commonly accepted organisational norins
the speed at which decislon-making Is conducted
the degree of Involvement that employees have in the decision-making process

the extent of the risk that the organisation is willing to expose Itself to In new
ventures and changes

the responsiveness of the organisation to Internal organisational matters versus
external concerns In the produst/market or broader environments

the extent to which employes are subjected to stress and tension in their working
environment

the extent to Which the organisation Is concerned primarily with manufacturing and
technologleal concerns, versus concerns with the customers and market-place

the amount of genuine organisatlonal effort allocated to the development of its
human resources

the accesslbllity of senior management to thelr subordinates and lower-level
personnel

the degree of formality/informality In the organisation, as experienced by its
members

L - : -
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@ the ex'ent to which different and/or minorlty (In the organisational sensej race
groups are accepted and tolerated by the members of the organisation

o the amount of management effort and attention primarily focussed at htman
matters and affalrs

o the nature of the performance/reward link; whether reward s primarily linked to
performance or to tanure

o the nature of the major activity performed within the organisation
& the degres of certainty/uncertainty within the organisational environment

"Stratogy"

i

o Whether strategles are stated formally and explicitly, or whether they remain
Informal and Implicit

e the degree of environmaental responsiveness the organisation displays in strategy
formulation and Implementation ;

e the dogree of proactiveness the organisation displays In formulating and
Implementing strategy

e the nature of the distinctive competency/competitive advantage that the
organisation possesses

the reflance and emphasls o1 analytical technlques to set étm’tegy
& the extent to which overall preduct/market strategies change on an ongolng basls

e the nature of the particular growth/expansian/diversification vector that the
organisation has declded to grow along

o the extent to which the organisation dispiays a sacial responsibliity to its broader
environment

o the nature of the portfollo of products held by the organisation

o the share of market held by the organisation In Its various product/markets

@ the flexibllity portrayed In the setting/formulation and Implementation of strategy
o the systems and criterla for control used during the strategic process

e the extent to which the organisation Is the lowest cost producer in the
product/market or Industry

e the ?xtent to which the organisation Is also to develop differentlated products and
services

e the nature of the competitive condltlons In the product/market or Industry

8

e the degree of competitor Intensity in the varlous product/markets or Industry

e the attractiveness of the Industry In tetms of Its ease to galn a competitive
advantage and to make acceptable profits

e the nature of the customer ralationships the organisation develops In the
product/market or industry

e the nature of the product category, product/market or industry that the
organisation competes in ‘
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e the emphasis and focus of R&D activities within the organisation

@ the nature of the technologles used by the organisation

e the extent of capital intensivity within the organisation and the product/market
e the degree of price sensitivity of the product/markets being served

@ the eﬁctent of the barriers to exit and entry in the product/markets being served
e tha length of the time horizons being used to set and evaluate strategies

@ the fiexibility displayed by the organisation in considering and adopting new
strategles ; »

¢ the level of skili required by the various levels of personng in the organisation

e the predominant competitive Iissue in the product/markets and industries being
served '

e the degres of uncertainty which exists In th environment with regard to the
behaviour of competitors, technclogical development and buyer behaviour

e the extent to which the organisation Is diversified and competes in unrelated
product/markets

e the make-up at the dominant coalition who set the organisational strategy

e the emphasis placed on productivity and other measures of efficiency within tha
‘organisation ” ‘

o the sinphasis placed on creativity and innovation within the organisation

e the creation and development of synergles between the various functional units in -
the organisation :

e the scope of the product/market focus v

e the extent to which an overall strategic visicn is shared by the whole organisation

The research themes presented above reflect the definitions and understanding of the
phenomena "organisation" and "strategy”, as expressed hy the target population. They
form the basis for the operationalisation of the two coneepts. This Is the focus of Phase 6
of the research design to which we now turn our attention.

Phase 5 : Operationalising the Research
Variables

Introduction

¥

Phase 6 of the research design has three major objectives. Firstly; the data generated in
the previous phase Is reduced to more manageable proportions. Secondly, "organisation®

_uf/"v e Vi X ) LN N

T




r T oy = ¥ sl @

and "strategy" are operationalised in a way which makes them amenable to field research.

