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COGNITIVE STYLE, ORGAN 1C ITY AND ORGANIZATION CULTURE 

IN SMALL GROWING PUBLIC COMPANIES

Caro l  J .  M at teso n ,  Ph.D.

U n i v e r s i t y  o f  P i t t s b u r g h ,  1987

The I n t e n t  o f  t h i s  res e a rc h  was t o  s tudy th e  
I n t e r r e l a t i o n s h i p s  o f  o r g a n i z a t i o n  s u b u n i t  c u l t u r e ,  
p e r c e iv e d  env ironm enta l  u n c e r t a i n t y ,  s t r u c t u r e  o f  t h e  
o r g a n i z a t i o n  and c o g n i t i v e  s t y l e  o f  managers whose 
f u n c t i o n a l  a re a  I n t e r a c t s  p r i m a r i l y  w i t h  th e  e x t e r n a l  
e n v i ro n m e n t .  A q u e s t i o n n a i r e  was used t o  c o l l e c t  d a t a  from 
92 smal l  growing p u b l i c l y  t ra d e d  companies lo c a te d  
th r o u g h t o u t  th e  U n i t e d  S t a t e s .

O r g a n i z a t i o n  c u l t u r e  was o p e r a t i o n a l i z e d  as t h e  shared  
norms ( t a s k  s u p p o r t ,  t a s k  in n o v a t io n ,  s o c ia l  r e l a t i o n s h i p s )  
o f  b e h a v io r  o f  members In su b u n i ts  In t h e  o r g a n i z a t i o n .  
P e rc e iv e d  env ironm enta l  u n c e r t a i n t y  was o p e r a t i o n a l i z e d  
a long  t h e  t h r e e  d imensions o f :  dynamism, c o m p le x i t y  and 
m u n i f i c e n c e .  The n a t u r e  o f  th e  s t r u c t u r e  o f  t h e  
o r g a n i z a t i o n  was o p e r a t i o n a l i z e d  v i a  t h e  concept  o f  
o r g a n l c l t y .  High o r g a p l c i t y  was c h a r a c t e r i s t i c  o f  an 
o r g a n i c / a d a p t i v e  s t r u c t u r e ,  w h i l e  low o r g a n l c l t y  was 
c h a r a c t e r i s t i c  o f  a less  than o r g a n ic  s t r u c t u r e .  C o g n i t i v e  
s t y l e  was determ ined  by th e  M y e rs -B r lg g s  Type I n d i c a t o r .

A s e t  o f  hypotheses proposed o r g a n l c l t y  as a m odera tor  
v a r i a b l e  in the  r e l a t i o n s h i p  between p e r c e iv e d  en v i ro n m en ta l  
u n c e r t a i n t y  and o r g a n i z a t i o n  c u l t u r e .  For th e  t o t a l  sample,  
th e  o n l y  s i g n i f i c a n t  I n t e r a c t i o n  occurred  w i t h  ta s k  
i n n o v a t i o n .  When th e  sample was s p l i t  I n to  m a n u fa c tu r in g  
and s e r v i c e  b us inesses ,  s i g n i f i c a n t  I n t e r a c t i o n s  were found  
w i t h  t a s k  support  and ta s k  In n o va t io n  f o r  s e r v i c e  s u b u n i t s .  
In gen era l  the  f i n d i n g s  suggest  t h a t  o r g a n l c l t y  is  not  a 
good m odera tor  o f  th e  env ironm enta l  u n c e r t a i n t y - c u l t u r a l  
norms r e l a t i o n s h i p .

C h i - s q u a r e  c o n t in g e n c y  t a b l e s  were used t o  t e s t  t h e  
h y p o th e s iz e d  a s s o c i a t i o n s  o f  th e  f o l l o w i n g :  e n v I ro n m en a ta I  
u n c e r t a I n t y - o r g a n I c I t y •, c o g n i t i v e  s t y l e - o r g a n c l t y •, c o g n i t i v e  
s t y l e - c u l t u r a l  norms and c o g n i t i v e  s t y l e - e n v i r o n m e n t a l  
u n c e r t a i n t y .  No s i g n i f i c a n t  a s s o c i a t i o n s  were found.

A d d i t i o n a l  s t a t i s t i c a l  ana lyses  found a s i g n i f i c a n t  
a s s o c i a t i o n  between o r g a n ic  su b u n i ts  and high l e v e l s  o f  ta s k  
s u p p o r t ,  t a s k  in n o v a t io n  and s o c ia l  r e l a t i o n s h i p s  and a 
predominant  NT c o g n i t i v e  s t y l e  among top managers.
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1 .0  INTRODUCTION

1.1 Problem S ta tem en t

The b u s iness  environment  In th e  n ex t  decade Is expected  

t o  c o n t i n u e  t o  become more complex and dynamic.  W ith  t h e  

advent  o f  t h e  in fo r m a t io n  age,  w o r ld - w i d e  communicat ions  

systems, new t e c h n o lo g i e s ,  and f o r e i g n  c o m p e t i t i o n ,  new 

t h r e a t s  as w e l l  as o p p o r t u n i t i e s  w i l l  c o n f r o n t  A m e r ic a 's  

bus iness managers.  How w e l l  and t o  what degree management 

can a v o id  t h e  t h r e a t s  and s e i z e  th e  o p p o r t u n i t i e s  may depend 

on t h e  v a l u e s  and b e l i e f s  system ( e . g .  c u l t u r e )  In p l a c e  

w i t h i n  t h e i r  o r g a n i z a t i o n  as w e l l  as t h e i r  p e r c e p t io n  o f  the  

i n t e r n a l  and e x t e r n a l  env ironm en t .  T h is  s tudy  I n v e s t i g a t e s  

how p e r c e iv e d  en v ironm en ta l  u n c e r t a i n t y ,  th e  s t r u c t u r e  o f  

th e  o r g a n i z a t i o n ,  and human In fo r m a t io n  p roce ss ing  ( e . g .  

c o g n i t i v e  s t y l e )  i n t e r r e l a t e  w i t h  t h e  c u l t u r e  o f  th e  

organ I z a t I o n .

In r e c e n t  y e a r s ,  a growing body o f  l i t e r a t u r e  has 

I n d ic a t e d  t e n t a t i v e l y  t h a t  w e l l - r u n  and e f f e c t i v e  

o r g a n i z a t i o n s  have d i s t i n c t i v e  c u l t u r e s  ( P e t e r s  and 

Waterman, 1982;  Deal and Kennedy, 1 9 8 2 ; ) .  The c u l t u r e  o f  an 

o r g a n i z a t i o n  can b r i e f l y  be d e f i n e d  as t h e  p a t t e r n  o f  

b e l i e f s  and e x p e c t a t io n s  shared by I n d i v i d u a l s  and groups in 

th e  o r g a n i z a t i o n .  These same w r i t e r s  suggest  t h a t  s t ro n g  

c u l t u r e s  a r e  t h e  mark o f  ve ry  s u c c e s s fu l  companies.

1
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However, o t h e r s  contend t h a t  t h e r e  Is  no s i n g l e  "winning  

c u l t u r e ” (G o r d o n ,1985)  and a ls o  q u e s t io n  whether  and when 

more or  s t r o n g e r  c u l t u r e  Is  " b e t t e r "  ( S c h e ln ,  1985,  W i l k i n s  

and Ouchl ,  1 9 8 3 ) .  The l i t e r a t u r e  is  not  s u f f i c i e n t l y  c l e a r  

nor developed t o  h e lp  managers d is c e r n  t h e  methods necessary  

to  maximize th e  b e n e f i t s  o f  c u l t u r e  In t h e  f u n c t i o n i n g  o f  

t h e i r  o r g a n i z a t i o n .

There Is  a need t o  s tudy  o r g a n i z a t i o n  c u l t u r e  because  

o f  i t s  p o te n t  and p a t t e r n e d  impact on any o r g a n i z a t i o n  

(S c h e ln ,  1 9 8 5 ) .  E m p i r ic a l  research  must advance beyond th e  

c u r r e n t  s e t  o f  sImp I I f y I n g  assumptIons which focus on 

i n t e g r a t i v e ,  m o n o l i t h i c  c u l t u r e s  and n a iv e  c u l t u r e  change 

p r e s c r i p t i o n s .  I n c o r p o r a t i n g  issues r e l e v a n t  t o  managers in 

rese arch  paradigms Is  necessary .  The bus ine ss  env ironm en t ,  

o r g a n i z a t i o n a l  s t r u c t u r e  and c o g n i t i v e  s t y l e  a r e  t h r e e  such 

I s s u e s .

W i l k i n s  and Ouchl ( 1 9 8 5 ) ,  upon i n s p e c t io n  o f  the  

contemporary  l i t e r a t u r e ,  noted t h a t  many o f  those  who study  

o r g a n i z a t i o n  c u l t u r e  t r a c e  t h e i r  r o o ts  t o  a n th r o p o lo g y .  The 

d isp lacem en t  o f  t h e  concept  o f  c u l t u r e  t r a d i t i o n a l l y  used 

In a n th ro p o lo g y  t o  th e  rese arch  and s tudy  o f  o r g a n i z a t i o n  

c u l t u r e  is  a t t r a c t i v e ;  however,  Morey and Luthans (1985 )  

c a u t i o n  t h a t  I t  should  not  be o v e r i n t e r p r e t a t e d . 

A n th r o p o lo g is t s  do not  ag ree  on a l l  a t t r i b u t e s  o f  c u l t u r e  

however t h e r e  Is  common agreement on th e  f o l l o w i n g  

a t t r i b u t e s .  C u l t u r e  is  lea rn ed ;  a ls o  I t  Is  shared by 

members o f  s o c i a l  groups.  I t  is c u m u la t iv e  in I t s
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development and i t  Is  p a t t e r n e d ;  a change In one p a r t  w i l l  

b r i n g  about  co r res pond ing  changes In an o th e r  p a r t  o f  th e  

system. I t  Is  sym bol ic  and a d a p t i v e .

Parsons (1 9 6 0 )  In d ic a t e d  t h a t  each s o c i e t y  fa v o rs  

c e r t a i n  b e h a v io r s  and a t t i t u d e s  over  o t h e r s .  Thus a l l  

o r g a n i z a t i o n s  have c u l t u r e  In t h e  sense t h a t  th ey  a re  

embedded In s p e c i f i c  s o c i e t a l  c u l t u r e s  and a r e  a p a r t  o f  

them ( A d l e r  and J e l l n e k ,  1986 ) .  Y e t ,  o r g a n i z a t i o n s  a r e  

Im p or tan t  c u l t u r a l  a r t i f a c t s  them se lves .  W h i le  they  e x i s t  

on a lower le v e l  o f  a n a l y s i s  than a n t h r o p o l o g i s t s  u s u a l l y  

use when a p p ly in g  th e  concept  o f  c u l t u r e ,  th e y  can be 

c u l t u r e s  and even have t h e i r  own s u b c u l t u r e s  (Lew is ,  1985;  

Morey and Luthan s ,  1985 ) .  T h e r e f o r e ,  th e  d isp lacem ent  o f  

t h e  concept  Is  a p p r o p r i a t e  t o  s tudy o r g a n i z a t i o n  c u l t u r e  i f  

one t a k e s  c a r e  not  t o  over I n t e r p r e t  t h e  r e a l i t y  o f  th e  

s i t u a t i o n .  Of r e le v a n c e  to  o r g a n i z a t i o n a l  s t u d i e s  a re  

c u l t u r e ' s  p a t t e r n e d ,  l ea rn ed ,  shared and sym bol ic  

c h a r a c t e r i s t i c s  (Morey and Luthans,  1 9 8 5 ) .

The assumption u n d e r ly in g  th e  s tudy  o f  o r g a n i z a t i o n  

c u l t u r e  Is  t h a t  " c u l t u r e  does a f f e c t  o r g a n i z a t i o n a l  behav ior  

and per form ance"  (K l lm ann ,  Saxton ,  and Serp a ,  1985:3;

S che ln ,  1985)  by communicating t o  th e  employees what Is  

expected  o f  them. Th is  assumption has o f t e n  been defended  

on th e  b a s is  o f  ancedota l  ev id en ce  which demonstra tes  t h a t  

s t ro n g  p o s i t i v e  c u l t u r e s  a r e  what Is  necessary  to  m a in ta in  

l e a d e r s h ip  in p ro d u c t /m a r k e ts  and keep c o r p o r a t e  p r o f i t s  

h ig h .  Deal and Kennedy (1982 )  however,  w h i l e  emphasizing
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s t r o n g  c u l t u r e s  fo r  companies, a l s o  c a u t i o n  t h a t  th e  r i s k s  

o f  a s t r o n g  c u l t u r e  may be: a )  o b s o lesence ,  I f  th e  business  

env ironm en t  o f  th e  o r g a n i z a t i o n  changes;  b) r e s i s t a n c e  t o  

f u r t h e r  change as members o f  th e  o r g a n lz a t o n  become 

committed t o  I t s  c u l t u r e  and c )  I n c o n s is te n c y ,  as a t  t im es  

m an ag er ia l  beh av io r  may c o n t r a d i c t  th e  company's c u l t u r e .

W h i le  I t  may be t r u e  t h a t  o r g a n i z a t i o n s  w i t h  a s t ro n g  

p o s i t i v e  c u l t u r e  a ls o  per form b e t t e r ,  t h e r e  a re  few s p e c i f i c  

recommendations In th e  l i t e r a t u r e  t o  gu ide  m anager ia l  a c t i o n  

when d i f f e r e n t  o r g a n i z a t i o n a l  c o n t e x t s  a r e  co n s id e re d .

A d le r  and J e l l n e k  (1 9 8 6 :8 4 )  s t a t e  " d e s p i t e  f re q u e n t  

p r o c la m a t io n s  o f  the  importance o f  "open systems" 

p e r s p e c t i v e s ,  they  a re  r a r e l y  seen In p r a c t i c e .  The same Is  

t r u e  o f  o r g a n i z a t i o n  c u l t u r e ;  i t  focuses on th e  In s id e  o f  

th e  o r g a n i z a t i o n  and t r e a t s  th e  o r g a n lz a t o n  as I f  i t  were  

s e p a r a t e  from th e  s o c i e t a l  e n v i ro n m e n t" .  Ye t  t h e r e  Is  a 

d e a r t h  o f  re s e arch  on how c u l t u r e  c o v a r ie s  w i t h  o th e r  

o r g a n i z a t i o n a l  c o n s t r u c ts .  Su b seq u en t ly ,  t h e r e  is a need 

f o r  r e s e a r c h  t h a t  w i l l  Inc lude  o t h e r  v a r i a b l e s  t h a t  may 

Impact on an o r g a n i z a t i o n ' s  c u l t u r e  and t h a t  o f  I t s  work 

g r o u p s .

1 .2  Research Model

Management t h e o r i s t s  v iew  c u l t u r e  as a f a c t o r  

i n f l u e n c i n g  per formance ,  p r o d u c t i v i t y  and e x p e r ie n c e  In th e  

o r g a n i z a t i o n  (A d le r  and J e l l n e k ,  1 9 8 6 ) .  For example,  

e f f e c t i v e  c u l t u r e s  may Inc rease  an o r g a n i z a t i o n ' s  e f f i c i e n c y  

( S m i r c i c h ,  1 9 8 3 ) ,  economize communicat ions w i t h i n  th e
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o r g a n i z a t i o n  (S a th e ,  1983; W i l k i n s  and O uch l ,  1 9 8 3 ) ,  and 

a c h ie v e  goal congruence ( W i l k i n s  and Ouchl ,  1 9 8 3 ) .  The 

c u l t u r e  o f  th e  o r g a n i z a t i o n  can a ls o  convey a sense o f  

I d e n t i t y  and be longingness  t o  th e  o r g a n i z a t i o n ' s  members, 

e i t h e r  as I n d i v i d u a l s  o r  as groups,  and In t u r n  g e n e r a te  

member and group commitment t o  th e  o r g a n i z a t i o n  ( S a th e ,

1983; P e t e r s  and Waterman, 1982;  Deal and Kennedy, 1 9 8 2 ) .

Fundamental to  t h e  o r g a n i z a t i o n  c u l t u r e  concept  Is  th e  

b e l i e f  t h a t  management can c r e a t e ,  m a i n t a i n ,  and change th e  

c u l t u r e  o f  an o r g a n i z a t i o n .  However, many a s p e c ts  o f  t h e  

c u l t u r e  may be I r r e l e v a n t  t o  t h e  e f f e c t i v e n e s s  o f  th e  

o r g a n i z a t i o n .  Fur therm ore ,  a t te m p ts  to  m a n ip u la t e  a l l  

asp ec ts  o f  an o r g a n i z a t i o n ' s  c u l t u r e  a r e  l i k e l y  doomed t o  

f a i l u r e ;  even th e  most p e r c e p t i v e  and powerfu l  manager  

cannot  account  fo r  and c o n t r o l  a l l  th e  s u b t l e t i e s  o f  

c u l t u r a l  r u l e s  and i n t e r a c t i o n s  w i t h i n  a group o r  an 

o r g a n i z a t i o n .  With  a d d i t i o n a l  re se arch  des igned t o  s tudy  

c r i t i c a l  asp ec ts  o f  t h e  c u l t u r e  which may i n t e r a c t  w i t h  

o t h e r  o r g a n i z a t i o n a l  c o n s t r u c t s ,  the  manager w o n ' t  w as te  

sc a rc e  resources  or  become bogged down in t o t a l  c u l t u r a l  

a n a l y s i s  (S c h e ln ,  1985) when a t t e n d i n g  t o  th e  f u n c t i o n i n g  o f  

h i s / h e r  su b o rd in a te s  or  th e  o r g a n i z a t i o n .  T h is  s tudy  

proposes t o  i n v e s t i g a t e  v a r i a b l e s  t h a t  a r e  p e r t i n e n t  t o  and 

p r a c t i c a l  f o r  m anager ia l  c o n t r o l .

As Is  t r u e  In many o f  our approaches t o  o r g a n i z a t i o n a l  

a n a l y s i s ,  I t  may be t h a t  th e  "approp r I  a te "  c u l t u r e  f o r  an 

o r g a n i z a t i o n  is  c o n t in g e n t  upon many f a c t o r s ,  In c l u d in g  a)
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th e  c h a r a c t e r i s t i c s  o f  t h e  In d u s t r y ;  b) th e  typ e  o f  

env ironm ent  th e  o r g a n i z a t i o n  fa c e s ;  c )  t h e  o r g a n i z a t i o n ' s  

s t r u c t u r e ;  and d) th e  m anager 's  p e r c e p t i o n  o f  th e  s i t u a t i o n  

(S c h e ln ,  1985; Gordon, 1985; M l t r o f f ,  1983; Schwartz  and 

D a v is ,  1 9 8 1 ) .  Deal and Kennedy ( 1 9 8 2 : 1 3 )  s t a t e d  t h a t  " th e  

bus iness  env ironm ent  Is  th e  s i n g l e  g r e a t e s t  in f l u e n c e  In 

shaping a c o r p o r a t e  c u l t u r e " .  R e c e n t ly ,  Kennedy, In an 

I n t e r v i e w  w i t h  Rhodes ( 1 9 8 6 ) ,  concluded t h a t  In t h e  s t a r t  up 

phase o f  a company, a w e l l  des igned and implemented c u l t u r e  

can succeed o n ly  i f  th e  bus iness env ironm ent  suppor ts  I t .  