Finally, the objectives of tha research are restated In terms corsistent with the
operationalised variables.

Data Reduction Processes

The process of factor analysis was used to reduce and summarise the data generated
during ths pfsvious'two phasas. Factor analysis is a generic name given to a class of
techniquss whose main purpose Is the reduction and summary of large data sets (Green
and Tull, 1978, p.419). Its major purpose, In this research, was to reveal the underlying
constructs and factors which may be used to describe the large data setﬂgenerated by the

earlier field work,

By comparing and analysing the relationships which exist amongst 4 number of variables,
this technique allows the researcher to produce /a” éfﬁéﬂer set of factors‘:, made up of
cofnizinations of the original variables, which effectively surnmarises the data (Bailey, 1982,
p.373). The specific technique used for data reduction in this research"wés the process of
Principal Components Analysis (Green and Tull, 1978, p.429). However, in order to
interpret the data meaningfully after the reduction process, a technique of rotation was
also employed (Green and Tull, 1978, p.431). This allowed for improved interpretation of
each factor, as the variables were associated more strongly with some factors and less so

with others.

Operaticnalising by Use of Typologies

As discussed in the introduction to this chapter, the concept of typologies Is used to
describe and operationalise the research phenomena as it offers a holistic basis for the
analysis of organisations and their strategles. As Miller and Frlesen’ (1977) point out, the
concept of the organisational gestalt Is best captured through the use of typologies and
archetypes. "

In comparing alternative approaches to operationalising organisational strategy, Hambrick
(1980) points out that the use of typologies reflects the coinprehensivenass and integrated
nature of organisations and their strategles. In addition, It Is suggested that typciogias are
particularly useful in theory building and In demonstrating broader generalisability of the
phenomena belng studled (Hambrick, 1980).
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Miles and Snow (1978) point out that organisations may be thought of as means and ends,

In that they have a degree of internal consistency (Miles and Snow, 1978). The adaptive
cycle, the means whereby the organisation both creates and reacts to the environment,
ensures that this internal consistency Is maintained (Miles and Snow, 1978, p.21). Miles
and Snow Operatldnallse organisations and their strategles by developing a typology of
four archetypes, and argue that this methodology reflects the Internal consistency most
accurately (Miles and Snow, 1978). S

Frve (1973) argues that archetypes, uUsually arranged into typologies, represent the most

’powerful images of universal character types. Using this assumption, Mitroff (1983) shows
how archetypes and typologles may be used to understand the holism and integrated
nature of groups and institutions, '

The research design of this dissertation has adopted the concept of organisations
arranged Into a typology in order to operationalise the key variables. "Organisations" and
"strategles", as determined by the target population, were operationalised into four
archetypes, each consistent with one of four "world views" presented in the previous
chapter. '

Reducing and Summarising the Data on "Organisation" and
"Strategy"

The reduction and summary of the data ori "organisation" and "strategy" was a threé-stage
process. Firstly, the fleshed-out and refined research themes for "organigation" and
"strategy" were bullt into a pilot quastionnaire in which the respoﬁdents were reguested to
indicate the relative importance of each factor. Secondly, the pilot ques‘tlunhahfgz was
administered to managers in the organisations which participated In the eariler rasearch
(Phases 4 and 5). This was done to Identify the relationships between the various themes
and to summarise them into a smaller number of key factors. Thirdly, the data produced
was subjected to factor analysis in order to extract the key underlying factors which might
be used to describe the phenomena "organisation" and "strategy", This is best reflected by
way of a flowchart in Figure 10.4 below:
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"Orgariisation"

24 research themes (generated during
last phase) bulit into pilot questionnaire

Respondents asked to rate the relative

importance of the themas -

v .
Pllot questionnaire administered to
management In target population or-
ganisations

Attempt to Identify relaticnships
amongst the various themes

.