M a n a g e r ia l  b e l i e f s  and c o g n i t i v e  s t y l e  may impact th e  

p e r c e p t i o n  o f  t h e  env ironment  (Duncan, 1972; S ta rb u c k ,

1 9 7 6 ) ,  th e  c u l t u r e  o f  th e  o r g a n i z a t i o n  and work groups  

( S c h e ln ,  1 9 8 5 ) ,  as w e l l  as t h e  s t r u c t u r e  o f  th e  o r g a n i z a t i o n  

( M l t r o f f ,  1983) and I t s  s u b u n i ts  (K l lm ann ,  1 97 8 ) .

W h i le  t h e  concept  o f  p e r c e iv e d  en v ironm en ta l  

u n c e r t a i n t y  has had e x t e n s i v e  t h e o r e t i c a l  and e m p i r ic a l  

a n a l y s i s ,  r e s e a r c h e r s  have not  g e n e r a l l y  in c o rp o ra te d  

f a c t o r s  o t h e r  than t h e  en v i ro n m en t ,  such as human 

i n fo r m a t io n  p r o c e s s in g ,  t h a t  may I n f l u e n c e  p e r c e p t io n s  and 

t h e r e f o r e  b e h av io r  ( Y a s a I - A r d e k a n I , 1 9 8 6 ) .  Human 

In fo r m a t io n  process ing  re s e a rc h  suggests  t h a t  I n d i v i d u a l s  

d i f f e r  In t h e i r  p e r c e p t io n  o f  s t i m u l i  as w e l l  as th e  

c l a s s i f i c a t i o n  schemes t h a t  a r e  used t o  make sense o f  th e  

s t i m u l i  ( i . e .  c o g n i t i v e  s t r u c t u r e ) .  I n d i v i d u a l s  w i t h  

complex c o g n i t i v e  s t r u c t u r e s  p e r c e i v e  many env ironm enta l  

dimensions and a r e  a b l e  t o  a p p ly  more complex and v a r i e d
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c l a s s i f i c a t i o n  schemes t o  th e  phenomena being addressed  

( S c h r o d e r ,  D r i v e r ,  and S t r e u f e r t ,  196 7 ) .  T ag gar t  and Roby 

(1 9 8 1 )  u t i l i z e  th e  concept  o f  c o g n i t i v e  s t y l e  (Jung,  1923)  

as an approach to  human I n fo rm a t io n  p ro c e s s in g .  By p a i r i n g  

modes o f  g a t h e r i n g  I n fo rm a t io n  ( s e n s a t i o n / I n t u i t  Ion)  w i t h  

modes o f  p rocess ing  I n fo rm a t io n  ( t h l n k l n g / f e e l i n g ) , fo u r  

c o g n i t i v e  s t y l e s  or  d e c is io n  s t y l e s  (Myers ,  1976) have been 

I d e n t i f i e d .  A human In fo rm a t io n  process ing  component Is  

In c luded  In th e  proposed re s e arch  model ( F ig u r e  1) to  

r e f l e c t  th e  manager 's  s t y l e  o f  p e r c e p t io n  as an u n d e r ly in g  

v a r i a b l e  In th e  i n v e s t i g a t i o n  o f  th e  i n t e r r e l a t i o n s h i p  of  

p e r c e iv e d  env ironm enta l  u n c e r t a i n t y ,  s t r u c t u r e ,  and work  

group c u l t u r e .

S t r u c t u r e  has been s tu d ie d  e x t e n s i v e l y  w i t h  many 

d i f f e r e n t  recommendations re g a r d in g  th e  best  way t o  des ign  

an o r g a n i z a t i o n  so t h a t  th e  b e h a v io rs  o f  members o f  th e  

o r g a n i z a t i o n  a r e  In f lu e n c e d  In such a manner t o  assure  

e f f e c t i v e  accomplishment o f  o r g a n i z a t i o n a l  go a ls  and 

o b j e c t i v e s .  Yet  t h e r e  is  s t i l l  i n t e r e s t  In t r y i n g  t o  

e x p l a i n  e f f e c t i v e  member b e h a v io rs  more d e f i n i t i v e l y .

W i l k i n s  and Ouchl ( 1 9 8 5 :4 5 9 )  f e l t  t h a t  "perhaps through  

c u l t u r e  r a t h e r  than formal  s t r u c t u r e ,  la rg e  f i r m s  can be 

bent  t o  th e  w i l l  o f  t h e i r  m asters  and rendered p r e d i c t a b l e ,  

r a t i o n a l " .  Scheln (1985 )  viewed s t r u c t u r e  as an a r t i f a c t  (a  

most v i s i b l e  a n d /o r  a u d i b l e  b eh av io r  p a t t e r n )  o f  c u l t u r e  and 

c o n s id e re d  I t  a secondary r e in fo rc e m e n t  mechanism In t h e  

process o f  embedding and t r a n s m i t t i n g  c u l t u r e .  Dav is  (1981 )
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contended t h a t  a s t r o n g  c u l t u r e ,  in th e  absence o f  c a r e f u l l y  

f o r m u la t e d  systems and s t r u c t u r e s ,  can p l a y  an Im por tan t  

r o l e  in improving t h e  c o o r d in a t io n  o f  work between u n i t s  in 

th e  same o r g a n i z a t i o n .

W r i t t e n  r u l e s  and procedures reduce a m b ig u i ty  and 

u n c e r t a i n t y  and a r e  c h a r a c t e r i s t i c  o f  b u r e a u c r a t i c  

organ I z a t o n s . W i l k i n s  and Ouchl ( 1983 )  suggested t h a t ,  In a 

s t a b l e  e n v i ro n m en t ,  c u l t u r e  may not need t o  be as s t ro n g  In 

the  b u r e a u c r a t i c  ty p e  o f  o r g a n i z a t i o n  because o f  t h e  

s t a b i l i z i n g  r o l e  o f  r u l e s  and procedures .  The I m p l i c a t i o n  

is t h a t  c u l t u r e  w i l l  p l a y  a lesser  r o l e  In th e  way th e  

o r g a n i z a t i o n  Is  managed in t h i s  s i t u a t i o n .  These au th o rs  

a l s o  suggested t h a t ,  In a c o m p e t i t i v e  e n v i ro n m en t ,  market  

f a c t o r s  g u id e  th e  b e h a v io r s  of  th e  members o f  th e  

o r g a n i z a t i o n .  Thus, in o r g a n iz a t i o n s  t h a t  a r e  not  

b u r e a u c r a t i c  or  do not  o p e ra te  In a s t a b l e  c o m p e t i t i v e  

env ironm ent  ( o r  b o t h ) ,  c u l t u r e  may be a more I n f l u e n t i a l  

f o r c e  in g u id in g  th e  b eh av io r  o f  th e  o r g a n i z a t i o n ' s  members.

The f o l l o w i n g  te rm s ,  w i t h  a b r i e f  d e s c r i p t i o n  o f  each,  

w i l l  be used t o  c l a r i f y  th e  research q u e s t io n s  posed In 

s e c t i o n  2 . 6 .  The concept  o f  env ironm enta l  u n c e r t a i n t y  

In c o r p o r a te d  In t h i s  s tudy  takes  a b roader  v iew  than  has 

been t h e  norm In th e  p a s t ,  I n c o r p o r a t in g  r e s o u rc e  dependence  

dimensions as w e l l  as th e  In fo rm a t io n  d imensions o f  the  

en v i ro n m en t .  T h is  approach r e f l e c t s  th e  I n c l u s io n  o f  the  

re so u rc e  domain as a dimension in e nv ironm en ta l  u n c e r t a i n t y  

as suggested by th e  work o f  Dess and Beard ( 1 9 8 4 )  and

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

Lawrence ( 1 9 8 1 ) .  I t  Is  hoped t h a t  t h i s  broader  measure w i l l  

b e t t e r  c a p tu r e  th e  concept  o f  th e  environment  as I t  Impacts 

managers'  p e r c e p t io n s  o f  u n c e r t a i n t y .

The t h r e e  broad d imensions o f  env ironm en ta l  u n c e r t a i n t y  

u s e d . I n  t h i s  s tudy  w i l l  be m u n i f i c e n c e ,  dynamism and 

c o m p le x i t y .  M u n i f i c e n c e  r e p r e s e n t s  th e  e x t e n t  t o  which  

r e q u i r e d  resources  a re  a v a i l a b l e  In th e  environment  

( A l d r i c h ,  1979; P f e f f e r  and S a l a n c l k ,  1 97 8 ) .  Dynamism 

r e p r e s e n t s  th e  degree  o f  s t a b i l i t y  or  i n s t a b i l i t y  (Lawrence  

and Lorsch,  1967; Thompson, 1967) and t u r b u l e n c e ,  e . g .  r a t e  

o f  change (Emery and T r l s t ,  1965; P f e f f e r  and S a l a n c l k ,

1978)  p rese n t  In th e  e n v i ro n m en t .  In o t h e r  words, dynamism 

r e p r e s e n t s  th e  degree  o f  i n t e r c o n n e c t i o n ,  r a t e  o f  change and 

p r e d i c t a b i l i t y  In th e  env ironm ent  o f  th e  f i r m ’ s o r g a n i z a t i o n  

s e t  (Evan,  1 9 6 6 ) .  C o m p le x i ty  Is  d e f in e d  as th e  th e  degree  

o f  homogeneity or  h e t e r o g e n e i t y  ( D I M ,  1958; Thompson, 1967)  

and c o n c e n t r a t i o n  or  d i s p e r s i o n  o f  resou rces  ( P f e f f e r  and 

S a l a n c l k ,  1978) in th e  o r g a n i z a t i o n ' s  env ironm en t .  That  is ,  

th e  g r e a t e r  th e  number, o f  v a r i a b l e s  t h a t  a manager must  

contend w i t h  and th e  g r e a t e r  th e  economic c o n c e n t r a t i o n  o f  

th e  i n d u s t r y ' s  s a l e s  in th e  hands o f  a few f i r m s ,  th e  

g r e a t e r  the  p e r c e iv e d  c o m p l e x i t y .  The less m u n i f i c e n t ,  more 

complex, and more dynamic th e  en v i ro n m en t ,  th e  h ig h e r  th e  

u n c e r t a i n t y  f a c i n g  th e  o r g a n i z a t i o n  ( S c o t t ,  1 9 8 1 ) .

O r g a n l c l t y  Is  d e f i n e d  w i t h  re s p e c t  t o  th e  s t r u c t u r e  o f  

th e  o r g a n i z a t i o n .  S t r u c t u r e  Inc ludes  t h e  r o l e s ,  r o l e  

r e l a t i o n s h i p s  and a u t h o r i t y  system t h a t  a l lo w  r o l e  occupants
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to  pursue s p e c i f i c  goa ls  e i t h e r  in t h e i r  work group or  th e  

o r g a n i z a t i o n  as a w ho le .  Low o r g a n l c l t y  I n d i c a t e s  a 

m e c h a n is t i c  o r g a n i z a t i o n  or  s u b u n i t ,  w h i l e  h igh  o r g a n l c l t y  

r e f e r s  t o  an o r g a n ic  o r g a n i z a t i o n  or  s u b u n i t .  Burns and 

S t a l k e r  ( 1 9 6 1 )  found t h a t  t h e  s t r u c t u r e  o f  a m e c h a n is t i c  

o r g a n i z a t i o n  c o n ta in e d  s e t  f u n c t io n a l  d u t i e s ,  p r e c i s e  Job 

d e s c r i p t i o n s ,  and h i e r a r c h i c a l  cha ins  o f  command. They a ls o  

found t h a t  t h e  s t r u c u t u r e  o f  an o r g a n ic  o r g a n i z a t i o n  

c o n ta in e d  less  formal Job d e s c r i p t i o n s ,  a network  system o f  

c o n t r o l  and a u t h o r i t y  w i t h  an emphasis on a d a p t a b i l i t y  

r a t h e r  than  s e t  r u l e s  and p rocedures .

The c o n s t r u c t  o f  c o g n i t i v e  s t y l e  may be used t o  

o p e r a t i o n a l i z e  human I n fo rm a t io n  process ing  ( T a g g a r t  and 

R o b e y ,1 9 8 1 ) .  Managers a r e  d e c is io n  makers .  Thus, an 

u n d e rs ta n d in g  o f  how they  process I n fo r m a t io n  in th e  

management c o n t e x t  cou ld  be u se fu l  In m atching managers to  

d e c is i o n  s i t u a t i o n s  where t h e i r  n a t u r a l  s t y l e s  a r e  most 

e f f e c t  I v e .

C o g n i t i v e  s t y l e  Is  based on Jung 's  (1 9 2 3 ;  1966) th e o r y  

o f  p e r s o n a l i t y  which suggests  I n d i v i d u a l s  have a predominant  

way o f  a )  t a k i n g  in In fo r m a t io n  ( l . e  sens I n g / I n t u 1 1 1  on) and 

b) making a d e c is i o n  ( i . e .  t h l n k l n g / f e e l l n g ) .  By p a i r i n g  

the  two proce sses ,  fo u r  d e c is i o n  s t y l e s  a r e  d e r i v e d  (Myers ,  

1 97 6 ) :  s e n s a t I  o n / t h  I n k I n g ; Intu111 v e / t h  I n k I n g ;

Intu111 v e / f e e  I I n g ; and s e n s a t l o n / f e e  I I n g .
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An o r g a n i z a t i o n ' s  c u l t u r e  is  d e f in e d  as th e  p a t t e r n  o f  

b e l i e f s  and e x p e c t a t io n s  which a r e  shared by th e  

o r g a n i z a t i o n ' s  members (Schw ar tz  and D a v is ,  1981)  and which  

h e lp  members cope w i t h  problems o f  s u r v i v a l  In t h e  e x t e r n a l  

environment  and I n t e g r a t i o n  in th e  I n t e r n a l  env ironm ent  

(S c h e ln ,  1 98 5 ) .  T h is  d e f l n l t l p n  o f  c u l t u r e  focuses on th e  

b e l i e f s  o f  I n d i v i d u a l s  a n d /o r  groups w i t h i n  an 

o r g a n i z a t i o n .  These b e l i e f s  a r e  v a l u e -  based and can be 

m a n i fe s te d  as norms o f  b e h a v i o r ,  becoming th e  In fo rm a l  r u l e s  

groups adopt  t o  r e g u l a t e  th e  b e h a v io r  o f  t h e i r  members.

There has been a p l e t h o r a  o f  l i t e r a t u r e  on 

o r g a n i z a t i o n a l  s t r u c t u r e ,  and env ironm enta l  u n c e r t a i n t y ,  as 

w e l l  as an in c r e a s in g  amount on c u l t u r e  and c o g n i t i v e  

s t y l e .  To d a t e ,  however,  t h e r e  has been no e m p i r i c a l  

rese arch  on th e  i n t e r r e l a t i o n  o f  th ese  c o n te x tu a l  

v a r i a b l e s .  Because o f  th e  lack o f  e m p i r ic a l  r e s e a r c h ,  th e  

im p l ied  i n t e r r e l a t i o n s h i p s  among o r g a n i z a t i o n a l  s t r u c t u r e ,  

env ironm en ta l  u n c e r t a i n t y ,  c o g n i t i v e  s t y l e  and o r g a n i z a t i o n  

c u l t u r e  a r e  not d e p ic t e d  as a causal  model w i t h  t h e  usual  

s i n g l e  and double  headed a r row s .  R a th e r ,  the  r e s e a r c h  model 

( F i g u r e  1) Is  one t h a t  d e p i c t s  th e  mutual dependancles o f  

th e  v a r i a b l e s  and t h e  proposed I n t e r a c t i o n  e f f e c t  o f  

s t r u c t u r e  on th e  en v i ro n m en ta l  u n c e r t a i n t y  -  o r g a n i z a t i o n  

c u l t u r e  r e l a t i o n s h i p .  As c o g n i t i v e  s t y l e  d e a ls  w i t h  

p e r c e p t io n s  I t  Is  d e p ic t e d  as a c i r c u l a r  o v e r l a y  on a l l  th e
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o t h e r  v a r i a b l e s .  R e le v a n t  theory  and r e s e a r c h  t o  support  

th e  v a r i a b l e s  and t h e i r  Imp l ied  r e l a t i o n s h i p s  a r e  p resented  

In t h e  l i t e r a t u r e  r e v ie w .

1 .4  Research O b j e c t i v e s  

Produc ing  u s e fu l  knowledge Is  a v e r y  Im p o r tan t  

c r i t e r i o n  f o r  bus iness  r e l a t e d  re s e a r c h .  One group o f  users  

of  t h i s  knowledge is  th e  p r a c t i t i o n e r s  who run A m e r ic a 's  

bus iness o r g a n i z a t i o n s .  A second and e q u a l l y  Im portan t  

group o f  use rs  o f  bus iness r e l a t e d  res e a rc h  a r e  academic ians  

who seek t o  aquI re  a d d i t i o n a l  knowledge t o  enhance our  

u n d e rs ta n d in g  o f  th e  v a r i o u s  phenomena t h a t  occur  w i t h i n  

o r g a n i z a t i o n s .  T h e r e f o r e ,  the  o b j e c t i v e s  o f  t h i s  s tudy a re  

both p r a c t i c a l  and a n a l y t i c a l .

The purpose o f  th e  a n a l y t i c a l  o b j e c t i v e s  is  to  add to  

th e  e x i s t i n g  body o f  knowledge of  en v i ro n m e n ta l  u n c e r t a i n t y  

and o r g a n l c i t y  w h i l e  broadening our knowledge o f  

o r g a n i z a t i o n  c u l t u r e  and c o g n i t i v e  s t y l e .  More s p e c i f i c a l l y  

th e  a n a l y t i c a l  o b j e c t i v e s  a r e :

1.  To assess t h e  e x t e n t  to  which t h e  r e l a t i o n s h i p  between  

e n v i ro n m e n ta l  u n c e r t a i n t y  and o r g a n i z a t i o n  c u l t u r e  o f  th e  

s u b u n i t  Is  I n f lu e n c e d  by th e  s t r u c t u r e  ( o r g a n l c i t y )  o f  th e  

subun11.

The proposed r e s e a rc h  model Is i n t e r a c t i v e  and Im p l ie s  

dependency r e l a t i o n s h i p s  between o r g a n i z a t i o n  c u l t u r e  and 

th e  o t h e r  v a r i a b l e s  in th e  model.  There  Is  g r e a t  

c o n t r o v e r s y  among t h e o r i s t s  whether o r g a n i z a t i o n  c u l t u r e  Is 

an Independent  o r  dependent v a r i a b l e .  The f i n d i n g s  o f  t h i s
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study w i l l  add a d d i t i o n a l  in fo rm a t io n  t o  th e  e x i s t i n g  

knowledge base and h o p e f u l l y  lend suppor t  t o  th e  p o s i t i o n  

t h a t  o r g a n i z a t i o n  c u l t u r e  may be t r e a t e d  as a dependent  

v a r i a b l e  In f u t u r e  res e a rc h  s t u d i e s .  The assumption o f  t h i s  

rese arch  s tudy  is  t h a t  t h e  c u l t u r e  o f  t h e  o r g a n i z a t i o n  can 

be managed, t h e r e b y  Im p ly ing  t h a t  i t  may be t r e a t e d  as a 

dependent r a t h e r  than  an Independent v a r i a b l e .

2 .  To d e te r m in e  the  importance o f  a b roader  measure o f  

en v i ro n m e n ta l  u n c e r t a i n t y  by e x p l i c i t l y  I n c l u d in g  th e  

concept  o f  re so u rc e  dependence.  A w e ig h te d  measure o f  

e n v i ro n m en ta l  u n c e r t a i n t y  Is used t o  p r e d i c t  I t s  Impact on 

o r g a n i z a t i o n  c u l t u r e ;  i t  may be p o s s ib le  t o  d e te r m in e  i f  the  

re so u rc e  dependence dimension has more p r e d i c t a b i l i t y  than  

th e  In fo r m a t io n  based domain.

3 .  To assess th e  importance o f  human I n fo r m a t io n  

p ro ce ss in g  (as  measured by c o g n i t i v e  s t y l e )  t o  p e r c e iv e d  

en v i ro n m e n ta l  u n c e r t a i n t y  and the  types  o f  c u l t u r a l  norms 

t h a t  may predo m ina te  in o r g a n i z a t i o n s  w i t h  d i f f e r e n t  l e v e l s  

o f  o r g a n l c i t y .  A l though t h e r e  is a l a r g e  l i t e r a t u r e  on 

m anag er ia l  p e r c e p t i o n s ,  l i t t l e  has been done to  In c lu d e  as 

p a r t  o f  t h e  p e r c e p tu a l  process the  way a manager Inputs  d a ta  

and makes a d e c i s i o n .  The f i n d i n g s  o f  t h i s  s tudy  w i l l  

c o n t r i b u t e  by in c lu d in g  t h i s  component as one o f  th e  

v a r i a b l e s  t h a t  may impact t h e  way a manager p e r c e iv e s  th e  

e n v i ro n m e n t ,  o r g a n l c i t y  and c u l t u r e  o f  th e  o r g a n i z a t i o n .
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The p r a c t i c a l  o b j e c t i v e s  o f  a re s e a rc h  s tudy  a r e  

designed w i t h  t h e  I n t e n t  o f  h e lp in g  managers f u n c t i o n  more 

e f f i c i e n t l y  and e f f e c t i v e l y  w i t h i n  t h e i r  o r g a n i z a t i o n .  For 

t h i s  re se arch  s tudy  th e y  a r e  as f o l l o w s :

1. To p r o v i d e  an e m p i r i c a l  bas is  f o r  o f f e r i n g  managers 

s u g gest io ns  c o n c e rn in g  th e  r o l e  o f  an o r g a n i z a t i o n ' s  

c u l t u r e ,  g iven  c e r t a i n  p e r c e iv e d  bus iness  env ironm en ts  and 

o r g a n i z a t i o n a l  s t r u c t u r e s .  O r g a n i z a t i o n  c u l t u r e  has been 

one o f  th e  management buzzwords r e c e n t l y .  By s tu d y in g  th e  

way I t  I n t e r a c t s  w i t h  o r  is  dependent on o t h e r  

o r g a n i z a t i o n a l  c o n s t r u c t s ,  managers may be a b l e  t o  improve  

t h e  e f f e c t i v e n e s s  o f  t h e i r  o r g a n i z a t i o n s .

2.  To d e te r m in e  I f  t h e r e  Is  any r e l a t i o n s h i p  between  

c o g n i t i v e  s t y l e  and Job l e v e l s ,  and i f  so, does t h i s  

r e l a t i o n s h i p  account  f o r  p e rc e p tu a l  d i f f e r e n c e s  among 

managers in v a r i o u s  p o s i t i o n s . .  Th is  would h e lp  

o r g a n i z a t i o n s  in t h a t  t h e  p e r c e p t io n  o f  t h e i r  env ironm ent  

would be more c o r r e c t l y  assessed.  T h i s ,  in t u r n ,  cou ld  

Improve p la n n in g  and dec I son making.

3 .  To d e te r m in e  th e  e x t e n t  to  which c e r t a i n  ty p e s  o f  

c u l t u r a l  norms w i l l  p redo m ina te  under v a r i o u s  env ironm en ta l  

c o n d i t io n s  and l e v e l s  o f  o r g a n l c i t y .  W h i le  o r g a n l c i t y  may 

be t o  some e x t e n t  under th e  manager 's  c o n t r o l ,  env ironm en ta l  

c o n d i to n s  a r e  n o t .  Sche ln  (1 9 8 5 )  and o t h e r s  suggest  ways to  

deve lop  th e  typ es  o f  norms a manager d e s i r e s  In th e
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o r g a n i z a t i o n .  The f i n d i n g s  o f  t h i s  s tudy  w i l l  g i v e  

d i r e c t i o n  t o  managers In th e  type  o f  norms t h a t  may be most 

s u i t e d  f o r  t h e i r  s p e c i f i c  c o n d i t i o n s .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

16

PERCEIVED ENVJIRONMENTAL
UNCERTAlfnITY

Low I High
C e r t a i n  'lU n c e r ta In

IGAN I ZAT I ON 
lULTURE

Task /Support  
T a s k / I n n o v a t io n  
Personal  Freedom 
Sotzlal R e l a t i o n s h i p s

COGNITIVE 
STYLE

-------------------- > Moderator  v a r i a b l e

F i g u r e  1

A MODEL OF THE INTERRELATIONSHIPS OF PERCEIVED ENVIRONMENTAL 
UNCERTAINTY, ORGANICITY, COGNITIVE STYLE AND 

ORGANIZATION CULTURE
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2 . 0  LITERATURE REVIEW

The use o f  a con t ingency  approach Im p l ie s  t h a t  

e nv ironm en ta l  v a r i a b l e s  I n f lu e n c e  th e  a p p r o p r ia t e n e s s  o f  

d i f f e r e n t  o r g a n i z a t i o n a l  c o n s t r u c t s .  The common argument o f  

t h i s  approach Is  t h a t  th e  r i g h t  " f i t "  between o r g a n i z a t i o n a l  

v a r i a b l e s  such as th e  env ironm ent ,  s t r u c u t u r e ,  te c h n o lo g y ,  

l e a d e r s h ip  s t y l e ,  organ I z a t i o n - c o n t r o I  mechanisms and goa ls  

w i l l  promote o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  The seminal  

c o n t in g en c y  re s e arch  (Burns and S t a l k e r ,  1961; Lawrence and 

Lorsch,  1967; and Thompson, 1967) u t i l i z e d  a c e n t r a l  co re  

concept  In th e  p e r s u i t  of  th e  e n v i r o n m e n t 's  e f f e c t  on 

o r g a n i z a t i o n a l  f u n c t i o n i n g .  T h is  concept  was u n c e r t a i n t y  

(Downey, H e l l r i e g e l ,  and Slocum, 1 9 7 5 ) .

T h e o r e t i c a l l y  t h e r e  a r e  many f a c t o r s  t h a t  cou ld  

I n f l u e n c e  an o r g a n i z a t i o n ' s  c u l t u r e :  I . e .  th e  bus iness  

e nv ironm en t ,  bus iness  s t r a t e g y ,  o p e r a t i n g  te c h n o lo g ie s ,  

management systems,  and the  p e r c e p t i o n s  o f  I n d i v i d u a l s  in 

management p o s i t i o n s .  Th is  re se arch  s tudy  focuses on 

env ironm en ta l  u n c e r t a i n t y ,  o r g a n i z a t i o n a l  s t r u c t u r e  

( c o n c e p t u a l i z e d  as o r g a n l c i t y ) ,  and c o g n i t i v e  s t y l e s  o f  

I n d i v i d u a l  managers. E m p ir ic a l  l i t e r a t u r e  r e l e v a n t  t o  each 

o f  th e  v a r i a b l e s  In th e  research  model ( F ig u r e  1) a r e  

rev iew ed and c r i t i q u e d  in t h i s  s e c t i o n .

17
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2.1  Environmenta l  U n c e r t a i n t y  

Since t h e  emergence o f  th e  open systems models  

r e s e a r c h e r s  have acknowledged the  Importance o f  t h e  e f f e c t s  

o f  env ironm ents  on o r g a n i z a t i o n s .  In o r d e r  t o  c o n c e p t u a l i z e  

and examine p o t e n t i a l  and a c t u a l  causal  c o n n e c t io n s  between  

env ironm ents  and e lem en ts  o f  th e  o r g a n i z a t i o n ,  background on 

t h e  d i f f e r e n t  l e v e l s  and con cep t io ns  o f  env r lonm en ts  w i l l  be 

re v  Iewed.

The most g e n e ra l  l e v e l  o f  en v ironm en ta l  a n a l y s i s  Is  

r e f e r r e d  t o  as th e  e c o l o g i c a l  community (Haw ley ,  1 9 5 0 ) .

T h is  leve l  focuses on a c o l l e c t i o n  o f  o r g a n i z a t i o n s  w i t h i n  a 

d e l i m i t e d  g e o g r a p h ic a l  a r e a .  The most w i d e l y  used typ o lo g y  

a t  t h i s  le v e l  was deve loped  by. Emery and T r l s t  ( 1 9 6 5 ) .  They 

d i s t i n g u i s h e d  fo u r  ty p e s  o f  I n t e r o r g a n I z a t I o n a I  env ironm ents  

as f o i l o w s :

-  P l a c i d ,  randomized:  resources  r e q u i r e d  by th e  

o r g a n i z a t i o n  a r e  randomly d i s t r i b u t e d  and unchanging.

-  P l a c i d ,  c l u s t e r e d :  lo c a t io n  Is  an Im p o r tan t  f a c t o r  In 

s u r v i v a l  as re s o u rc e s  a r e  c l u s t e r e d  but  unchanging.

-  D i s t u r b e d ,  r e a c t i v e :  a c t i o n s  o f  th e  o r g a n i z a t i o n  

de te rm in e  a v a i l a b i l i t y  o f  the  re s o u rc e s ,  each a c t  o f  

the  o r g a n i z a t i o n  must a l s o  t a k e  In to  account  t h e  

a c t i o n s  and responses o f  o th e r  o r g a n i z a t i o n s .

-  T u r b u le n t :  comprised o f  many In te rd e p e n d e n t  f a c t o r s  

t h a t  a f f e c t  one a n o th e r  thus becoming a f o r c e  in the  

s i t u a t i o n  c r e a t i n g  g r e a t  c o m p le x i t y .
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Emery and T r l s t  ( 1 9 6 5 : 2 8 )  f u r t h e r  suggested t h e  f o l l o w i n g  

s o l u t i o n  t o  reduce u n c e r t a i n t y  f o r  o r g a n i z a t i o n s  In 

t u r b u l e n t  env ironm ents :  " th e  emergence o f  v a lu e s  t h a t  have

o v e r r i d i n g  s i g n i f i c a n c e  f o r  a l l  members o f  t h e  f i e l d . "  Th is  

commonly accepted s e t  o f  v a lu e s  c r e a te s  a f i e l d  "which is no 

longer r i c h l y  Joined and t u r b u l e n t ,  but  s i m p l i f i e d  and 

r e l a t i v e l y  s t a t i c " .  Thus,  s h a r in g  o f  common v a lu e s  cou ld  

r e s u l t  In more r a t h e r  than  less c e r t a i n t y  f o r  o r g a n i z a t i o n s .

The next  s u b le v e l  o f  a n a l y s i s  Is r e f e r r e d  t o  as th e  

p o p u la t i o n  o f  o r g a n i z a t i o n s  (Hannan and Freeman, 1 9 7 7 ) .  

P o p u la t io n s  may be d e f i n e d  as those o r g a n i z a t i o n s  t h a t  have 

common s t r u c t u r a l  forms o r  p a t t e r n s  o f  a c t i v i t y .  The t h r u s t  

o f  t h i s  leve l  o f  a n a l y s i s  Is  t h a t  the  env ironm ent  s e l e c t s  

and d e s e le c t s  th e  p o p u la t io n s  o f  o r g a n i z a t i o n s .  That  i s ,  

s u r v i v a l  o f  th e  p o p u la t i o n  Is  based on t h e  o r g a n i z a t i o n ' s  

f o r m / a c t  I v l t y  p a t t e r n  and th e  resources  In the  

en v i ro n m en t .  Th is  p e r s p e c t i v e  a l lo w s  l i t t l e  m anag er ia l  

c h o ic e  and Is  based on t h e  t h e o r y  o f  e nv ironm en ta l  

determ In Ism.

The t h i r d  s u b le v e l  Is  t h a t  o f  the  o r g a n i z a t i o n  s e t  

(B lau  and S c o t t ,  1962; Evan, 1966 ) .  T h is  leve l  o f  a n a l y s i s  

I d e n t i f i e s  the  env ironm ent  from the  p o i n t  o f  v iew  o f  a 

s i n g l e  fo c a l  o r g a n i z a t i o n  and those o t h e r  o r g a n i z a t i o n s  In 

t h e  env ironm ent  which make a d i f f e r e n c e  t o  th e  o r g a n i z a t i o n  

in q u e s t io n .  The m a j o r i t y  o f  o r g a n lz a t l o n - e n v l r o n m e n t  

s t u d i e s  have been conducted a t  t h i s  l e v e l ,  and th e  re c e n t  

focus on o r g a n i z a t i o n a l  s t a k e h o ld e r s  (Freeman, 1984) d e r i v e s
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from t h i s  p e r s p e c t i v e .  Th is  r e s e a rc h  s tudy  was conducted  

a t  t h e  o r g a n i z a t i o n  s e t  l e v e l ,  as t h e  v a r i a b l e s  Invo lved  a r e  

d i r e c t l y  l in k e d  t o  a fo c a l  o r g a n i z a t i o n  and were measured by 

th e  m a n a g e r ia l  p e r c e p t io n s  In t h a t  same o r g a n i z a t i o n .

There  is  not  much consensus on how env ironm ents  should  

be d e f i n e d ,  d e s c r ib e d  or  measured ( S c o t t ,  1 9 8 1 ) .  However,  

t o  s e t  p a ram e te rs  f o r  t h i s  res e a rc h  s tu d y ,  t h e  f o l l o w in g  

p r e s e n ts  t h e  two major  con cep t io ns  o f  th e  env ironm en t .  The 

f i r s t  c o n c e iv e s  th e  environment  as a source  o f  In fo rm a t io n  

t h e r e b y  len d in g  a degree o f  u n c e r t a i n t y  t o  m anager ia l  

d e c is i o n  making.  The second c o n ce ives  th e  environment  as a 

s tock  o f  reso u rc es  on which th e  o r g a n i z a t i o n  may depend. A 

m ajor  c r i t i c i s m  o f  th e  e m p i r ic a l  o r g a n iz a t i o n /e n v i r o n m e n t  

res e a rc h  conducted a t  the  o r g a n i z a t i o n  s e t  le v e l  Is t h a t  

r e s e a r c h e r s  have c o n c e n t ra te d  on u n c e r t a i n t y  d e f in e d  as 

I n fo r m a t io n  ava I  Iab I  I I I t y  (o r  p r e d i c t a b i l i t y )  and have 

l a r g e l y  o v e r lo o k e d  th e  Issue o f  t h e  a v a i l a b i l i t y  o f  o th e r  

r e s o u rc e s .  T h is  research  s tudy w i l l  combine dimensions from 

both c o n c e p t u a l i z a t i o n s  o f  th e  env ironm ent  In an a t te m p t  to  

overcome t h i s  c r i t i c i s m .  The f o l l o w i n g  re v ie w  Is Intended  

to  p r o v i d e  a framework f o r  d e f i n i n g  and d e s c r ib i n g  

en v i ro n m e n ta l  u n c e r t a i n t y  as i t  w i l l  be used In t h i s  

res e a rc h  s tu d y .

D i l l ' s  ( 1 9 5 8 )  approach o f  t a s k  env ironm ents  has been 

th e  most f r e q u e n t l y  c i t e d  as a r a t i o n a l e  f o r  choosing those  

segments o f  t h e  environment  t h a t  should  be examined when 

con d u c t in g  r e s e a rc h  on the  bus iness e n v i ro n m e n t .  He f i r s t
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used th e  term " task  env ironment"  t o  r e f e r  to  a l l  th e  aspects  

o f  t h e  environment  t h a t  were  p o t e n t i a l l y  r e l e v a n t  t o  goal  

s e t t i n g  and goal a t t a i n m e n t .  The fo u r  major  s e c t o r s  

I d e n t i f i e d  in h is  s tudy  on two Norwegian f i r m s  w ere  1) 

customers (b o th  users  and d i s t r i b u t o r s ) ;  2 )  s u p p l i e r s  o f  

m a t e r i a l s ,  l a b o r ,  c a p i t a l ,  equipment and workspace;  3)  

c o m p e t i t o r s ,  fo r  both m arke ts  and resources ;  and 4 )  

r e g u l a t o r y  groups,  such as government a g e n c ies ,  u n io n s ,  and 

i n t e r  f i r m  a s s o c i a t i o n s .

Thompson ( 1 9 6 7 ) ,  Lawrence and Lorsch ( 1 9 6 7 ) ,  P f e f f e r  

and S a la n c lk  ( 1 9 7 8 ) ,  and A l d r i c h  (1 9 7 9 )  have a l l  added to  

and t r i e d  t o  s p e c i f y  t h e  d imensions o f  th e  en v i ro n m e n t .  The 

two most w id e ly  accepted c o n c e p t u a l i z a t i o n s  o f  t h e  

env ironm ent  a r e  1) th e  env ironm ent  as a source o f  

I n f o r m a t i o n ;  and 2)  th e  env ironm ent  as a s tock  o f  

r e s o u rc e s .  The l a t t e r  c o n c e p t u a l i z a t i o n  focuses on th e  

degree  o f  dependence th e  o r g a n i z a t i o n  has on o t h e r s  fo r  

v i t a l  resou rces  w h i l e  th e  former focuses p r im a ry  a t t e n t i o n  

on t h e  degree  o f  u n c e r t a i n t y  or  u n p r e d i c t a b i l i t y  c o n f r o n t i n g  

th e  o r g a n i z a t i o n .

S c o t t  ( 1 9 8 1 :1 6 8 )  In h is  work on o r g a n i z a t i o n a l  

p e r s p e c t i v e s  summarized th e  major  dimensions o f  each 

c o n c e p t u a l i z a t i o n .  As can be seen,  Emery and T r i s t ' s  (1965 )  

t y p o lo g y  has le n t  a g r e a t  deal  t o  th e  development o f  these  

d im ens ions .
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2 .11  Dimensions A f f e c t i n g  U n c e r t a i n t y  

Four d imensions thought  t o  a f f e c t  env ironm en ta l  

u n c e r t a i n t y  have been proposed In th e  l i t e r a t u r e .  They a re  

as f o I  Iows:

1. Degree o f  Homogene I t y - h e t e r o g e n e I t y : th e  e x t e n t  t h a t  

th e  e nv ironm en ta l  e n t i t l e s  t o  which th e  o r g a n i z a t i o n  must 

r e l a t e  a r e  s i m i l a r  t o  one a n o th e r ;  f o r  example ,  th e  number 

o f  d i f f e r e n t  typ es  o f  c l i e n t s  r e l a t i n g  t o  a s e r v i c e  

o r g a n i z a t i o n .  O ther  l a b e l s  t h a t  have been used a r e  

c o m p le x i ty  and d i v e r s i t y .  ( D i l l ,  1958; Thompson, 1967)

2 .  Degree o f  s tab  I I I t y - c h a n g e : e x t e n t  t o  which th e  

e n t i t l e s  a r e  undergoing change; f o r  example ,  th e  r a t e  o f  

product  in n o v a t io n  w i t h i n  th e  In d u s t r y  c a t e g o r y  t o  which a 

given  f i r m  be lo n g s .  I t  Is  p o s s ib le  t o  d i f f e r e n t i a t e  

between th e  r a t e  o f  change and I t s  evenness or  f l u c t u a t i o n  

(Lawrence and Lorsch,  .1967; Thompson, 1 9 6 7 ) .