Factor analysis on data to summarise
and Interpret the important underlying
factors in "organisation"

Produced 5 key factors of "organisation

"Strategy”

36 research themes (generated during
last phase) bulit into pilot questionnaire

v
Respondents asked to rate the relative
importance of the themes

v |
Pllot questionnaire administered to
management in target population or-
ganisations

Attempt to Identify  relationships
amongst the various themes

Factor analysis on data \ ~ marise
and interpret the Importam uiiuerlying
factors In "strategy”

Produced 6 key factors of "strategy”

Figure 10.4:  Summarising and interpreting the data on "Organisation " and “Strategy"

The pilat questionnaire was developed by listing the 60 research themes (24 =

"organisation’, 36 = ‘sirategy") generated during Phase five. Respondents were
requested to rate the relative iImportance of the 60 themes according to a four-point scale.
(See Appendix 6 for an example of the pilot questionnaire and covering letter). The pilot
~ questionnaire was administered to the r-~agement of organisations who had originally
indicated thelr willingness to participate In Phases 4 and 5. Fourteen of the 21 original
companles in the Initlal sample agreed to participate in the piiot questionnaire, and a total

of 164 responses were received.




In each case, the questionnaires were administered to managers at levels of senlority

equivalent to Paterson bands "D", "E" and "F", (See Appendix 7 for an explanation of these
levels, and their equivalents In other job-evaluation schemes). These management levels
have a malor claim on the organisational frame of reference and strategic agenda. Itls
noted, howevetr, that a more complete version of organisational reality would have been
obtalned by indicating lower level personnel In the various phases of the research.
Unfortunately, this would have presented almost Insurmountabie research problems by
having to cater for differences in language, levels of literacy and geographic dispersion.
‘Nevertheless, It Is acknowledged that the organisational reality this produced may be
limited to the perspective of management, aid the interpretation of the findings should
take cognizance of this.

The 164 responses were subjected to data reduction and Interpretatldn through the
processes of factor analysls. The following steps were undertaken:

a)  Construction of a correlation matrix showing the relationships between the 24
research themes of “organisation’, and between the 36 research themes of
"stratégy'. (8ee Appendices 10 and 11 for the correlation matrices of "organisation
and "strategy".)

b)  The two data sets were subjected to principal component analysls in order to
“extract the Important underlying factors of each of the two research phenomena.
(See Appendices 12 and 13 for the principal component analysis of the two data
sets.) In the case of "organisation", six factors were Initially retained to describe the
data set, while nine factors were retained for "strategy".

¢)  The retained factors of the original two data sets were subjected to varimax rotation
to improve the interpretation of the remaining factors. By orthogonally rotating the
six and nine factors of "organisation" and "strategy" respectively, a new set of factors
was produced. These new factors account for the same total varlance as the
previous factors produced under the principal components procedure, but are more
easlly Interpreted because the technique is designed to allow each varlable to be
assoclated strongly with only one factor (Green and Tull, 1578, p.432), (See
Appendices 14 and 15 for the varlmax rctation data).

d)  The important, underlying factors for "organisation" and "strategy" were Interpreted.

As Appendices 14 and 15 indicate, flve and six factors emerged to respectively
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describe the research phanoemena of "organisation" and "strategy". After interpreting
the meanings of the varlous factors by analysing the strongly assoclated varlables i

each case, the meanings of these factors emerged.

Interpreting The Data On "Crganisation" And "Strategy"

The interpretation of the factors assoclated with "organisation and "strategy" are those
tactors that may be used to describe the research phenomena. More Importantly, from the
perspective of this research, these factors describe the way that the target population
understands and defines "organisation" and "strategy". Thus, they may be used to
operationalise and measure these phesomena amongst the target population. Table 10.8

presents these factors:




Table 10.8

Interpretation of the Factors Assoclated with "Organisation” and *Strategy”

"Organisation”

«The way organisational members feel
about the organisation and Its vallles
*what Is the central thrust of the or-
ganisation?
*what are the most Important values of
the organisation?

eThe nature and frequency of strategic
change in the organisation
~how frequently does strategic change
oceur?
*what are the reasons for the change
otcurring, or not occurring?

oThe nature of management/leadership
style In the organisation
»what are the most important functions
of the management/ieadership?
*what do they spend most of thelr time
doing?

eThe decision-making process in the or-
ganisation

*what processes are used?
~who Is involved in declsion-making?
*what Is the speed of the process?

«Organisational structure
~what types of behaviour patterns are
reflected?
~what does the structure attempt to ac-
complish?