3 .  Degree o f  I n t e r c o n n e c t e d n e s s - i s o l a t l o n :  e x t e n t  t o  which  

th e  o r g a n i z a t i o n  Is  l in k e d  t o  many o t h e r  en v ironm en ta l  

e n t i t i e s  whose a c t i o n s  may Impinge on I t ;  f o r  example ,  the  

number o f  d i f f e r e n t  s u p p l i e r s  from whom a m a n u fa c tu r in g  

company must buy I t s  Inpu ts  ( P f e f f e r  and S a l a n c l k ,  1 9 7 8 ) .

4 .  Degree o f  Organ I z a t l o n - n o n o r g a n I z a t I o n : e x t e n t  t o  which  

th e  o r g a n i z a t i o n  c o n f r o n t s  a s e t  o f  en v r lo n m en ta I  e n t i t l e s  

whose a c t i o n s  a r e  c o o r d in a te d  or  s t r u c t u r e d .  For example,  

does a s e l l e r  f a c e  a s e t  o f  Independent g r o c e ry  s t o r e s  or  a 

cha in  o f  supermarkets? ( J u r k o v l c h ,  1 9 7 4 ) .
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S c o t t  (1 9 8 1 )  summarized th e  e x p e c t a t io n s  o f  combining  

d i f f e r e n t  s t a t e s  o f  t h e  d imensions as f o l l o w s .  "The g r e a t e r  

th e  degree  o f  h e t e r o g e n e i t y ,  th e  h ig h e r  th e  r a t e  o f  change  

or i n s t a b i l i t y ,  th e  l a r g e r  th e  degree  o f  In te rc o n n e c te d n e s s ,  

and th e  lower th e  degree  o f  o r g a n i z a t i o n  w i t h i n  th e  

en v i ro n m en t ,  th e  h ig h e r  w i l l  be th e  u n c e r t a i n t y  f a c i n g  the  

o r g a n i z a t i o n  ( S c o t t ,  1 9 8 1 : 1 6 9 ) " .

2 . 1 2  Dimensions A f f e c t i n g  Dependence 

Three  d imensions thought  t o  a f f e c t  th e  dependence o f  

o r g a n i z a t i o n s  on t h e i r  env ironm ents  have been proposed In 

the  l i t e r a t u r e .  They a r e  as f o l l o w s :

1. Degree o f  M u n I f I c e n c e - s c a r c l t y ; e x t e n t  t o  which th e  

resou rces  r e q u i r e d  by th e  o r g a n i z a t i o n  a r e  a v a i l a b l e  In I t s  

env ironm ent;  f o r  example,  th e  a v a i l a b i l i t y  o f  p e t ro leu m  to  

a chemical  company, o r  th e  a v a l l l b i l i t y  o f  e l e c t r o n i c s  

e n g in e e rs  t o  t h e  h igh tech  company ( P f e f f e r  and S a l a n c l k ,  

1978; A l d r i c h ,  1 97 9 ) .

2 .  Degree o f  C o n c e n t r a t l o n - d I s p e r s I o n : e x t e n t  t o  which  

the  reso u rc es  r e q u i r e d  a r e  e v e n ly  spread th roughou t  th e  

env ironm en t ;  f o r  example ,  economic c o n c e n t r a t i o n  has been 

d e f in e d  as th e  p r o p o r t i o n  o f  an i n d u s t r y ' s  s a l e s  c o n t r o l l e d  

by th e  l a r g e s t  four  or  e i g h t  f i r m s  ( P f e f f e r  and S a l a n c l k ,  

1 97 8 ) .

3.  Degree o f  O r g a n l z a t i o n - n o n o r g a n l z a t l o n :  same as number 

4 above ( s e c t i o n  2 . 1 1 ) .
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G e n e r a l l y  speak I n g , " th e  g r e a t e r  th e  s c a r c i t y  o f  

reso u rc es ,  th e  h ig h e r  t h e  degree o f  c o n c e n t r a t i o n ,  and the  

g r e a t e r  th e  degree o f  o r g a n i z a t i o n  e x h i b i t e d  by e n t i t l e s  

w i t h i n  th e  e nv ironm en t ,  th e  g r e a t e r  th e  dependence" ( S c o t t ,  

1 9 8 1 :1 6 9 ) .

2 . 1 3  Environmenta l  Research S tu d ie s

In 1981, Lawrence 'proposed a t h e o r e t i c a l  model o f  

o r g a n i z a t i o n a l  a d a p t a t i o n  w i t h  e nv ironm en ta l  u n c e r t a i n t y  as 

th e  p redom inant ,  o v e r r i d i n g  c o n s t r u c t .  T h is  c o n s t r u c t  

Inc luded two domains: I n fo rm a t io n  and r e s o u rc e s .  F a c to r s  to  

be assessed In t h e  I n fo rm a t io n  domain w ere :  a )  number o f  

c o m p e t i t i v e  v a r i a t i o n s ;  b) customer p r e f e r e n c e s  and 

v a r i a t i o n s ;  c )  knowledge g e n e r a to r s :  R & D; u n i v e r s i t i e s ;  

government; d) knowledge d is s e m in a t o r s :  sch o o ls ;  government;  

and t r a d e  a s s o c i a t i o n s .  F a c to r s  t o  be c o n s id e red  In th e  

resource  domain were:  a )  sources o f  raw m a t e r i a l s ,  human and 

c a p i t a l  resou rc es ;  b) customer impact on resou rce  

a v a i l a b i l i t y ;  c )  c o m p e t i to r  Impact on reso u rc e  a v a i l a b i l i t y ;  

and d) government Impact on resou rce  a v a i l a b i l i t y .

H r e b ln la k  (1 9 8 1 )  suppor ts  Law rence 's  approach to  

env ironm enta l  u n c e r t a i n t y ,  as th e  re s o u rc e  domain Is  c l e a r l y  

r e l a t e d  t o  th e  in fo rm a t io n  domain. That  I s ,  p e r c e p t io n s  o f  

customers '  and c o m p e t i t o r s '  impact on reso u rc e  a v a i l a b i l i t y  

can v a ry  as a f u n c t i o n  o f  th e  economy and m arket  s t r u c t u r e .  

T h e r e f o r e ,  o p e r a t i o n a l i z i n g  env ironm enta l  u n c e r t a i n t y  on
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both th e  I n fo r m a t io n  and resource  d imensions adds 

s p e c i f i c i t y  t o  e x t e r n a l  f a c t o r s  t h a t  may a f f e c t  

organ i z a t I o n s .

Dess and Beard (1984 )  have u t i l i z e d  o b j e c t i v e  measures 

of  th e  env ironm ent  t o  de term ine  th e  o p e r a t i o n a l  v a l i d i t y  o f  

c o d i f y i n g  th e  above dimensions o f  u n c e r t a i n t y  and dependence 

In to  a pars im onious  s e t  c o n s is t i n g  o f :  m u n i f i c e n c e  

( m u n I f I c e n c e - s c a r c I t y ) ;  dynamism ( s t a b i l i t y -  I n s t a b i l i t y ,  

tu r b u le n c e  e . g .  In te rc onnec ted ness )  and c o m p le x i ty  

( h o m o g e n e I t y - h e t e r o g e n e I t y ; c o n c e n t r a t l o n - d I s p e r s I o n ) .

The t h e o r e t i c a l  defense f o r  t h i s  r e - a l l g n m e n t  of  

dimensions was t h a t  I t  Is  " c o n c e p tu a l ly  s i m i l a r  t o  those  

proposed by o t h e r s  ( J u r k o v ic h ,  1974; P f e f f e r  and S a la n c lk ,  

1978; A l d r i c h ,  1979; and S c o t t ,  1 9 8 1 ) " .  By us ing  f a c t o r  and 

In t e r  I tern a n a l y s i s  o f  th e  o b j e c t i v e  measures,  Dess and Beard 

(1984)  found t e n t a t i v e  support  f o r  th e  o p e r a t i o n a l  v a l i d i t y  

of th e  t h r e e  d im ens ions:  m u n i f ic e n c e ,  c o m p l e x i t y  and 

dynamism. The f i r s t  two were found t o  be un id lm ens Iona  I 

( I d e n t i f i a b l e  w i t h  one s e t  o f  v a r i a b l e s )  w h i l e  dynamism was 

found t o  be m u l t id im e n s io n a l  ( i d e n t i f i a b l e  w i t h  more than 

one s e t  o f  v a r i a b l e s ) .

The p r e v io u s  pages have been devoted t o  a rev iew  o f  th e  

d i f f e r e n t  approaches t o  s tudy ing  env ironm en ta l  u n c e r t a i n t y .  

More r e c e n t l y  r e s e a r c h e r s  (Dess and Beard ,  1984;  Lawrence,

1981) have suggested th e  combinat ion  o f  th e  two concept ions  

of th e  env ironm ent  ( I n f o r m a t i o n  sources and reso u rc e  

dependence) .  T h is  was th e  approach taken  In t h i s  research
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s tu d y .  T h e r e f o r e ,  in t h i s  s tudy  en v i ro n m e n ta l  u n c e r t a i n t y  

w i l l  be d e f i n e d  as th e  m anager 's  p e r c e p t i o n  o f  m u n i f i c e n c e ,  

dynamism and c o m p le x i ty  o f  th e  env ironm ent  c o n f r o n t i n g  th e  

o r g a n i z a t i o n  s e t  t o  which t h e  fo c a l  o r g a n i z a t i o n  be longs .

As s t a t e d  e a r l i e r ,  e n v i ro n m en ta l  u n c e r t a i n t y  has been 

th e  p r im a ry  v a r i a b l e  employed In t h e

o r g a n i z a t i o n / e n v i r o n m e n t  r e s e a r c h .  T h is  v a r i a b l e  was o f t e n  

measured as change,  and sometimes In c luded  a component o f  

c o m p l e x i t y .  On ly  a few s t u d i e s  have used o t h e r  measures.

For example ,  Khandwal la  (1 9 7 3 )  s t u d i e d  96 m an u fa c tu r in g  

f i r m s  and found o v e r a l l  c o m p e t i t i o n  was a s s o c ia te d  w i t h  th e  

use o f  management c o n t r o l s  and s e l e c t i v i t y  in th e  use o f  

c o n t r o l s .  P f e f f e r  and L e b le b lc !  ( 1 9 7 3 )  argued t h a t  

c o m p e t i t i o n  caused Increased  demands f o r  c o n t r o l ,  d i r e c t l y  

produc ing  a more s t r u c t u r e d  o r g a n i z a t i o n ,  as w e l l  as causing  

product  d i f f e r e n t i a t i o n .  These e f f e c t s  tended to  lead to  

less d e c e n t r a l i z a t i o n  and less  s t r u c t u r a l  e l a b o r a t i o n  than  

what was o t h e r w is e  exp ec ted .  S e vera l  key rese arch  s t u d i e s  

have been conducted u t i l i z i n g  th e  concept  o f  env ironm enta l  

u n c e r t a i n t y  as d iscussed in t h i s  p r o p o s a l .  In th e  f o l l o w i n g  

p arag ra p h s ,  s e v e r a l  c r i t i c i s m s  o f  th e s e  s t u d i e s  a r e  

e x p l o r e d .

Lawrence and L o rs c h 's  landmark s tudy  o f  th e  p l a s t i c s  

and c o n t a i n e r  i n d u s t r i e s  ( s e l e c t e d  a p r i o r i  f o r  extreme  

d i f f e r e n c e s  In u n c e r t a i n t y )  opened a f l o o d g a t e  o f  

o r g a n i z a t i o n / e n v i r o n m e n t  r e s e a r c h .  To them, env ironm enta l  

u n c e r t a i n t y  In vo lved  th e  f o l l o w i n g :  a )  th e  r a t e  o f  change In
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c o n d i t i o n s ;  b) t h e  t im e  span o f  feedback o f  r e s u l t s  on 

d e c is io n s  made o r  a c t i o n s  taken ;  and c )  th e  c e r t a i n t y  o f  

I n fo r m a t io n .  As a r e s u l t  o f  these  f a c t o r s ,  each s u b u n i t  o f  

an o r g a n i z a t i o n  would develop  a s t r u c t u r e  m atch ing  i t s  own 

e nv ironm en t .  They found success fu l  f i r m s ,  w o rk in g  In 

u n c e r t a i n  e n v i ro n m e n ts ,  had a more d i f f e r e n t i a t e d  ( e . g .  the  

degree o f  s eg m e nta t ion  in th e  o r g a n i z a t i o n ' s  s u b u n i t s )  

s t r u c t u r e ,  as w e l l  as th e  a b i l i t y  t o  I n t e g r a t e  th e  d i f f e r e n t  

departm ents  e f f e c t i v e l y .  From t h e i r  f i n d i n g s  th e y  argued  

t h a t  d i f f e r e n t  u n i t s  o f  th e  same o r g a n i z a t i o n  faced  

d i f f e r e n t  subenvironm ents  and t h a t  th e  en v i ro n m e n t ,  f o r  

example, o f  a p r o d u c t io n  department was v e r y  d i f f e r e n t  from 

t h a t  faced by m a r k e t in g  or  research  and deve lopm ent .

Lawrence (1 9 8 1 )  c r i t i c i z e d  h is  own work because h i s  

approach t o  e n v i ro n m e n ta l  u n c e r t a i n t y  l a r g e l y  ignored the  

impact t h a t  re s o u rc e  m u n I f I c e n c e / s c a r c I t y  has on a manager 's  

p e r c e p t io n s  and, t h e r e f o r e ,  on her responses.  Another  major  

c r i t i c i s m  o f  t h e  Lawrence and Lorsch study and o f  o th e r  

s t u d i e s  (Duncan, 1972)  I n v o lv in g  th e  u n c e r t a i n t y  c o n c e p t ,  Is 

t h a t  th e  conceptua l  and m ethodo log ica l  a s p ec ts  o f  th e  

u n c e r t a i n t y  In s t ru m e n ts  have not  been adequate  (Penn lngs ,  

1975; T o s l ,  AI d a g , and S t o r e y ,  1973; Downey, H e l l  r e  I g e l ,  and 

Slocum, 1 97 5 ) .

Tosl e t  a I ( 1 9 7 3 )  found t h a t  th e  Lawrence and Lorsch  

Ins t rum ent  lacked adequate  subsca le  r e l i a b i l i t y  c o e f f i c i e n t s  

w h i l e  th e  t o t a l  s c a l e  sco re  c o r r e l a t i o n s  w i t h  c r i t e r i o n
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u n c e r t a i n t y  measures were low and I n c o n s i s t e n t .  In 

a d d i t i o n ,  t h e  f a c t o r  a n a l y s i s  o f  t h e  Items were not  

c o n s i s t e n t  w i t h  th e  Instrument  s u b s c a le s .  However, Tosl e t  

a l ' s  f i n d i n g s  a r e  a l s o  open t o  c r i t i c i s m  ( H r e b i n l a k ,  1981)

In t h a t  t h e i r  s tudy equated u n c e r t a i n t y  w i t h  v o l a t i l i t y ,  

a r g u in g  t h a t  v o l a t i l i t y  and u n c e r t a i n t y  should be 

c o r r e l a t e d .  H r e b in l a k ,  a s s e r te d  t h a t  t h e  re s e a rc h e rs  d id  

not  p r e s e n t  s u f f i c i e n t  reason ing  f o r  t h i s  as s t a b i l i t y  o f  

s a l e s  and income ( e . g .  lack o f  v o l a t i l i t y )  may r e f l e c t  a 

s u c c e s s fu l  a b i l i t y  t o  cope w i t h  u n c e r t a i n t y .  S i m i l a r l y ,  

Penn lngs '  ( 1 9 7 5 )  a t te m p t  t o  use u n c e r t a i n t y  t o  I d e n t i f y  

d i f f e r e n c e s  among 40 u n i t s  o f  a s i n g l e  o r g a n i z a t i o n  

(b r o k e r a g e  o f f i c e s )  in th e  same bus iness  appears t o  be 

p r o b l e m a t ic  In t h a t  t h e r e  was not enough observed v a r i a n c e  

acro s s  th e  o r g a n i z a t i o n .  I t  a l s o  was I n c o n s is t e n t  w i t h  

Lawrence and L o r s c h 's  conceptua I  I z a t o n .

Duncan (1972 )  used a sem ant ic  a n a l y s i s  o f  I n d i v i d u a l s '  

verb a  I I z a to n s  o f  th e  u n c e r t a i n t y  c o n c e p t .  He developed a 

p e r c e iv e d  env ironm enta l  c h a r a c t e r i s t i c s  measure (comprised  

o f  dynamism and c o m p l e x i t y ) .  H is  conceptua l  framework ( I . e .  

p e r c e iv e d  env ironm enta l  u n c e r t a i n t y )  has been ve ry  u s e f u l ,  

y e t  t h e  s c o r in g  procedure ( a d d i t i v e )  may I n a p p r o p r i a t e l y  

w e ig h t  one sub sca le  over ano ther  by 30:1  when the  th e o r y  

im p l ie s  t h a t  each should e q u a l l y  c o n t r i b u t e  (Downey e t  a l ,  

19 7 5 ) .
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The sum o f  t h i s  c r i t i c i s m  o f  u n c e r t a i n t y  v a r i a b l e s  and 

t h e  I m p l i c a t i o n  f o r  research  s t u d i e s  Is  t h a t  c o n s id e r a b l e  

c a r e  should  be e x e rc is e d  In s e l e c t i n g  e x i s t i n g  ins t ru m e nts  

f o r  u n c e r t a i n t y  measurement t o  make c e r t a i n  t h a t  th e  

u n c e r t a i n t y  concepts  g u id in g  t h e  rese arch  ( I m p l i c i t  or  

e x p l i c i t )  a r e  c o n s is t e n t  w i t h  t h e  u n c e r t a i n t y  con cep ts  In 

t h e  in s t ru m e n t .  To summarize th e  s e c t i o n  on en v i ro n m en ta l  

u n c e r t a i n t y ,  a quote  by Lawrence ( 1 9 8 1 :3 1 7 )  is  a p p r o p r i a t e ;  

"The n o t io n  o f  th e  environment is  th e  type  o f  idea t h a t  we 

should  be c o m p le te ly  c o m f o r ta b le  In d e f i n i n g  in d i f f e r e n t  

ways, depending on the  rese arch  purpose In v o lv e d " .

2 . 2  O r g a n i z a t i o n  C u l t u r e

In t h e  past  t h r e e  y e a r s ,  t h r e e  major  c o l l e c t i o n s  o f  

a r t i c l e s  on o r g a n i z a t i o n a l  c u l t u r e  have appeared.  Much o f  

th e  Impetus fo r  t h i s  Inc rease  In I n t e r e s t  In o r g a n i z a t i o n  

c u l t u r e  o c c u r re d  In the  l a t e  1 9 7 0 's  and the  e a r l y  19 8 0 's  

when r e s e a r c h e r s  t r y i n g  t o  unders tand  th e  d i f f e r e n c e s  

between h i g h l y  success fu l  Japanese and American f i r m s  began 

to  examine th e  p o s s i b i l i t y  t h a t  n a t i o n a l  c u l t u r e  m ight  

c o n t r i b u t e  t o  d i f f e r e n c e s  w i t h i n  th e  c u l t u r e  o f  f i r m s  and 

thus t o  d i f f e r e n c e s  In per fo rm ance .

In t h e  s tudy  o f  o r g a n i z a t i o n  c u l t u r e ,  t h e r e  Is  no 

s i n g l e  dominant p o in t  o f  v iew  o r  method. Of th e  seven most 

c i t e d  works ( G e e r t z ,  1973; Berger  and Luckman, 1966; C l a r k ,  

1972; Deal and Kennedy, 1982; O uch l ,  1981; P e t t i g r e w ,  1979;  

W eick ,  1 9 7 9 ) ,  t h r e e  were w r i t t e n  by management s c h o la r s ,  

t h r e e  by s o c i o l o g i s t s  and one by an a n t h r o p o l o g i s t .
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T h e r e f o r e ,  i t  i s  not  s u r p r i s i n g  t h a t  t o  d a te  t h e r e  has not  

been a commonly accepted  d e f i n i t i o n  o f  c u l t u r e .  However,  

t h e r e  Is  some agreement among t h e o r i s t s  t h a t  o r g a n i z a t i o n  

c u l t u r e  d e a ls  w i t h  th e  b e l i e f s ,  v a lu e s  and assumptions t h a t  

a r e  shared w i t h i n  an o r g a n i z a t i o n .  These b e l i e f s  a r e  

u n w r i t t e n ,  " ta ken  f o r  g r a n t e d " ,  and g u id e  t h e  b e h a v io r s  of  

i n d i v i d u a l s  and groups in th e  development o f  o r g a n i z a t i o n a l  

norms (K i lm ann ,  1984; W i l k i n s ,  1983; S a th e ,  1983;  Schwartz  

and D a v is ,  1981;  S e ih l  and M a r t i n ,  1981; L ew is ,  1 9 8 0 ; )

Scheln ( 1 9 8 5 )  adds t h a t  c u l t u r e  has depth  ( I . e .  a layer  

o f  assumptions u n d e r l i e  the  v a lu e s  and b e l i e f s ) ;  and t h a t  i t  

is  le a r n e d .  C u l t u r e  a l s o  f u n c t io n s  in h e l p i n g  an 

o r g a n i z a t i o n  adapt  t o  I t s  e x t e r n a l  env ironm ent  and i n t e g r a t e  

I t s  i n t e r n a l  p ro ce sses .  For t h e  purposes o f  t h i s  s tu d y ,  the  

f o I  low Ing d e f I n 1 1 I o n  o f  c u I t u r e  w i l l  be u se d .

"A p a t t e r n  o f  b e l i e f s  and e x p e c t a t io n s  which a r e  shared  

by t h e  o r g a n i z a t i o n ' s  members. These b e l i e f s  and 

e x p e c t a t io n s  produce norms t h a t  p o w e r f u l l y  shape th e  

b e h a v io r  o f  I n d i v i d u a l s  and groups In t h e  o r g a n i z a t i o n "  

(Schw ar tz  and D a v is ,  1981 :33 )  and h e lp  members cope w i t h  

problems o f  s u r v i v a l  in the  e x t e r n a l  env ironm ent  and 

I n t e g r a t i o n  In t h e  I n t e r n a l  env ironm ent  (S c h e ln ,  1 9 8 5 ) .

The s tudy  o f  th e  concept  o f  o r g a n i z a t i o n  c u l t u r e  is  not  

new. R a th e r ,  i t  has been re g e n e ra te d  from o r i g i n a l  s t u d ie s  

conducted d u r in g  th e  e r a  o f  th e  Human R e l a t i o n s  School o f
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management t h o u g h t ,  and d e r i v e s  u l t i m a t e l y  from a c e n tu r y  

o ld  a n t h r o p o l o g i c a l  I n t e r e s t  In th e  r e l a t i o n s  between  

c u l t u r e  and s o c ia l  s t r u c t u r e .

Numerous s t u d i e s  have shown t h a t  I n d u s t r i a l  workers  

form s t ro n g  c u l t u r e s  (R oeth I  I s b e r g e r  and D ickson ,  1939;  

Whyte, 1955;  Roy, 1 9 6 0 ) .  These w r i t e r s  co n s id e re d  the  norms 

e x h i b i t e d  by w orkers  as a c h a r a c t e r i s t i c  o f  in d iv id u a l  

b e h a v io r  u n t i l  Homans (1 9 5 0 )  began t o  t r e a t  such behav ior  as 

a s o c i o l o g i c a l  phenomenon.

Homans (1 9 5 0 )  noted t h a t  the  " e x t e r n a l  system" ( I . e .  

p h y s i c a l ,  c u l t u r a l  and t e c h n i c a l  e n v i ro n m e n t )  gen era te s  

a c t i v i t i e s  and I n t e r a c t i o n s  which in t u r n  g e n e r a te  

s e n t im e n ts  and norms ( i . e .  I n t e r n a l  system or  c u l t u r e ) .

Once formed,  c u l t u r e  beg ins  t o  I n f l u e n c e  t h e  e x t e r n a l  system 

by d i c t a t i n g  t o  some e x t e n t  how t h e  env ironm ent  Is  p e rc e iv e d  

and d e a l t  w i t h  by o r g a n i z a t i o n a l  a c t o r s .  However,  the  

env ironm ent  i n i t i a l l y  d e te rm in es  th e  o p p o r t u n i t i e s  and 

c o n s t r a i n t s  f o r  a group,  thus f o r c i n g  I t  t o  s p e c i f y  I t s  

p r im a ry  ta s k  In forming  a c u l t u r e .  A f u l l y  formed c u l t u r e  

I n f l u e n c e s  what w i l l  be p e r c e iv e d  and d e f i n e d  as the  

en v i ro n m e n t .  T h e r e f o r e ,  c u l t u r a l  assumptions a c t  as f i l t e r s  

f o r  how managers p e r c e iv e  t h e  env ironm ent  ( S c h e ln ,  1985 ) .

In d e s c r i b i n g  c u l t u r e ,  b e l i e f s  and v a l u e s  a r e  th e  two 

main d i s t i n c t i o n s  o f  shared u n d e rs ta n d in g s  (S a th e ,  198 3 ) .  

Rokeach ( 1 9 6 9 )  deve loped a concept  o f  v a lu e s  t h a t  has served  

as a r e f e r e n t  f o r  r e s e a r c h e r s .  He d e f i n e d  v a lu e s  as "an 

e n d ur ing  b e l i e f  t h a t  a s p e c i f i c  mode o f  conduct  or  e n d - s t a t e
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o f  e x i s t e n c e  is  p e r s o n a l l y  and s o c i a l l y  p r e f e r a b l e  to  

a l t e r n a t i v e  modes o f  conduct  or  e n d - s t a t e s  o f  e x is te n c e "  

(Rokeach,  1 9 6 9 : 1 6 0 ) .  "The term norms Is  sometimes used 

In te rc h a n g e a b ly  w i t h  v a l u e s ,  bu t  t h e r e  Is  an Important  

d i s t i n c t i o n .  A l though both  have an ought  to  I m p l i c i t  In 

them, norms a r e  more t a c t i c a l  and p roce dura l  than a re  

va lues "  ( S a t h e ,  1 9 8 3 : 7 ) .  The d e f i n i t i o n  o f  c u l t u r e  t h a t  is 

being  used In t h i s  s tudy  is  based in b e l i e f s .  These b e l i e f s  

produce norms e x p e c t a t io n s  f o r  b e h a v io r .  Jackson (1966 )  

suggested t h a t  beh av io r  Is  a dimension In which t o  measure 

n o r m s . . . a s  a norm's o b j e c t  Is  b e h a v io r .  When t h e r e  Is 

s t ro n g  consensus among a group o f  people  re g a r d in g  a 

p a r t i c u l a r  norm, I t  Is  s a id  t o  be " c r y s t a I i z e d "  (Jackson,

196 6 ) .

The reason why o r g a n i z a t i o n a l  members may not  r e a l i z e  

th e  profound in f l u e n c e  c u l t u r e  has on them may be because  

over  a long t im e  uncha l leng ed  b e l i e f s  and v a lu e s  come t o  be 

taken  f o r  g r a n t e d .  A l l e n  and C r a f t  (1 9 8 2 )  r e f e r  to  t h i s  as 

t h e  " o r g a n i z a t i o n a l  unconscious" or th e  c u l t u r e  o f  the  

organ I z a t I  o n .

2 .21  M a n i f e s t a t i o n s  o f  C u l t u r e

C u l t u r e  m a n i fe s ts  I t s e l f  as r i t e s  and r i t u a l s  (Deal and 

Kennedy, 19 8 2 ) ;  s t o r i e s  ( M l t r o f f  and Ki lmann,  1976) ;  legends  

( W i l k i n s  and M a r t i n ,  1 9 8 0 ) ,  myths (B o je  e t  a l ,  1982) ;  

s p e c i a l i z e d  language (Andrews and Hersch,  1983) and norms 

( A l l e n  and P l l n l c k ,  1970; Sc h e ln ,  1985, K i lmann,  1982) .

Th is  l a s t  m a n i f e s t a t i o n  o f  c u l t u r e ,  group norms, can be used
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as a t e c h n iq u e  t o  assess th e  shared unders tand ings  t h a t  work 

groups have re g a rd in g  a s p ec ts  o f  o r g a n i z a t i o n a l  f u n c t io n in g  

( A l l e n  and P i l n l c k ,  1970; Kilmann and Saxton,  1983 ) .

Work group norms may be developed through e x p l i c i t  

s ta te m e n ts  by s u p e r v is o r s ,  c r i t i c a l  even ts  In the  p a s t ,  

a n d /o r  c a r r y o v e r  beh av io r  from th e  p a s t ,  p a r t i c u l a r l y  I f  th e  

b e h a v io r  has been success fu l  (Feldman, 1984; Sche ln ,  1 9 8 5 ) .  

Numerous e m p i r i c a l  s t u d i e s  have focused on examining th e  

Impact o f  group norms. Asch (1 9 5 1 )  used norms t o  look a t  

group c o n f o r m i t y ;  T r l s t  and Bamforth (1951 )  used norms to  

examine p ro d u c t io n  r e s t r i c t i o n ;  Seashore (1954 )  used th e  

norms concept  t o  i n v e s t i g a t e  group c o h e s Iv e n e s s ; and Jan Is  

(1 9 7 3 )  used group norms t o  i l l u m i n a t e  group d e c is io n  making.

Group norms a r e  formed and e n fo rced  o n ly  w i t h  res p e c t  

t o  b e h a v io r s  t h a t  have some s i g n i f i c a n c e  f o r  the  group 

(Shaw, 1 9 8 1 ) .  S i g n i f i c a n t  b e h a v io rs  may or  may not be 

d i r e c t l y  r e l a t e d  t o  th e  g r o u p 's  c e n t r a l ,  formal m is s io n .

The f r e q u e n t  d i s t i n c t i o n  between ta s k  maintenance  

( t e c h n i c a l )  d u t i e s  and s o c ia l  main tenance  (human) d u t i e s  

he lp s  e x p l a i n  why groups b r i n g  s e l e c t e d  beh av io rs  under  

c o n t r o l .  Feldman ( 1 9 8 4 : 5 3 )  I n d i c a t e s  t h a t  "on ly  those  

b e h a v io r s  t h a t  ensure  group s u r v i v a l  ( i . e .  long term  

o r i e n t a t i o n ) ,  f a c i l i t a t e  t a s k  accomplishment ( I . e .  sh o r t  

term o r i e n t a t i o n ) ,  c o n t r i b u t e  t o  group m ora le  or express  the  

g r o u p 's  c e n t r a l  v a lu e s  a re  l i k e l y  to  be brought  under  

c o n t r o I ".
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In t h e  1960s A l l e n  and P i l n l c k  conducted e x t e n s iv e  

re s e arch  on t h e  b e h a v io r a l  norms o f  d e l i n q u e n t s .  They found  

t h a t  th e  b e h a v io r  o f  th ese  I n d i v i d u a l s  was d i f f e r e n t  when In 

t h e i r  o l d  neighborhoods than  when In t h e  r e h a b i l i t a t i o n  

program. From t h i s  b a s ic  rese arch  th ey  de te rm in ed  t h a t  a 

system o f  norms ( I . e .  expected  b e h a v io r s )  w i t h i n  the  

o r g a n i z a t i o n  I t s e l f  had a v e ry  powerfu l  I n f l u e n c e  In 

d e t e r m in in g  t h e  b e h a v io r s  o f  these  I n d i v i d u a l s .  Th is  

f i n d i n g  was a p p l i e d  t o  b e h a v io rs  found In bus iness  

o r g a n i z a t i o n s  and as a r e s u l t  A l l e n  and P i l n l c k  (1970 )  

developed an approach r e f e r r e d  t o  as N o rm a t iv e  Systems.

The N o rm at ive  Systems research  has I n d ic a t e d  t h a t  eve ry  

o r g a n i z a t i o n  has i t s  own d i s t i n c t i v e  n o rm a t iv e  p a t t e r n  

d i s c e r n i b l e  th rough  th e  use o f  a norm I n d i c a t o r  (a  survey  

a d m in is te r e d  t o  a c ross  s e c t i o n  o f  th e  employees In the  

o r g a n i z a t i o n ) .  The q u e s t io n s  in v o lv e  b e h a v i o r a l  s i t u a t i o n s  

t h a t  he lp  expose key company norms. A f t e r  e x t e n s iv e  

r e s e a r c h ,  th e s e  a u th o r s  found t h a t  norms tend  t o  f a l l  In to  

c e r t a i n  c a t e g o r i e s .  As a r e s u l t  they  i d e n t i f i e d  ten  genera l  

c l u s t e r  a r e a s  around which both p o s i t i v e  and n e g a t i v e  norms 

were found.  An example o f  a p o s i t i v e  norm Is :  " In  our  

company, we a r e  number 1 and in tend t o  s t a y  t h e r e " .  An 

example o f  an n e g a t i v e  norm Is :  "Around here  t h e r e ' s  no 

p o i n t  In t r y i n g  h a rd e r  -  nobody e l s e  does" .  L a t e r ,  A l l e n  

and Dyer (1 9 8 0 )  deve loped an a c t i o n - o r i e n t e d  survey  (Norms 

D i a g n o s t ic  Index - N D I )  o f  38 Items through a f a c t o r  a n a l y t i c
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t e c h n iq u e  a p p l i e d  t o  86 I terns t h a t  had been used by A l l e n  

over a p e r i o d  o f  15 y e a r s .  The seven s c a le s  in t h i s  

Ins t ru m ent  a r e :

1) per fo rm ance  f a c i l i t a t i o n  2)  Job invo lvem ent  3 )  t r a i n i n g  

4)  l e a d e r - s u b o r d i n a t e  I n t e r a c t i o n  5 )  p o l i c i e s  and procedures  

6) c o n f r o n t a t i o n  7 )  s u p p o r t i v e  c l i m a t e .

O th e r  r e s e a r c h e r s  have a l s o  deve loped  Ins trum ents  to  

assess t h e  norms t h a t  a r e  o p e r a t i n g  in o r g a n i z a t i o n s .  In 

1983, Ki lmann and Saxton developed t h e  C u l t u r e - G a p ©

Survey .  There  Is  a g r e a t  dea l o f  s i m i l a r i t y  between th e  

th e o ry  and development o f  t h i s  in s t ru m e n t  and th e  o r i g i n a l  

work o f  A l l e n  and P i l n l c k  ( 1 9 7 0 ) .  Through s t a t i s t i c a l  and 

c l i n i c a l  a n a l y s i s ,  a s e t  o f  28 norms w ere  found t o  be most 

c o n s i s t e n t l y  o p e r a t i n g  In o r g a n i z a t i o n s .

Ki lmann and Saxton (1983 )  found two independent  

d i s t i n c t i o n s  a lo n g  which the  norms w ere  d e f i n e d .  The f i r s t  

d i f f e r e n t i a t e s  t h e  t e c h n i c a l  a sp ec ts  ( l . e  ta s k  support  and 

task  I n n o v a t i o n )  o f  work from th e  human a sp ec ts  ( I . e .  

personal  and s o c ia l  r e l a t i o n s h i p s )  o f  work .  T h is  

d i s t i n c t i o n  concurs  w i t h  Ba les  ( 1 9 5 2 ) ,  who through  

l a b o r a t o r y  e x p e r im e n t a t io n ,  found t h a t  group members s e t t l e d  

In to  " I n s t r u m e n t a l "  or  " e x p re s s iv e "  r o l e s .  Th is  

d i s t i n c t i o n  Is  a l s o  supported  by t h e  r e s u l t s  o f  s t u d i e s  o f  

o r g a n i z a t i o n a l  b e h a v io r  by K a t z e l l  ( 1 9 5 7 )  and Bennls  

( 1 9 6 6 ) .  The second d i s t i n c t i o n  d i f f e r e n t i a t e s  norms t h a t  

have a s h o r t  te rm  p e r s p e c t iv e  from norms t h a t  have a long
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term p e r s p e c t i v e .  Th is  d i s t i n c t i o n  concurs w i t h  Feldman's  

( 1 9 8 4 )  t h e o r e t i c a l  I d e n t i f i c a t i o n  o f  th e  types  o f  b eh a v io rs  

t h a t  come under n orm at iv e  c o n t r o l .

A lso  t h i s  d i s t i n c t i o n  has been f r e q u e n t l y  d iscussed as an 

o p e r a t i o n a l  ve rsus  s t r a t e g i c  focus (K i lm ann ,  1984 ) .  By 

p a i r i n g  modes o f  d i s t i n c t i o n s ,  fo u r  group ings  of  norms a re  

p o s s i b l e  ( n o t e  F i g u r e  2 ) .

These group ings  a r e  r e f e r r e d  t o  as norm c l u s t e r s .  Each 

c l u s t e r  has seven norm p a i r s  (see  Appendix A ) .  An example  

o f  a norm p a i r  Is :  "Share I n fo r m a t io n  o n ly  when I t  b e n e f i t s  

your own group";  "Share In fo r m a t io n  t o  he lp  th e  o r g a n i z a t i o n  

make b e t t e r  d e c i s i o n s " .  The f o l l o w i n g  d e s c r i p t i o n s  and 

examples were d e s c r ib e d  by Kilmann ( 1 9 8 4 ) .

The norms o f  Task Support  r e f l e c t  b eh av io rs  o f  

I n fo r m a t io n  s h a r i n g ,  h e lp in g  o t h e r  groups.  They a r e  a ls o  

concerned w i t h  e f f i c i e n c y .  For example ,  In some 

h i g h - t e c h n o l o g y  f i r m s  t h e r e  is  a lack  o f  c o o p e r a t io n  and 

I n f o r m a t i o n  s h a r i n g .  The norms of  Task In n o v a t io n  s t r e s s  

c r e a t i v i t y ,  be ing  rewarded f o r  c r e a t i v i t y  and doing new 

t h i n g s .  The most genera l  f i n d i n g  t o  d a t e  Is  t h a t  Task 

In n o v a t io n  I s n ' t  as s t rong  in American companies as I t  Is 

d e s i r e d  t o  be. The norms o f  S o c ia l  R e l a t i o n s h i p s  emphasize  

s o c i a l i z i n g  w i t h  o n e 's  work group and th e  m ix ing  o f  

f r i e n d s h i p s  w i t h  bus iness .  In some s o c ia l  s e r v i c e  a g e n c ie s ,  

th e s e  norms have been found t o  be o p e r a t i n g  so s t r o n g l y  t h a t  

too  much t im e  Is  spent  s o c i a l i z i n g  r a t h e r  than looking to  

g e t  t h e  nex t  Job done. The norms o f  Personal  Freedom a r e
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I n d i c a t i v e  o f  s e l f - e x p r e s s i o n ,  th e  e x e r c i s i n g  o f  d i s c r e t i o n  

and p le a s i n g  o n e 's  s e l f .  They a r e  not f r e q u e n t l y  found In 

v e r y  b u r e a u c r a t i c  o r g a n i z a t i o n s  where members may f e e l  

c o n f in e d  and c o n s t r a in e d .