"Strategy"

«The nature and number of
product/markets
*how many product/markets?
*how are they selected?

oThe competitive conditions in the en-
vironment
*what degree of uncertainty?
»what degree of risk?
*what degree of competitor Intensity?

eThe competitive thrust of the organisa-
tional strategy
+what Is the organisation’s distinctive
competency?
*what Ig.: ‘e organisation's competitive
advantt.;je?

«The organisational technology
*what are the characteristics of the tech-

nology?
=what can It be used for strategically?

oThe strategy formulation process
»what processes are used?
* how quickly does strategy respond to

environmental and competitive condi-
tions?

sThe Strategy implementation process
*how efficlently and effectively does im-
plementation occur? .
*what Is the nature of the Implernenta-
tlon process?
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Operationalising "Organisation”

"Organisation" Is operatlonaliéed by bullding the five key factors Into a self-administered
questlonnalre.

The questlonnalre Is attitudinal (Simen, 1986), in that it seeks to tap the respondent’s
subjective feelings, ideas and bellefs relating to the area of inquiry (Backstrom and Hursh,
1968) Each factor Is represented by four statements and each of the four statements
conforms to one of the archetyplcal organisational forms discussed In the ptiavious chapter
(Hierachlcal, Developmental, Ratlonal and Group), Respondents were asked to rank the
four statements In the order that they ware sesn to apply to thelr specific organlsation, The
four statements relating to each of the factors, therefore, were arrahéed and represenied
as ordinal vatrlables, Bailey (1982, p.133) points out that the use of ordinal varlables and

scales Is well-sulted to questions of attitude and opinlon,

The 20 statements (5 factors x 4 organisational forms) are presented In Table 10.9 below
and the questionnaire and covering letter appear in Appendix 8. Note that, In each case,
the statements reflect the specific orientation of one of the four organisational forms:

Table 10,9 Statements Relating to the Four Organisational Forms

Factor 1: The Central Thrust Of The Organisation

Hierarchical: The organisation | work for Is characterised by a connemn for
the maintenance of an orderly and stable work environment
S0 as to provide continuity.

Developmental: The organisation | work for Is tharacterlsed by continuous
expansion and readiness-to-change so as to maintain a
dynamic relationship with the environment,

Ratlonal: The organisation | work for Is characterised by formal plan-
ning and analytical techniques In desling with the environ-
ment, so as to maintain aptimum productivity and efficlency.

Group: The organlsation | work for is characterlsed by a concern for
the development of Its human resources, so as to maintain
commitment and loyalt'/ from employees.
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Factor 2!

Hlerarchical:

Devslopmental;

Ratlonal:

Group:

Factor 3:

Hlerarchical:

Developmental:

Ratlonal;

Group:

Factor 4:

Hierarchical;

Devslopmental:

The Nature And Frequency Of Organisational Change

In this organisation, strategles are chariged Infrequently, after
the facts and detalls show without any doubt that the situa-
tion In the environment has changed.

In this organisation, strategles are changed frequently, be-
cause the environment is continually shifting and producing
hew opportunities and threats,

In this organisation, strategies are fine-tuned and modified on
an ongoing basls, as the planning process reveals clear
trends irt the environment.

In this organlsation, strategles are changed Infrequently, after
many opinions have been sought and we are certain that the
changes will beneflt the organisation and Its people.

The Management/leadership Styls in The Organisation

In this organisation, management Is primarily concerned with
monitoring output «nd behaviour, and spénds most time
providing Information and maintaining the required struc-
tures. '

In this organisation, management Is primarily concemned with
providing overall purpose and direction to the organisation,
and spends most time envisaging change, expansion and
new opportunities.

In this organisation, management Is primarily concerned with
the achievement of goals and objectives, which have been
set, and spends most time providing structure and liitlating
action amongst employees,

In this organisation, management Is primarlly concerned with
the creation of good morale and coheslon amongst
employees, and spends most time acting as mentors and
fachiitators to sudordinates,

The Decislon-making Processes In The Organisation

In this organisatlon, declislon-making Is a highly systematic
and analytical process which Involves only the senlor
management, and generally takes placa slowly,

In this organisation, declslon-making Is a fiexible and ad-hoc
process which involves anyone who has a contribution to
make, and generally takes place vary quickly,
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Ratlonal: In this organisation, decislon-making Is a formal and analytl-
cal process, which Involves ali the relevant people in relevant
functions, and generally takes place reasonably quickly.