T echn ica l Human

Task SocI a 1

S h o r t - t e r m Support R e l a t l o n s h 1ps

Task Persona 1

Long-term 1n n o v a t 1 on Freedom

FIGURE 2 

KILMANN -  SAXTON NORM CLUSTERS

For th e  purposes o f  t h i s  s tudy  th e  above norm c l u s t e r s  

w i l l  be used to  assess th e  p e r c e iv e d  norms In an 

o r g a n i z a t i o n a l  s e t t i n g  and w i l l  be r e f e r r e d  to  as th e  types  

o f  norms found in an o r g a n i z a t i o n ' s  c u l t u r e .

2 .2 2  O r g a n i z a t i o n  C u l t u r e  S tu d ie s  

C r i t i c i s m s  reg a rd in g  th e  e m p i r ic a l  s tudy o f  

o r g a n i z a t i o n  c u l t u r e  c e n t e r s  on th e  broad and v a r i e d  

m ethodo log ies  u t i l i z e d  t o  s tudy  t h i s  c o n s t r u c t  and th e  

s t r u g g l e  among academics t o  dec id e  i f  c u l t u r e  should be 

t r e a t e d  as an Independent v a r i a b l e  or  a dependent v a r i a b l e .
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Those who v iew  c u l t u r e  as an Independent  v a r i a b l e  seek to  

e x p l i c a t e  ways In which the  o r g a n i z a t i o n  can I n f l u e n c e  the  

f e e l i n g s  and b e h a v io rs  o f  i t s  members. Those who v iew  

c u l t u r e  as a dependent v a r i a b l e  a s s e r t  t h a t  a de term ined  

management may a l t e r  f e a t u r e s  o f  th e  o r g a n i z a t i o n ' s  c u l t u r e  

which may have developed as a n a t u r a l  ou tg row th  o f  I t s  

p a r t i c u l a r  t im e  and p la c e .

A ls o ,  t h e r e  Is c o n f r o n t a t i o n  between s t a t i s t i c i a n s  and 

phenomenolog I s t s  re g ard in g  th e  " s c i e n t i f i c  r i g o r "  o f  t h i s  

new f i e l d  (OuchI and W i l k i n s ,  1 98 5 ) .  Management t h e o r i s t s  

have tended t o  approach t h i s  f i e l d  w i t h  m u l t i v a r i a t e  

a n a l y s i s  o f  survey  and exp er im enta l  d a t a .  For example ,

Ouch I (1 9 8 3 )  employed q u e s t io n n a i r e s  t o  seek th e  d i f f e r e n c e s  

in th e  c u l t u r e s  o f  companies o f  "A" and " Z " . Meyer (1982 )  

used both q u e s t i o n n a i r e s  and c o n te n t  a n a l y s i s  o f  s t o r i e s  

o b ta in e d  In open-ended in te r v ie w s  t o  examine th e  c r e a t i o n  o f  

shared I d e o l o g i e s .  M a r t i n  and Power (1 9 8 3 )  used l a b o r a t o r y  

e x p e r im e n t a t io n  t o  demonstra te  t h a t  f a c t s  embedded In 

o r g a n i z a t i o n a l  s t o r i e s  a re  more p e r s u a s iv e  than a re  

q u a n t i t a t i v e  summaries.

S o c ia l  s c i e n t i s t s ,  on th e  o th e r  hand, have u t i l i z e d  

p a r t i c i p a n t  o b s e r v a t io n  and case s t u d i e s  which focus on the  

r i c h  and I n t e r e s t i n g  s t o r i e s  o f  o r g a n i z a t i o n a l  l i f e ;  

e thnography  which focuses on language and symbolism; and 

a r c h i v a l ,  h i s t o r i c a l  or  p u b l i c  documents t o  a r r i v e  a t  an 

u n d e rs ta n d in g  o f  a s o c ia l  group.  For example ,  C l a r k  ( 1 9 7 0 ) ,  

In h i s  s tudy  o f  o r g a n i z a t i o n a l  sagas a t  A n t io c h ,  Reed and
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Swarthmore c o l l e g e s ,  u t i l i z e d  h i s t o r i c a l  documents 

supplemented w i t h  I n t e r v i e w s ;  Dyer (1 9 8 4 )  In h is  s tudy  o f  

c u l t u r a l  e v o l u t i o n  a t  "Brown" company used In d u s t r y  r e p o r t s ,  

annual  r e p o r t s ,  i n t e r n a l  r e p o r t s ,  p u b l i c  records  and 

i n t e r v i e w s ;  Gregory  (1 9 8 3 )  I n te r v ie w e d  75 p r o f e s s i o n a l s  from 

s e v e r a l  S i l i c o n  V a l l e y  companies In her a n a l y s i s  o f  language  

used by th e s e  p r o f e s s i o n a l s  t o  e n a b le  them t o  make sense o f  

t h e i r  r a p i d l y  changing i n d u s t r y .  Kanter  (1983 )  u t i l i z e d  a 

m u lt lm e th o d  approach In her s tudy  o f  c o r p o r a t e  c u l t u r e  In 

American companies.  These methods Inc luded  c o n ten t  

a n a l y s i s ,  use o f  p u b l i c  r e c o r d s ,  in depth  I n t e r v ie w s ,  

personal  o b s e r v a t io n s  and c o n v e r s a t io n s ,  q u a l i t a t i v e  and 

q u a n t a t l v e  e m p i r i c a l  comparisons o f  f a c t o r s  encouraging  

In n o v a t io n  and I n l t a t i v e  In o r g a n i z a t i o n s .
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2 . 3  The S t r u c t u r e  o f  the  O r g a n i z a t i o n

The dominant approach used to  e x p l a i n  o r g a n i z a t i o n a l  

s t r u c t u r e s  In both  th e  management and s o c i o l o g i c a l  

l i t e r a t u r e  has been s t r u c t u r a l  con t ingency  t h e o r y .  Th is  

t h e o r y  s p e c i f i e s  an o v e r a l l  p e r s p e c t iv e  o f  m anag er ia l  

a d a p t a t i o n  t o  en v i ro n m e n ta l  c o n s t r a i n t s ,  as w e l l  as th e  

e lem ents  o f  c o n t e x t  t h a t  a f f e c t  s t r u c t u r a l  c h o ic e s .  For the  

purposes o f  t h i s  s tu d y ,  s t r u c t u r e  w i l l  r e f e r  t o  t h e  Job 

d e f i n i t i o n s ,  spans o f  c o n t r o l  and the  h i e r a r c h i e s  d e p ic te d  

by th e  o r g a n i z a t i o n a l  c h a r t .  The n a tu re  o f  t h e  s t r u c t u r e  

( e . g .  o r g a n l c l t y )  w i l l  r e f e r  to  th e  degree  o f  f o r m a l i z a t i o n  

o f  th e  s t r u c t u r e .

The t h r e e  e lem ents  o f  o r g a n i z a t i o n a l  c o n t e x t  t h a t  have 

been most f r e q u e n t l y  s t u d ie d  In s t r u c t u r a l  c o n t in g e n c y  

th e o r y  a r e :  en v i ro n m e n t ,  s i z e ,  and techno logy  ( P f e f f e r ,

1 9 8 2 ) .  The p r im a ry  concern In t h i s  study is  th e  

en v ironm en ta l  c o n t e x t .  However, f i n d in g s  on th e  s i z e  o f  

o r g a n i z a t i o n s  w i l l  a l s o  be b r i e f l y  rev iew ed .  W h i le  

tech n o lo g y  can be an Im por tan t  v a r i a b l e ,  i t  has not  been 

found t o  be o f  o v e r r i d i n g  Importance as th e  “new wave 

g a t h e r i n g  f o r c e  appears  t o  be th e  env ironment"  (Perrow ,

1 9 8 6 : 1 7 8 ) .

Burns and S t a l k e r  (1 9 6 1 )  looked a t  th e  o r g a n i z a t i o n  as 

a whole  and concluded t h a t  th e  " id e a l  type"  o f  w ork ing  

o r g a n i z a t i o n  depends on t h e  degree o f  u n c e r t a i n t y  in th e  

o r g a n i z a t i o n ' s  e n v i ro n m e n t .  The m e c h a n is t ic  system has 

r i g i d l y  s e t  f u n c t i o n a l  d u t i e s ,  p r e c i s e  Job d e s c r i p t i o n s ,
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f i x e d  a u t h o r i t y  and r e s p o n s i b i l i t y ,  and a we I I developed  

h i e r a r c h y  through  which In fo rm a t io n  f lo w s  up and 

i n s t r u c t i o n s  f lo w  down. The organ Ism Ic  ( h e r e i n a f t e r  

o r g a n ic ,  B e nn ls ,  1966) form has less formal  Job 

d e s c r i p t i o n s ,  g r e a t e r  emphasis on a d a p t a b i l i t y ,  a l a t e r a l  

r a t h e r  than  v e r t i c a l  d i r e c t i o n  o f  communicat ion ,  and a 

network s t r u c t u r e  o f  c o n t ro l  and a u t h o r i t y .  O rgan ic  

s t r u c t u r e s  p e r m i t  t h e  f a s t e r ,  more f l e x i b l e  responses needed 

t o  o p e r a t e  In an u n s ta b le ,  r e l a t i v e l y  u n p r e d ic t a b le  

e n v I r o n m e n t .

Bennls ( 1 9 6 6 : 1 8 8 )  in d ic a te d  t h a t  In an o r g a n ic  system 

t h e r e  w i l l  be less l o y a l t y  t o  th e  work group and "people  

w i l l  le a rn  t o  deve lo p  quick and In te n s e  r e l a t i o n s h i p s  on the  

Job and l e a r n  t o  bear th e  loss o f  more end ur ing  work 

r e l a t i o n s h i p s " .  He f e l t  t h i s  was because th e  o rg a n ic  

s t u c t u r e  p e r m i ts  and even encourages t r a n s i e n c e  r a t h e r  than  

permanent r e l a t i o n s  o f  people  t o  each o t h e r  and to  task  

ass ignment .  Burns and S t a l k e r  (1 9 6 1 )  found t h a t  successfu l  

f i r m s  e x h i b i t e d  a m e c h a n is t ic  system In a s t a b l e  environment  

( low u n c e r t a i n t y )  and an o rg a n ic  system In r a p i d l y  changing  

env ironm en ta l  c o n d i t i o n s  (h ig h  u n c e r t a i n t y ) .

Lawrence and Lorsch ( 1 9 6 7 ) ,  s tu d y in g  f u n c t io n a l  u n i t s  

w i t h i n  l a r g e  o r g a n i z a t i o n s ,  reached a s i m i l a r  con c lu s ion  to  

t h a t  o f  Burns and S t a l k e r  ( 1 9 6 1 ) .  They found successfu l  

f i r m s  f a c i n g  an u n c e r t a i n  env ironment  had a more 

d i f f e r e n t i a t e d  s t r u c t u r e  and th e  a b i l i t y  t o  i n t e g r a t e  these  

d i f f e r e n t  dep ar tm ents  e f f e c t i v e l y  than d id  less successfu l
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f i r m s .  D i f f e r e n t i a t i o n  d e a ls  w i t h  t h e  degree o f  n o rm a t iv e  

s t r u c t u r e  p r e s e n t .  Norm at ive  s t r u c t u r e  Is  th e  d eg ree  of  

seg m enta t ion  in an o r g a n i z a t i o n ' s  s u b u n i t s .  The more 

u n c e r t a i n  t h e  env ironm ent ,  th e  more d e p a r t m e n t a l i z e d  the  

s t r u c t u r e  o f  t h e  o r g a n i z a t i o n ,  in c lu d in g  i t s  s u b u n i t s .  

Through d i f f e r e n t i a t i o n  th e  s u b u n i t  a t te m p ts  t o  cope w i t h  

I t s  p a r t i c u l a r  e nv ironm en t .  D i f f e r e n t i a t i o n  Im p l ie s  t h a t  

members o f  each u n i t  w i l l  see problems In v o lv in g  them w i t h  

o t h e r  u n i t s  o f  th e  o r g a n i z a t i o n  p r i m a r i l y  from t h e i r  own 

p o i n t  o f  v ie w ,  thus  c r e a t i n g  th e  p o t e n t i a l  f o r  c o n f l i c t .

As d i f f e r e n t i a t i o n  In c r e a s e s ,  so does the  need fo r  

I n t e g r a t i o n .  I n t e g r a t i o n  is  t h e  q u a l i t y  o f  the  necessary  

r e l a t i o n s h i p s  among th e  u n i t s  o f  t h e  o r g a n i z a t i o n  I f  th e  

o r g a n i z a t i o n ' s  o v e r a l l  goa ls  a r e  t o  be a c h ie v e d .  Lawrence  

and Lorsch (1 9 6 7 )  c i t e d  two approaches t o  i n t e g r a t i o n :  a )  

t h e  use o f  formal  h i e r a r c h y  o f  a u t h o r i t y ,  r u l e s ,  p rocedures ;  

and b) t h e  use o f  c r o s s f u n c t i o n a l  teams and team le a d e r s ,  

more open communicat ion,  in f l u e n c e  based on knowledge and 

e x p e r t i s e  r a t h e r  than formal a u t h o r i t y .  These two 

approaches t o  i n t e g r a t i o n  a r e  q u i t e  s i m i l a r  to  th e  

m e c h a n is t i c  and o r g a n ic  systems d e s c r ib e d  by Burns and 

S t a l k e r  ( 1 9 6 1 ) .  Research f i n d i n g s  I n d i c a t e  t h a t  in 

d i f f e r e n t i a t e d  o r g a n i z a t i o n s  a h igh  q u a l i t y  o f  i n t e g r a t i o n  

is  r e l a t e d  t o  goal achievement as de te rm in ed  by members and 

groups w i t h i n  th e  o r g a n i z a t i o n  (L o r s c h ,  1 9 7 7 ) .
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W h i le  Increased  d i f f e r e n t i a t i o n  w i t h  c o r re s p o n d in g  

q u a l i t y  I n t e g r a t i o n  seem t o  be the  mark o f  improved  

perform ance f o r  o r g a n i z a t i o n s  f a c in g  u n c e r t a i n  env ironm en ts ,  

G a l b r a i t h ' s  (1 9 7 3 )  s tu d y  on in fo rm a t io n  p ro c e s s in g  added 

a d d i t i o n a l  c l a r i t y .  In essence,  G a l b r a i t h  found t h a t  

improved per form ance  f low ed  from th e  Improved I n fo r m a t io n  

process ing  and d e c is i o n  making,  which In t u r n  f low ed  from 

having th e  k in d  o f  d i f f e r e n t i a t i o n  and i n t e g r a t i o n  r e q u i r e d  

t o  p ic k  up and process t h e  p e r t i n e n t  d a ta  from th e  r e l e v a n t  

e n v I r o n m e n t .

As an o r g a n i z a t i o n  is  an open system, t h e r e  is  a 

c o n s ta n t  need f o r  en v i ro n m e n ta l  s u p p o r t .  In t h e  s i m p le s t  

te rm s ,  resou rces  must f lo w  in and o u tp u ts  must be acc e p te d .  

Co nsequ ent ly ,  subsystems deve lo p  a t  th e  b o u n d ar ie s  o f  th e  

o r g a n i z a t i o n  t h a t  have more f re q u e n t  c o n ta c t  w i t h  t h e  

e x t e r n a l  env ironm ent  than  o t h e r  subsystems In th e  

o r g a n i z a t i o n .  L e i f e r  and Huber (1977 )  were a b l e  t o  document 

t h a t  th e  s t r u c t u r e s  and b e h a v io r s  o f  managers In f u n c t i o n a l  

a re a s  f r e q u e n t l y  In v o lv e d  w i t h  boundary spanning a c t i v i t i e s  

impacted p e r c e iv e d  e n v i ro n m en ta l  u n c e r t a i n t i e s .  That  I s ,  

managers In th e  same o r g a n i z a t i o n  but  w i t h  d i f f e r e n t  

f u n c t i o n a l  r e s p o n s i b i l i t i e s  may p e r c e iv e  t h e i r  

o r g a n i z a t i o n ' s  env ironm ent  d i f f e r e n t l y  from each o t h e r .

Ka tz  and Kahn (1 9 7 8 )  i d e n t i f i e d  t h r e e  ty p e s  o f  boundary  

subsystems: procurem ent ,  d i s p o s a l ,  and i n s t i t u t i o n a l  

r e l a t i o n s .  The f u n c t i o n a l  c a t e g o r i e s  a s s o c ia te d  w i t h  these  

subsystems a r e :  p u rch as in g  o f  m a t e r i a l  re s o u rc e s ;  a c q u i r i n g
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human r e s o u rc e s ;  m a rk e t in g  and p u b l i c  r e l a t i o n s .  A lso ,  

Schwab, Ungson and Brown (1985 )  in a s tudy  o f  376 managers 

from 36 wood p ro d u c ts  and e l e c t r o n i c s  f i r m s  found t h a t  these  

f u n c t i o n a l  a r e a s  were s i g n i f i c a n t l y  r e l a t e d  t o  those who 

have p r im a r y  r e s p o n s i b i l i t y  f o r  d e a l i n g  w i t h  th e  e x t e r n a l  

en v i ro n m e n t .  As th e  managers o f  each o f  th ese  subsystems  

a r e  In v o lv e d  in d i f f e r e n t  f u n c t io n a l  r e s p o n s i b i l i t i e s ,  

b e h a v io rs  and p e r c e p t i o n s  o f  th e  env ironm ent  may be 

d i f f e r e n t .  As a r e s u l t ,  the  d i r e c t i o n  o f  c a u s a l i t y  assumed 

in models o f  e n v i r o n m e n t a l /  s t r u c t u r a l  a d a p t a t i o n s  Is  

que st ione d  in t h a t  o r g a n i z a t i o n a l  s t r u c t u r e s  (boundary  

spanning subsystems and t h e i r  b e h a v io r s )  may I n f lu e n c e  

en v i ro n m en ta l  p e r c e p t i o n s .

S i z e  is  one o f  t h e  prominent  c h a r a c t e r i s t i c s  o f  an 

o r g a n i z a t i o n  and Is  a f a i r l y  c o n s i s t e n t  c o r r e l a t e  o f  many 

o r g a n i z a t i o n a l  a t t r i b u t e s .  There  a r e  many I n d ic a t o r s  o f  

s i z e  ( i . e .  s a l e s  volume,  net  a s s e t s ,a n d  square  fo o ta g e )  but  

most s t u d i e s  have used number o f  employees.  T h is  measure was 

used in th e  c u r r e n t  s tudy  as a main concern  is human 

p e r c e p t io n s  and r e l a t i o n s h i p s  and not  w i t h  o u tp u t  volumes.

The b a s ic  arguments t h a t  d e r i v e  from th e  l i t e r a t u r e  on 

s i z e  a r e  as f o l l o w s .  S i z e  is:

a)  p o s i t i v e l y  a s s o c ia te d  w i t h  s t r u c t u r a l  d i f f e r e n t i a t i o n

( H a l l ,  Haas, Johnson, 1967; Pugh, H ickson ,  and

H e n n I n g s , 1969; B lau ,  1970; Blau and Schoenherr ,  1971 ) ;

b) p o s i t i v e l y  a s s o c ia te d  w i t h  th e  presence o f  more a c t 

i v i t i e s  o f  th e  same genera l  t y p e  ( i . e .  th e  s c a le  o f
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o p e r a t i o n s )  (B la u ,  1970; B lau  and Schoenherr ,  1971) ;

c )  n e g a t i v e l y  r e l a t e d  t o  c e n t r a l i z a t i o n  (Pugh, Hickson,  

and Hennings, 1969; B lau  and Schoenherr ,  1 97 1 ) ;

d) p o s i t i v e l y  r e l a t e d  t o  f o r m a l i z a t i o n ;  ( H a l l ,  Haas,  

Johnson, 1967; Pugh, H ickson ,  and Hennings,  1969;

Blau and Schoenherr ,  1 9 7 1 ) .

R e c e n t ly  C u l l e n  e t  a I ( 1 9 8 6 )  re -exam ined  B l a u ' s  th e o ry  

o f  s t r u c t u r a l  d i f f e r e n t i a t i o n  by q u e s t io n in g  whether  I t  was 

a t h e o r y  o f  s t r u c t u r a l  change o r  s c a l e .  These re s e a rc h e rs  

concluded t h a t  B l a u 's  t h e o r y  o f f e r s  a b e t t e r  e x p la n a t i o n  of  

s c a l e  than  o f  change. Of r e le v a n c e  t o  t h i s  s tu d y ,  which has 

as I t s  sample high growth ,  smal l  p u b l i c  companies,  is  one of  

th e  reasons f o r  th e  a fo rem ent io ned  c o n c lu s io n .  That  I s ,  

r a p i d  growth  o r g a n i z a t i o n s  tend t o  behave congruent  w i t h  

B l a u ' s  s t r u c t u r a l  d l f f e r e n t l o n  t h e o r y .

M ln t z b e r g  ( 1 9 7 9 ) ,  in h is  r e v ie w  o f  t h e  s t r u c t u r i n g  o f  

o r g a n i z a t i o n s ,  s t a t e d  t h a t  as o r g a n i z a t i o n s  In c rease  in s i z e  

th ey  become more f o r m a l i z e d ,  s p e c i a l i z e d  and c e n t r a l i z e d ,  

c r e a t i n g  a tendancy fo r  the  o r g a n i z a t i o n  t o  become more 

b u r e a u c r a t i c .  Th is  s t r u c t u r i n g  o f  a c t i v i t i e s  -  

s p e c i a l i z a t i o n ,  f o r m a l i z a t i o n  and c e n t r a l i z a t i o n  -  a f f e c t s  

en v i ro n m en ta l  scanning and In fo r m a t io n  p roce ss ing  by 

c r e a t i n g  la y e r s  o f  management t h a t  slow down th e  process of  

I n f o r m a t i o n  t r a n s m i t t a l .  T h is  decre ases  th e  o p p o r t u n i t y  of  

cross  f e r t i l i z a t i o n  o f  ideas and In fo r m a t io n  s h a r in g  among 

s p e c i a l i z a t i o n s .  With  s p e c i a l i z a t i o n ,  t h e r e  Is  an Increase  

In th e  number o f  p r o f e s s i o n a l s .  T h e i r  o c c u p a t io n a l  r o l e
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( i . e .  depar tm enta l  a f f N a t i o n )  may I n f lu e n c e  how th ey  

p e r c e iv e  and I n t e r p r e t  In fo r m a t io n  from the  env ironm ent  

(S o n n e n fe ld ,  1 98 1 ) ,  thus  cau s in g  a s u b s t a n t i a l  d i f f e r e n c e  In 

m anager ia l  p e r c e p t io n s  a c ro s s  th e  o r g a n i z a t i o n  w i t h i n  

d i f f e r e n t  l e v e ls  o f  s t r u c t u r i n g .  As a r e s u l t ,  s t r u c t u r e  

cou ld  impact m anager ia l  p e r c e p t i o n s  o f  th e  o r g a n i z a t i o n ' s  

e nv ironm ent .  Th is  Im p l ie s  a two way r e l a t i o n s h i p  between  

s t r u c t u r e  and p e rc e iv e d  e n v i ro n m en ta l  u n c e r t a i n t y  

( Y a s a I - A r d e k a n I , 1 98 6 ) .

Scheln (1 9 8 5 :2 7 3 )  i n d i c a t e s  t h a t  In th e  s tudy  o f  

o r g a n i z a t i o n  c u l t u r e ,  g e n e r a t i o n a l  age, r a t h e r  than  s i z e  and 

c o m p le x i t y ,  Is o f  p r im a ry  Importance .  G e n e r a t io n a l  age  

"means whether  th e  company is s t i l l  managed by th e  founder  

( f i r s t  g e n e r a t i o n ) ,  by t h e  f o u n d e r 's  f a m i l y  (second o r  t h i r d  

g e n e r a t i o n ) ,  or  by p r o f e s s i o n a l  managers who have no 

s u b s t a n t i a l  ownership and c o n t r o l .  A f i r s t  or  

s e c o n d -g e n e ra t io n  company can become v e ry  la rg e  and complex,  

and a f u l l y  p r o f e s s i o n a l i z e d  company can remain smal l  and 

s i m p l e . "

The growth s tages  and g e n e r a t i o n a l  age as I d e n t i f i e d  by 

Scheln (1985)  a r e  as f o l l o w s .

a )  B i r t h  and E a r l y  growth -  founder d o m in a t io n ,  p o s s ib le  

fam I Iy domInat I  on ;

b) O r g a n i z a t i o n a l  M i d l i f e  -  p r o f e s s io n a l  managers;  

expansion o f  p ro d u c ts  and m arkets ;

c )  O r g a n i z a t i o n a l  m a t u r i t y  -  p r o f e s s io n a l  managers;  

m a t u r i t y  or  d e c l i n e  o f  m arke ts ;
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The o r g a n i z a t i o n s  in t h i s  s tudy  a r e  small  p u b l i c  companies  

t h a t  a r e  e x p e r ie n c in g  high growth r a t e s  and a r e  In t h e  e a r l y  

growth s t a g e .  Seventy t h r e e  o f  th e  one hundred f i r m s  in 

t h e  sample s t i l l  have the  founder  as t h e  c h i e f  e x e c u t i v e  

o f f i c e r .  The c u l t u r a l  t h r u s t  o f  o r g a n i z a t i o n s  In th e  e a r l y  

growth s ta g e  comes from th e  founders  and t h e i r  assum pt ions .  

C u l t u r e  a c t s  as th e  p s y c h o lo g ic a l  "g lue"  t h a t  ho lds  th e  

group t o g e t h e r  and Is l i k e l y  t o  be v e ry  s t r o n g .  Scheln  

( 1 9 8 5 :2 3 4 )  l i s t s  th e  f o l l o w in g  as reasons f o r  t h i s  s t r e n g t h  

a)  th e  p r im a ry  c r e a t o r s  o f  th e  c u l t u r e  a r e  s t i l l  p r e s e n t ;  b)  

the  c u l t u r e  h e lp s  the  group d e f i n e  i t s e l f  and make i t s  way 

in to  a p o t e n t i a l l y  h o s t i l e  env ironm en t ;  c )  many e lem ents  o f  

th e  c u l t u r e  have been learned  as de fenses  a g a in s t  a n x i e t y  as 

th e  group has s t r u g g le d  to  m a i n t a i n  and b u i l d  I t s e l f .

2 . 4  F a c to r s  That A f f e c t  M a n a g e r ia l  P e r c e p t io n s  

P e r c e p t io n  Is  a mental p rocess ,  which by d e f i n i t i o n ,  Is 

not d i r e c t l y  o b s e r v a b le .  Through p e r c e p tu a l  processes  

I n d i v i d u a l s  o r g a n iz e  and e v a l u a t e  d i f f e r e n t  s t i m u l i .

Research has shown t h a t  t h e r e  a r e  d i f f e r e n c e s  among 

I n d i v i d u a l s  In t h e i r  p e r c e p t io n s  and t h e i r  t o l e r a n c e s  f o r  

a m l b l g u l t y  ( B e r l y n e ,  196 8 ) .  As managers a r e  th e  pr ime  

a c t o r s  In p e r c e i v i n g  the  env ironm ent  and a t t e m p t i n g  to  

change the  o r g a n i z a t i o n  c u l t u r e ,  i t  is  Im p or tan t  to  In c lu d e  

t h i s  v a r i a b l e  as p a r t  o f  the  rese arch  model.
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The Importance o f  m anag er ia l  p e r c e p t io n s  was c l e a r l y  

reco g n ize d  by Duncan ( 1 9 7 2 ) ,  In h is  s tudy  t h a t  used 

p e r c e p tu a l  measures o f  t h e  env ironm ent .  M i l e s ,  Snow and 

P f e f f e r  ( 1 9 7 4 )  c l a i m  t h a t  o r g a n i z a t i o n a l  members e n a c t  t h e i r  

env ironm ents  through  p e r c e p tu a l  processes o f  a t t e n t i o n .

They a l s o  ( p . 234)  " h e a v i l y  emphasize m anag er ia l  p e r c e p t i o n s  

as a key v a r i a b l e "  in how o r g a n i z a t i o n s  a d j u s t  t o  

en v i ro n m en ts .  C h i l d  ( 1 9 7 2 )  argued t h a t  th e  e f f e c t s  o f  th e  

env ironm ent  on t h e  o r g a n i z a t i o n  a re  m edia ted  through th e  

f i l t e r  o f  m an ag er ia l  p e r c e p t i o n s .  I t  Is  f e l t  t h a t  

m anag er ia l  b e l i e f s  o r  p e r c e p t io n s  i n f l u e n c e  th e  s t r u c t u r e  o f  

th e  o r g a n i z a t i o n  ( P f e f f e r ,  1 9 8 2 ) .  W h i le  th e  r e v e r s e  o f  t h i s  

a s s e r t i o n  may be p o s s i b l e ,  I t  Is  Improbable as th e  s t r u c t u r e  

would have t o  be p e r c e iv e d  b e f o r e  I t  cou ld  be e n a c te d .

Human in fo r m a t io n  process ing  rese arch  suggests  t h a t  

i n d i v i d u a l s  d i f f e r  in th e  c o m p l e x i t i e s  o f  t h e i r  c o g n i t i v e  

s t r u c t u r e s .  I n d i v i d u a l s  w i t h  complex c o g n i t i v e  s t r u c t u r e s  

p e r c e iv e  many en v i ro n m e n ta l  d imensions and a r e  a b l e  t o  a p p ly  

more complex and v a r i e d  c l a s s i f i c a t i o n  schemes t o  th e  

phenomena be ing  addressed (S ch ro d er ,  D r i v e r ,  and S t r e u f e r t ,

196 7 ) .  I n d i v i d u a l s  d i f f e r  In c o g n i t i v e  s t y l e  (Jung,  1923;  

1966) and as a r e s u l t  may u t i l i z e  d i f f e r e n t  d imensions In 

p e r c e i v i n g  i n fo r m a t io n  and in making d e c is i o n s .

T a g g a r t  and Robey (1 9 8 1 )  u t i l i z e  th e  concept  o f  

c o g n i t i v e  s t y l e  (Jung,  1923) as an approach t o  human 

i n fo r m a t io n  p r o c e s s in g .  The two dimensions o f  t h e  Jung I an 

f ramework a r e  t h e  input  d a ta  dimension and th e  d e c is i o n
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making d im ension .  Accord ing t o  Jung, I n d i v i d u a l s  can ta k e  

d a ta  in by e i t h e r  s e n s a t io n  o r  i n t u i t i o n .  Most i n d i v i d u a l s  

w i l l  tend t o  use one k ind  o f  p rocess .  Sensing types  ta k e  In 

In fo rm a t io n  through th e  senses and a r e  most c o m f o r ta b le  when 

a t t e n d i n g  t o  th e  d e t a i l s ,  and s p e c i f i c s  o f  any s i t u a t i o n .  

I n t u i t i v e  types  ta k e  In i n fo r m a t io n  by looking  a t  the  

s i t u a t i o n  as a whole and a r e  c o m f o r ta b le  w i t h  a t t e n d i n g  to  

th e  h y p o t h e t i c a l  p o s s i b i l i t i e s  o f  a s i t u a t i o n .

Jung proposed t h a t  t h e r e  were two ways o f  making a 

d e c is i o n :  t h i n k i n g  o r  f e e l i n g .  T h in k in g  types  base t h e i r  

d e c is io n s  on impersonal ,  l o g ic a l  modes o f  reasoning  and w i l l  

not f e e l  c o m f o r ta b le  un less  th e y  have a l o g i c a l ,  a n a l y t i c a l  

b a s is  f o r  making d e c is i o n s .  They weigh th e  f a c t s  and 

im p erso n a l ly  Judge what is t r u e  and f a l s e .  F e e l i n g  types  

make t h e i r  d e c is io n s  based on personal  c o n s id e r a t i o n s  o f  the  

s i t u a t i o n .  They a r e  s k i l l e d  a t  u n d ers ta nd ing  o th e r  p e o p le 's  

f e e l i n g s  and a n a ly z i n g  s u b j e c t i v e  im press ions .  Four 

c o g n i t i v e  s t y l e s  r e s u l t  from combining th ese  d imensions.  

F ig u r e  3 shows th e  d i f f e r e n t  c o g n i t i v e  s t y l e s  and 

e a c h 's  p e r c e p t io n  o f  t h e i r  idea l  t y p e  o f  o r g a n i z a t i o n  

( M i t r o f f ,  1983; M i t r o f f  and K i lmann,  1 9 7 6 ) .

I t  should be noted t h a t  th e  Jungian framework does not  

say one s t y l e  (o r  o r g a n i z a t i o n  d es ig n )  is r i g h t  or  wrong,  

good or  bad. A lso  an o r g a n i z a t i o n  where members a r e
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p r e d o m in a n t ly  ST, may have s u b u n i ts  o f  o t h e r  typ es  ( e . g .

NF) t o  dea l  w i t h  p a r t i c u l a r  asp e c ts  o f  th e  e n v i ro n m e n t .  The

Junglan ty p o lo g y  can be used as a powerfu l  t o o l  fo r  

a n a l y z i n g  o r g a n i z a t i o n a l  s t r u c t u r e  ( M i t r o f f ,  1 9 8 3 ) .  For  

example ,  In an o r g a n i z a t i o n  where b u r e a u c r a t i c  

c h a r a c t e r i s t i c s  a re  necessary  f o r  success ( I . e .  u t i l i t i e s  or  

ac c o u n t in g  f i r m s ) ,  th e  persons w i t h  t h e  c o g n i t i v e  s t y l e  t h a t  

b e s t  s u i t s  t h i s  s i t u a t i o n  would be most c o m f o r ta b le  work ing  

in t h a t  o r g a n i z a t i o n .

M i t r o f f  and Kiimann (1 9 7 6 )  u t i l i z e d  th e  Junglan  

t y p o lo g y  t o  s tudy  d e c is io n  making b e h a v io rs  o f  MBA 

s t u d e n t s .  They found t h a t  th e  types  were u s e fu l  In 

p r e d i c t i n g  ways in which d e c is i o n s  would be approached.

A ls o ,  Myers ( 1 9 7 0 ) ,  found t h a t  c e r t a i n  types  were a t t r a c t e d  

t o  c e r t a i n  f i e l d s .  For example ,  STs p redo m ina te  In business

and a d m i n i s t r a t i o n ;  NTs tend t o  go i n t o  s c ie n c e  and 

r e s e a r c h ;  NFs a r e  found In th e  p r o f e s s io n s  o f  c o u n s e l l i n g  

and w r i t i n g ;  and SFs a re  a t t r a c t e d  to  s a l e s  and s e r v i c e  

p r o f e s s  I o n s .

E x i s t i n g  work t h a t  a t te m p ts  t o  deve lop  t h e o r i e s  o f  

o r g a n i z a t i o n a l  c u l t u r e  from a p s y c h o lo g ic a l  p o i n t  o f  v iew  

tend t o  be m id - ra n g e  r a t h e r  than grand a b s t r a c t i o n s  (Ouchl  

and W i l k i n s ,  1 9 8 5 ) .  One approach t h a t  is  r e l e v a n t  t o  th e  

c u r r e n t  s tudy  p o in t s  to  th e  u n d e r ly in g  assumptions t h a t  g iv e  

meaning t o  t h e  s u r fa c e  m a n i f e s t a t i o n s  o f  c u l t u r e .  M i t r o f f  

( 1 9 8 3 )  and Dandr idge (1980 )  suggest  th e  use o f  Jung I nan 

a r c h t y p e s  as mean I n g - s t r u c t u r e s  t o  he lp  them c h a r a c t e r i z e
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deeper l a y e r s  o f  meaning In o r g a n i z a t i o n a l  l i f e .  M i t r o f f  

( 1 9 8 3 )  c i t e d  Deal and Kennedy ( 1 9 8 2 )  t o  propose t h a t  th e  

concept  o f  t h e  o r g a n i z a t i o n ' s  c u l t u r e  can be e x p la in e d  In 

terms o f  t h e  types  o f  c h a r a c t e r s  p r e s e n t  In an o r g a n i z a t i o n  

and I t s  system o f  I n t e r a c t i o n  ( I . e .  s t r u c t u r e ) .  I t  may be

t h a t  an o r g a n i z a t i o n ' s  c u l t u r e  can be e x p la in e d  t o  some 

degree  by t h e  predominant  c o g n i t i v e  s t y l e  In t h a t  

o r g a n i z a t i o n .  Scheln  (1985 )  sup por ts  t h i s  p r o p o s i t i o n  by 

s t a t i n g  t h a t  c o g n i t i v e  s t y l e s  p la y  a r o l e  In the  c u l t u r a l  

o r i g i n s  o f  a new group.  In a new s i t u a t i o n  we unco n sc io u s ly  

a t te m p t  t o  c o n s t r u c t  our s o c ia l  env ironm ent  In accordance  

w i t h  our c o g n i t i v e  s t y l i s t i c  p r e f e r e n c e  (S c h e ln ,  1 9 8 5 ) .