Group: In this organisation, declsion-making is a panticlpative and
consensus-based process which involves anyone who Is In-
terested In the Issues being considered, and generally
proceeds slowly.

Factor 5! The Nature Of The Organisational S$tructure
Hierarchical; The structure In this organisation Is highly centralised and for-

mal, and Is designed to produce an efficient usage of the or-
ganisational resources,

Davelopmental: The structure of this organisation is Informal and has no clear
pattern, and Is designed to maintain a high readiness-for-
change.

Rational: The structure of this organisation Is logical with explicit, with

clear lines of authority, and Is designed to produce an effi-
clent reaction to the needs of the environment.,

Group: The structure of this organisation Is decentralised with broad
Job responsibilities, and Is designed to facllitate team effort
and coheslon amongst employees.

Prior to the questionnalre being administered to the full sample, It was pre-tested on a
small portion of the sample. Respondients In the pre-test were required to complete not
only the questionnaire, but also a response-sheet to Indicate thelr evaluation of the
questionnalre. Specifically, the clarlty and ease of cmpletlon of the questionnaire was
tested. The evaluation response-sheet appears In Appendix .

After processing the data from the pre-test sample, it became apparent that a high
proportion of responses Indicated a dominance of the "rational" orlentation. Since the
pre-test sample contained a selection of companies that were consklered to include a
variety of organisational types, the apparent bias towards "rational orlentation was felt to
be attributable to other causes, After discussion with the respondents, it became obvious
that the "ratlonal” orlentation was often chasen as the most applicable description because
It_represented _a_ supposedly desired state of affalrs by the predominantly

mahagement-level respondents.
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Notwithstanding the potential bias that this sample might contaln, on closer Inspection it
was found that, although the ‘rational" orlentation was often dominant, the rslative
positioning of the other orlentations varled considerably. This pattern suggested that the

scores could not be Interpreted at face-value only, and that further probing and discussion
would be necessary to uncover the orlentation of the organisations in the sample.

Operationalising "Stratagy"

"Strategy” Is operatlonalised by way of building the six key factors Into a typology of four
strategies.

The typology consists of four archetypical organisational strategles, each consistent with
one of the organisational forms presanted In the previous chapter (Hlerarchical,
Developimental, Ratlonal and Group). |

Typologles of archetyplcal strategles are viewed as useful constructs for communicating
the comprehensive and Integrated nature of organisational strategles (Miller and Friesen,
1977; Miles and Snow, 1978; Snow gnd Hrebinlak, 1986; Hambrick, 1980). Perhaps
more Importantly, from the perspective of this research, Is the fact that typclogles of
strategy are particularly useful for communicating the concept of strateéy to executives
and organisational participants (Hambrick, 1980; Snow ancd Hambtlck, 1980). (n addition,
In testing the research attributes of the Miles and Snow (1978) strategic typology,
Hambrick (1983) notes that it Is particularly useful and effective In producing meaningful
distinctions between varlous organisations.

The construction of the strategic typology in this dissertation was particularly influenced by
the efforts of Milier and Ftiasen (1977) and Miles and Snow (1978). By empirical
observation, both sets of researchers develop typologles of strategle archetypes and
convey the notion of organisational strategy as a gestalt, The Miles and Snow (1978)
typology Is particularly Instructive, and Its Prospector, Analyser and Defender types bear a
close resemblance to the Developmental, Ratlonal and Hierarchical organisational forms.

The typology of strategles was consttustad to allow thi typing of organisations by external
observers, It also allowed the managers of a particular organisation to type their own
organisations, so producing the Important trlangulation beneflt (Snow and Hambrick,
1980). A final, but Important, benefit of this method of operationalisation, Is that strategles
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were evaluated as they manifest themselves In the organisation and enviror ment. This Is
consistent with the view adopted of reallsed strategy as opposed to Intendt: . strategy, and

the nction that strategy Is a manifestation ol the organisation.

The four archetypical strategles are presented as Table 10.10.

Table 10.10

~ypology of Organisational Strategy

i
1

ypel Str‘atégy

(Fa.tor 1)
Product/Markets:

(Factor 2)
Competitive condiitions;

(Factor 3)
Major coripetitive thrust:

(Factor 4)
Technology base:

(Factor 5)
Strateqy forrulation:

(Factor 6)

Strategy Implementation:
Type Il Strategy

(Factor 1)
Product/Markets:

(Factor 2)
Competitive conditions:

Tho organisation operates In a few stable and well-
defined product/markets which are generally chosen on
the basls of the organisation being able to master the re-
quired technology.

The competltive conditions are characterised by low
levels of uncertainty, compstitor Intensity and risk.

The major competitive thrust of the organisation Is to
maximise Its operational efficlencles so as to be able to
deliver low prices and "value for money' to its cus-
tomers.

The techinaingy base Is gssentlally well known and trad-
tlonal for the Industry, #ad s designed for the production
of large volumes of redstively standard products at low
coat, : :

The strategy plannirig Is cautioiis and conservative, and

Is generally slow to respond to new cixportunities In the-

environment. .

The organisation Is slow, but efficlent i s iaplementas
tlon, and Is abla to do a few thinga very wail,

The organisation operates In many new smé';diife‘;em
product/markets which are generally chossn oh the
basls of the growth and expansion possibllities rovided.

The competitive conditions are characterised by high
levels of uncertainty, competitive intensity and risk.

S
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(Factor 3) The major competitive thrust of the organisation Is in-
Major competitive thrust:  novatlon, creativity and the entrepreneurial exploitation
of new product/market opportunities.

{Factor 4) The technology base Is essentially new and unknown to
Technology base: the Industries, and Is designed for the exploitation of
new and uniested opportunities.

(Factor 5) » The strategy planning s fast, innovative and flexible, and

Strategy formulation: is generally quick to respond tr new opportunities and
: threats. .

(Factor 6) ; The organisation is fast, but often Inefficient in its im-

Strategy implementation: plementation, and generally provides creative ap-
proaches to its many activities,

Type Ill Strategy

(Factor 1) The organiSatiQn operates in a few carefully selected
Product/Markets: product/markets which are generally chosen ori the
basis of their stabllity and long-term profitability.

(Factor 2) " The competitive conditions are craracterised by low

Competitive conditions:  levels of uncertalnty, and high levels of competitor inten-
sity and risk.

(Factor 8) The major competitive thrust of the organisation is the

Major competitive thrust:  thorough analysis and planning of all aspects of its ac-
tivities to ensure maximum productivity and efficiency.

{Factor 4) The technology base is essentlally standard, but is ap-

Technology base: plied to a wide range of product/markets where relatively
high level= ~f capital intensiveness are required.

(Factor 5) The strategy planning Is highly structured and analytical,

Strategy formulation: and generally provides a relatively quick, well con-

sidered response to new opportunities.

(Factor 6) The organisation Is efficle:t in the implementation k()f its
Strategy implementation:  plans, and generally provides a well-balanced service to
Its product/markets.

Type IV Strategy

(Factor 1) The organisation operates in a few carefully selected
Product/Markts: product/markets which are generally chosen on the Hhp
basis of the organisation’s ability to serve them well. ‘ e /%
; A
(Factor 2) The competitive conditions are characterised by high , ‘» ’
Competitive conditions:  levels of uncertainty, and low levels of competitor inten- B
sity and risk. g
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(Factor 3) The major competitive thrust of the organisation Is the
Major competitive thrust:  establishing and maintainiag of long-term relationships
with customers which are of benefit to both parties.

(Factor 4) The technology base Is essentially varled and contingent

Technology base: upon product/market needs, and is designed to under-
- take projects on behalf of customers.

(Factor 5) The straiegy planning is participative and slow, and

Strategy formulation: generally provides a relatively slow response to environ-

mental opportunities and threats.

(Factor &) ~ The organisation is fast and effective in its lmplementa-
Strategy implementation: - tion, and generally provides a high quality of product
and service to Its product/market.

i

The typology of strategles presented above was built into an "Organisational Strategy
Typing Form" which served as the measuring instrument for organisational strategy.

'Respondents were asked to type organisations according to the dominant strategy

dispiayed. The full typing form, along with the instructlons to respondenits, Is included as
Appendlx 9. ‘Note that the various strategles are niot labelled "Hierarchical”, "Development®,

7
"Rational" or "Group" as these names may have blased the responses.

Restating the Research Problems

The overall purpose of the research Is to represent organisations as integrated wholes.
The major research proposition Is that the underlying assumptlons, values, beliefs and
physical manifestations of organisations are all consistent with each other. This was
expressed, In the previous chapter, by identifying strategy as a manifestation of the
organisation, and showing its relationships with the underlying assumptions, values and
bellefs. Despite the "systems" connotatior, it is necessary to show the "alignment" of a
physical manifestation such as strategy with the organisation In order to demonstrate an
overall gestalt. The general research propositions ray now be restated more formally:

Proposition 1

Because organisations are integrated wholes (gestalts), the underlying assumptions,
values, bellefs and physical manifestations of a particular organisation display Internéi
consistency. Because strategy Is a manifestation of the crganisation, the nature of a
specific organisational strategy Is consistent with the nature of the organisation.

T




1.1: Type| Strategles are assoclated with Hierarchical Organisations.

1.2: Typell Strategies are assoclated with Developmental Organisations.

1.3: Type lii Strategles are assoclated with Ratlonal Organisations.

1.4: Type |V Strategies are associated with Group O\'g,‘gnisations.

Proposition 2

Because organisations which are not internally consistent cannot be corisidered Integrated

wholes or kgesthlts, these orgahisations are less effectiva than organisations who are

internally consistent.

2.1: Interms of the sample frame measture of ecsnomic performance, companies whose

"strategy” Is consistent with their "organisation" show superior performance

compared with companies whose "strategy" is inconsistent with their "organisation".

The research propositlons form the basls for the next phase of the research design; the
testing and extending of the research.

Phase 7 : Testing and Extending the
Research Project

Introduction

The major objective of the seventh phase Is the testing of the research propositions in the
target popuilation. This involves the portion of the original sample generated for this phase
and inciudes 37 companies.

As discussed in Phase 2, all 198 corpanles in the sample frame were contacted. Each
CEQ was sent a coveting letter (Appendix 2) and an outline of the project (Appendix 3), as
well as a reply-paid card on which to Indicate willingness to participate (Appendix 4). By
confirming their particlpation, each of the 37 companies indicated their willingness to
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complete the questionnaire, grant an interview with the CEO and allow selected members

of staff to participate in Informal discussions with the researcher. In addition, the
reply-pald card made provision for the CEQ to nominate a "contact" person with whom the
necessary administrative arrangemients could be made.

After recelving the reply-pald cards, the “contact" person was approached and the
multi-stage process of testing the research propositions began. This process Is best
represented by way of the flow-chart In figure 10.5 below:

"Qrganisation” "Strateqy”

Identification of SBUs ldentification of SBUs

A4 ~
Questionnaires sent to "D", "E" and "F"  Qbtained information about SBU from
Patterson levels in SBU company reports and press releases

A4 v ~
Data captured Classification of SBU by "outside panel"

v
Data analysed - scaled and profiled

 / v

Discussion with SBU management to
validate and trlangulate data

f

Classification of SBU by "Organisation”

T~

Discusslon with SBU management to
valldate and triangulate data

Classlfication of SBU by "Strategy”

Comparison of classification

Figure 10.5

Measuring "Organisation" and "Strategy" amongst the Target Population
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Measuring "Organisation"
A number of stages were Involved in this process:

Identification of SBUs

Becauss the ressarch focuses on strategy at the business level, the first stage was the
Identification of $8Us within the companies In the sample.

An Interpretive perspective was adopted for this process, In that the ménagem&;. ;‘doif the
target population was asked to Identify and deflne the SBUs In their own orgaﬁiééﬂons.
Despite the elaborate guidelines that exist to assist In I|dentifying SBUs (Hofer and
Schendel, 1978; Abell, 1980), the viewpoint of the organisational participants was
considered more In-keeping with the overall cbjectives of the research.

A totaf of 59 SBUs were identified, and these became the subjects for the seventh phase of
the research.

-

Questionnaire Completion

Questlonnalres were completed by SBU managers at the "D", "E" and "F" Paterson bands.
(See Appendix 7 for explanation). These were returned, unopened by the company,
dirsctly to the researcher.

.

In eaci case, the name of the SBU and the function of the respondent was recorded.
Nevertheless, each respondent was guaranteed complete confidentlality, and In no way
was any individual response or SBU linked directly with the findings.

Data Analysis

The responses were captured per SBU. See Appendix 16 for these raw scores. Once all
the responses had been collected, the scores for each SBU were converted into Interval
scales by way of the Thurstone Case V method (Green and Tull, 1978, p.179). See
Appendices 17, 18 and 19 for a presentation of this data.

i




Vaiidation of Data with SBU Management

Once the data from the “organisation" questionnaire had been processed, discussions
were held “vith the management of the SBUs In order to validate the data.

The purpose of the discusslons with the SBU management was to obtain additional
information about the organisation. Although the five factors of "organisation" were
| generated from the same target population and were therefore representative of the
organisations being researched, this data was obviously of an aggregated nature. In other

s 1Y

words, it was not always possible to reveal all the nuances and subtleilizs of organisations
only by using questionnaires such as the one designed for this research. The discussions
enriched the findings and filled In many of the gaps, In line with the nead to use qualitative
as well as quantitative measuring Instruments. The additional information also served to
explain some of the apparent anomalles In the data and enhanced the overall
understanding of the "organisation” measure,

Consequently, the classification of individual $BUs was not simply made on the basls of
the profiles, ‘but rather by comparing the particular profile with the pre-test results and
through discussion with the senior management of the organisations. ‘

Classification of SBUs

The questionnalre data and the information provided by management enabled the
Individual SBUs to e classlfled according to the archetypes presented in the previous

chapter. This process Is described In the following chapter, and the completed
classifications are found in Table 11.2,

Measuring "Strategy"

As per figure 10.5 above, the following stages were involved:

Identification of SBUs

The same procedure was employed as for the measurement of "organisation', and the
same 59 SBUs were used.




Information on SBUs

For each of the SBUs, Information was collected on thelr strategies from thelr annual
reports, press releases (See Appendix 5) and other relevant documents, Because this
information was to be used for the strategic classification of each of the SBUs, the
development of "blind descriptions" for each of the sample members was considered. This
would have presented all the relevant information on the SBUs without revealing their
Identity.

However, In most cases the description was so revealing, and the speclific SBU so unique
to the Industry, that its identity could not effecti+eiy be concealed. As a result, it was felt
that little point would ba senved by concealing Identity. Desplte the potential blas in
revealing the Identity of the SBUs and companles In the sample (Snow and. Hambrick,
1980). it Is belleved that the constitution of the penel would counterat.most of this
potential bias,

Strategiv Classification by Pane/

A panel of seven "external observers" was assembled by the researcher. The panel
consisted of two academics. two businessmen, a stockbroker, an MBA studert and a
member of the financlal/business press. Each panel member was given a copy of the
"Organisational Strategy Typing Form" (see Appendix 9), and the typology was explained.
In addition, each panal member was presented with the information on the 89 $BUs and
asked to classify them according to thelr dominant strategy. The researcher also classified
these 8BUs according to the same criterla.

The classification produced, as well as the Inter-rater reliabllity of the panel, may bhe found
In Table 11.3 In the following chapter,

Validation of Data with SBU Management

When the data on "organisation" was presented and discussed with the SBU management,
they were asked te validate the data against thelr respective strategle classifications.

As In the case of "organisation", the data on the strategy of each SBU was enri¢hed by way
of discusslon with the SBU management. These findings are explained In greater detail In
the following chapters.
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Classification of SBUs

After confirming the findings with the SBU management, SBU strategles were classified
according to the strategic typology presented In Table 10.10 above, See Table 11.3 in the
next chapter for the detalled findings.

Classification of "Organisation” and "Strategy"

The outcome of the seventh phase is a set of data for the 59 SBUs which, along with
information generated from discussions, enabled them to be classifled according to
"organisation" and "strategy",

L

In order to investigate the speciflc research propositions discussed in Phase 6, the two
sets of classifications must be compared. This, as well as the analysls of the measurement
of "organisation” and "strategy", is the subject of the elghth and final phase of the research
design.
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