O r g a n i z a t i o n a l  r o l e s ,  b e l i e f s  and Id e o lo g ie s  a l s o  

a f f e c t  i n d i v i d u a l s '  p e r c e p t i o n s .  B e l i e f s  r e s t  on I m p l i c i t  

assumptions t h a t  go u n c h a l len g ed .  S ta rbuck  (1976 )  argued  

t h a t  I n d i v i d u a l  b e l i e f s  s t r o n g l y  shape t h e i r  I n t e r p r e t a t i o n s  

of  e v e n ts .  P a r t i c u l a r  b e l i e f s  can g e n e r a te  a c t i v i t y  programs  

to  r e p e a t  e a r l i e r  successes and o r g a n i z a t i o n a l  commitment  

thus r e i n f o r c i n g  th e  I n e r t i a  ( e . g . c u l t u r e )  o f  th e  

o r g a n i z a t i o n  (Nystrom and S ta r b u c k ,  1 9 8 4 ) .  C l a r k  (1 9 7 2 )  

found t h a t  a c t i v i t y  programs r e f l e c t  o r g a n i z a t i o n a l  

i d e o lo g ie s  and myths .  O ther  r e s e a rc h  has shown t h a t  

a c t i v i t y  programs h e lp  o r g a n i z a t i o n s  c l i n g  t o  t r a d i t i o n a l  

b e l i e f s  and w o r ld w id e  views (Nystrom,  Hedberg,  and S ta r b u c k ,  

19 7 6 ) .  As a r e s u l t ,  they  can reduce p e r c e p tu a l  s e n s i t i v i t y  

and c o n s e q u e n t ly  loosen t h e  f i t  between o r g a n i z a t i o n s  and 

t h e i r  en v i ro n m e n ts .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

53

E a r l y  s t u d i e s ,  o t h e r  than Lorsch and Morse ( 1 9 7 4 ) ,  on 

managers'  p e r c e p t io n s  about  t h e i r  env ironm ents  had a major  

drawback:  each f a i l e d  t o  re c o g n iz e  t h a t  f a c t o r s  o th e r  than  

en v i ro n m en ts ,  such as human In fo r m a t io n  p ro c e s s in g ,  can 

I n f l u e n c e  p e r c e p t io n s  ( Y a s a I - A r d e k a n I , 1 9 8 6 ) .  Lorsch and 

Morse (1 9 7 4 )  found t h a t  a t h r e e  way f i t  between I n d i v i d u a l  

p r e d i s p o s i t i o n  ( e . g . d l f f e r e n t  ta s k s  seem t o  be a t t r a c t i v e  to  

persons w i t h  d i f f e r e n t  p s y c h o lo g ic a l  m ake -ups ) ,  

o r g a n i z a t i o n a l  arrangements and th e  env ironm ent  a l lo w e d  th e  

I n d i v i d u a l  a g r e a t e r  degree o f  c o n f id e n c e .  T h is  In t u r n  

c o n t r i b u t e d  t o  h ig h er  per form ance .

In an a t te m p t  to  c a p tu r e  what has been m iss ing  In 

p r e v io u s  s t u d i e s  on p e rc e iv e d  en v i ro n m en ta l  u n c e r t a i n t y ,  

c o g n i t i v e  s t y l e  was used in t h i s  s tu d y .  I t  was 

o p e r a t i o n a l i z e d  v i a  use o f  th e  a b b r e v ia t e d  form ( form AV) o f  

th e  M y e r s -B r ig g s  Type I n d i c a t o r  (see  Appendix A ) .

C a r l y n  (1 9 7 7 )  conducted a comprehensive assessment o f  

th e  M y e r s - B r lg g s  Type I n d i c a t o r  (MBTI) ,  a s e l f - r e p o r t  

i n v e n to r y  t h a t  was developed by K a t h e r i n e  B r ig g s  and Isabe l  

B r iggs  Myers t o  measure th e  v a r i a b l e s  In Jung's  p e r s o n a l i t y  

t y p o lo g y .  R e s u l ts  o f  e x t e n s iv e  i n t e r c o r r e l a t i o n  s t u d i e s ,  

r e l i a b i l i t y  and v a l i d i t y  s t u d ie s  In d ic a t e d  t h a t  th e  MBTI Is 

an a d e q u a t e ly  r e l i a b l e  s e l f - r e p o r t  In v e n t o r y .  A ls o ,  th e  

Sensat I  on-1n tu111  on and T h i n k i n g - F e e l i n g  s c a le s  appear t o  be 

r e l a t i v e l y  independent o f  each o t h e r ,  measur ing dimensions  

o f  p e r s o n a l i t y  which seem to  be q u i t e  s i m i l a r  to  those  

p o s t u l a t e d  by C a r l  Jung.
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2 . 5  The I n t e r r e l a t e d n e s s  o f  C u l t u r e ,  O r g a n l c l t y ,  

C o g n i t i v e  S t y l e  and Environmenta l  U n c e r t a i n t y  

Scheln  ( 1 9 8 5 : 1 2 2 )  l inked  s t r u c t u r e  and t h e  development  

o f  c u l t u r a l  norms In th e  f o l l o w in g  manner: "McGregor 's

(1960 )  b ig  I n s i g h t  In h is  a n a l y s i s  o f  Theory X Theory Y was 

t h a t  as a s t r u c t u r e  Im p l ies  a c e r t a i n  assumption about  human 

n a t u r e ,  p eo p le  may begin  to  adapt  t o  t h a t  s t r u c t u r e  by 

behaving In t h e  manner they a r e  "expected" t o  behave" .  That  

I s ,  th ey  may develop  norms t h a t  comply w i t h  t h e  u n w r i t t e n  

r u l e s  t h a t  seem to  be d i c t a t e d  by s t r u c t u r e .  For example,

I f  management, f o r  t r a d i t i o n ' s  sake ,  m a i n t a in s  a c e n t r a l i z e d  

and f o r m a l i z e d  s t r u c t u r e  y e t  Is t h i n k i n g  and a c t i n g  l i k e  i t  

e x i s t s  In an in n o v a t i v e ,  lo o se ly  coupled f i r m ,  I t  r i s k s  

sending th e  wrong message to  i t s  employees.  A r g y r i s  (1962 )  

p u rp o r te d  t h a t  b u r e a u c r a t i c  v a lu e s  tend t o  s t r e s s  th e  

r a t i o n a l ,  t a s k  asp ec ts  o f  th e  work and to  Ign o re  th e  human 

f a c t o r s  t h a t  r e l a t e  t o  th e  t a s k .  T h is  may lead to  poor ,  

m i s t r u s t f u l  r e l a t i o n s h i p s  among th e  m anag er ia l  c l a s s  which  

in t u r n  c o u ld  decre ase  th e  e f f e c t i v e n e s s  o f  t h e  o r g a n i z a t i o n  

(B e n n ls ,  1 9 6 6 ) .  Shepard and B lake  (1 9 6 2 )  compared th e  

no rm a t iv e  g o a ls  o f  m e c h a n is t ic  and o r g a n ic  systems.  They 

a r e  l i s t e d  below and a r e  I n d i c a t i v e  o f  how th e  expected  

b e h a v io rs  In each system may d i f f e r .

M e c h a n is t i c  System: Author I t y - o b e d Ie n c e  r e l a t i o n s h i p s ;

D e le g a te d  and d i v i d e d  r e s p o n s i b i l i t y  r i g i d l y  adhered to ;

S t r i c t  d i v i s i o n  o f  labor  and h l e r a c h i c a l  s u p e rv is o n ;

C e n t r a l i z e d  d e c is i o n  making; C o n f l i c t  r e s o l u t i o n  through

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

55

s u p re s s lo n ,  a r b r I t r a t I o n ,  or  w a r f a r e ;

O rg an ic  Systems: R e l a t i o n s h i p s  between and w i t h i n  groups;  

Mutual c o n f id e n c e  and t r u s t ;  In te rd e p e n d e n c ie s  and shared  

r e s p o n s i b i l i t y ;  M u l t i g r o u p  membership and 

r e s p o n s i b i l i t y ;  Wide s h a r in g  o f  c o n t r o l  and 

r e s p o n s i b i l i t y ;  C o n f l i c t  r e s o l u t i o n  th rough  b a r g a in i n g  or  

problem s o l v i n g .

Numerous s c h o la rs  have suggested t h a t  an o r g a n i z a t i o n ' s  

c u l t u r e  has a g r e a t  deal  t o  do w i t h  I t s  success In a c h ie v in g  

I t s  goa ls  and o b j e c t i v e s  ( W i l k i n s  and Ouch I , 1983; S a th e ,  

1983; S c h e ln ,  1 9 8 5 ) .  Under any c o n d i t i o n s ,  an e f f e c t i v e  

c u l t u r e  he lps  t o  guide  d e c is i o n  making and a c t i o n  by 

p r o v id in g  shared u n d ers ta nd ings  and param e te rs  f o r  

o r g a n i z a t i o n a l  p a r t i c i p a n t s .  Most t h e o r i s t s  m a i n t a i n  t h a t  

t h e r e  Is  no one " r i g h t "  c u l t u r e ;  in s t e a d ,  th e  e f f e c t i v e n e s s  

o f  c u l t u r a l  forms depends In p a r t  on th e  o r g a n i z a t i o n ' s  

env ironm en ta l  c o n d i t i o n s .

W al lach  (1983 )  proposed t h a t  a b u r e a u c r a t i c  c u l t u r e  Is 

a p p r o p r i a t e  f o r  a m e c h a n is t i c  system In a c e r t a i n  

env ironm ent  w h i l e  an In n o v a t i v e  c u l t u r e  is  a p p r o p r i a t e  fo r  

an o r g a n ic  o r g a n i z a t i o n  in a u n c e r t a i n  e n v i ro n m e n t .  A b r i e f  

d e s c r i p t i o n  o f  each Is as f o l l o w s :

B u re au cra t  Ic  c u l t u r e s  a r e  s y s t e m a t i c ,  

h i e r a r c h i c a l ,  co m p a r tm e n ta l iz e d  w i t h  c l e a r  l i n e s  o f  

a u t h o r i t y  and r e s p o n s i b i l i t y .  The work Is  o r g a n iz e d  

and s y s te m a t ic .
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I n n o v a t I v e  c u l t u r e s  a r e  c r e a t i v e  p l a c e s  t o  work;  peop le  

a r e  a m b i t io u s  and w i l l i n g  t o  a cc ep t  c h a l l e n g e s ,  t a k e  

r i s k s ,  and a r e  r e s u I t s - o r l e n t e d .

Even though t h i s  f o r m u la t i o n  makes sense,  W a l la c h  ( 1 9 8 3 )  has 

a l s o  suggested t h a t  I t  may no longer  be a p p r o p r i a t e  t o  t h in k  

o f  c u I t u r e - e n v l r o n m e n t  r e l a t i o n s  in t h i s  way.  B u r e a u c r a t i c  

c u l t u r e s ,  she says ,  may have been s u c c e s s fu l  In y e s t e r d a y ' s  

w o r ld  where the  bus iness  env ironment  was more c e r t a i n ,  but  

I n n o v a t i v e  c u l t u r e s  may be e s s e n t i a l  t o  be s u c c e s s fu l  In 

t o d a y ' s  w o r ld ,  where th e  bus iness env ironm en t  Is  

I n c r e a s i n g l y  more complex and dynamic.

The n o t io n  t h a t  th e  environment  has a d i r e c t  In f l u e n c e  

on o r g a n i z a t i o n  c u l t u r e  was reco g n iz e d  v e r y  e a r l y  by Homans 

( 1 9 5 0 ) ,  l a t e r  by Deal and Kennedy ( 1 9 8 2 ) ,  and Scheln  

( 1 9 8 5 ) .  The c u l t u r e  once formed,  however,  I n f l u e n c e s  what  

w i l l  be p e r c e iv e d  by managers in th e  o r g a n i z a t i o n .  The 

env ironm ent  Is a s e t  o f  s t i m u l i  t h a t  a r e  m ean in g less  u n t i l  

p e r c e iv e d  by i n d i v i d u a l s .  F u r t h e r ,  u n c e r t a i n t y  is  not  an 

“o b j e c t i v e "  env ironm en ta l  a t t r i b u t e ,  but  r a t h e r  a p e r c e p tu a l  

concept  (Downy and Slocum, 1975; Downey e t  a I , 1 9 7 5 ) .

The c o g n i t i v e  s t y l e  o f  an i n d iv id u a l  I n f l u e n c e s  

s t r u c t u r e  ( M i t r o f f ,  1983) and o r g a n i z a t i o n  c u l t u r e  ( S c h e ln ,  

1985) and p e r c e p t io n s  o f  env ironm ents  (Lorsch  and Morse,  

1 9 7 4 ) .  C u l t u r e  is  based In b e l i e f s .  B e l i e f s  s t r o n g l y  shape 

an I n d i v i d u a l ' s  p e r c e p t i o n  o f  eve n ts  ( S ta r b u c k  1976) and 

g e n e r a te  a c t i v i t y  programs (Nystrom and S t a r b u c k ,  1984)  

which r e f l e c t  th ese  b e l i e f s  ( C l a r k ,  1 9 7 2 ) .  C h i l d  ( 1 9 7 2 )
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suggested t h a t  once minimum a c c e p t a b le  l e v e l s  o f  

o r g a n i z a t i o n a l  performance have been a c h ie v e d ,  manager ia l  

v a lu e s  and I n c l i n a t i o n s  may i n d i c a t e  a s t r o n g e r  Im p e r a t iv e  

t o  o r g a n iz e  In a p a r t i c u l a r  way than would be In d ic a t e d  by 

en v i ro n m en ta l  c o n t i n g e n c ie s .

B o u rg eo is ,  e t  a l  (1981 )  r e p o r t e d  on t h r e e  s t u d ie s  

designed t o  t e s t  th e  hypotheses t h a t :  a )  managers  

e n c o u n te r in g  t u r b u l e n t  env ironments w i l l  r e a c t  by becoming 

more m e c h a n is t i c  and managers e n c o u n te r in g  more s t a b l e  

env ironm ents  w i l l  r e a c t  by becoming more o r g a n ic ;  and b) 

g iven  a s t a b l e  env ironm ent ,  which becomes t u r b u l e n t ,  

d e c is i o n  makers tend to  s h i f t  from an o r g a n ic  t o  a 

m e c h a n is t i c  s t r u c t u r e  or t h a t  c )  g iv e n  a t u r b u l e n t  

env ironm ent  fo l lo w e d  by a s t a b l e  one,  d e c is i o n  makers w i l l  

s h i f t  from a m e c h a n is t i c  to  an o r g a n ic  s t r u c t u r e .  They 

found sup p o r t  f o r  t h e  f i r s t  two o f  th e s e  hypotheses but  not  

th e  t h i r d .  The r e s u l t s  a re  d i f f e r e n t  than one might  e x p e c t .  

An e x p l a n a t i o n  o f f e r e d  by th e  r e s e a r c h e r s  was t h a t  companies  

f a c i n g  t u r b u l e n c e  may want to  e x e r c i s e  g r e a t e r  c o n t r o l  over  

s u b o r d in a te s  because they  a r e n ' t  equ Iped  to  deal w i t h  

u n c e r t a i n t y  in any o t h e r  way. L i k e w is e ,  in t im es o f  

s t a b i l i t y ,  t h e r e  is  not  as much concern w i t h  u n c e r t a i n t y ,  

t h e r e f o r e ,  companies a l lo w  s u b o r d in a te s  more freedom and 

f l e x i b i l i t y .  These s t u d ie s  as w e l l  as th e  f in d in g s  o f  

Huber e t  a l  ( 1 9 7 5 ) ,  who found t h a t  changes In s t r u c t u r e  led  

to  changes in p e r c e iv e d  env ironm enta l  u n c e r t a i n t y ,  support
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th e  h y p o th e s is  o f  t h i s  rese arch  t h a t  t h e r e  is  a r e c i p r o c a l  

r e l a t i o n s h i p  between o r g a n i c l t y  and env ironm en ta l  

u n c e r t a I n t y .

In summary, I t  seems p l a u s i b l e  t h a t  en v i ro n m en ta l  

u n c e r t a i n t y ,  o r g a n i c l t y  and c o g n i t i v e  s t y l e  i n t e r r e l a t e  w i t h  

t h e  c u l t u r e  o f  an o r g a n i z a t i o n .  A lso ,  o r g a n i c l t y  may have a 

r e c i p r o c a l  r e l a t i o n s h i p  w i t h  environmental  u n c e r t a i n t y  w h i l e  

c o g n i t i v e  s t y l e  Impacts o r g a n i c l t y  and I n t e r r e l a t e s ,  in the  

form o f  m anag er ia l  p e r c e p t i o n s ,  w i t h  o r g a n i z a t i o n  c u l t u r e  

and en v i ro n m en ta l  u n c e r t a i n t y .  These a s s e r t i o n s  formed the  

b as is  f o r  th e  rese arch  model d ep ic ted  in F i g u r e  1.

2 . 6  Research Quest ions  

The p re c e d in g  l i t e r a t u r e  rev iew was des igned t o  p ro v id e  

a t h e o r e t i c a l  background t o  J u s t i f y  th e  proposed  

i n t e r r e l a t i o n s h i p s  among p e rc e iv e d  env ironm enta l  

u n c e r t a i n t y ,  o r g a n i c l t y ,  c o g n i t i v e  s t y l e  and o r g a n i z a t i o n  

c u l t u r e  as d e p ic t e d  In F i g u r e  1. The s i n g l e  and double  

headed arrows r e p r e s e n t  th e  r e l a t i o n s h i p s  between th e  

v a r i a b l e s  r a t h e r  than imply c a u s a l i t y .  T h e r e f o r e ,  th e  

s p e c i f i c  re s e a rc h  q u e s t io n s  t h a t  p ro v id e  th e  gen era l  focus  

o f  t h i s  proposed study  a r e  as fo l lo w s :

1. What is  th e  r e l a t i o n s h i p  between en v i ro n m en ta l  

u n c e r t a i n t y  and o r g a n i c l t y ?

2. What a r e  th e  r e l a t i o n s h i p s  between en v i ro n m en ta l  

u n c e r t a i n t y  ( h i g h / l o w ) ,  o r g a n i c l t y  ( h i g h / l o w )  o f  the  

o r g a n i z a t i o n ,  and an o r g a n i z a t i o n ' s  c u l t u r e ?
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4 .  What types  o f  c o g n i t i v e  s t y l e s  p redom ina te  In 

o r g a n i z a t i o n s  t h a t  f a c e - h i g h / l o w  en v i ro n m en ta l  

u n c e r t a i n t y  and have h ig h / lo w  o r g a n i c l t y ?

5.. What ty p e  o f  c o g n i t i v e  s t y l e  predom ina tes  In an

o r g a n i z a t i o n  t h a t  demonstra tes  a predominant  ty p e  o f  

c u l t u r a l  norm?
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3 . 0  HYPOTHESES 

The f i r s t  s e t  o f  hypotheses focuses on th e  r e l a t i o n s h i p  

between en v i ro n m e n ta l  u n c e r t a i n t y  and o r g a n i z a t i o n  c u l t u r e  

and th e  p o t e n t i a l  m odera t ing  e f f e c t  o f  o r g a n i c l t y  on t h i s  

r e l a t i o n s h i p .  The hypotheses a r e  worded t o  r e f l e c t  th e  

c o n t in g e n c y  r e l a t i o n s h i p  between env ironm en ta l  u n c e r t a i n t y ,  

o r g a n i z a t i o n a l  c u l t u r e  and o r g a n i c l t y ,  I f  Indeed a 

c o n t in g e n c y  r e l a t i o n s h i p  e x i s t s .  There  Is  no I n t e n t  t o  

imply t h a t  e n v i ro n m en ta l  u n c e r t a i n t y  cannot  be s i g n i f i c a n t l y  

r e l a t e d  t o  typ es  o f  o r g a n i z a t i o n  c u l t u r e  norms r e g a r d l e s s  of  

t h e  s t a t e  o f  o r g a n i c l t y .  I t  Is  q u i t e  p o s s ib le  t h a t  e i t h e r  

high or  low s t a t e s  o f  en v ironm en ta l  u n c e r t a i n t y  may have 

s t r o n g  main e f f e c t s  on th e  d i f f e r e n t  types  o f  c u l t u r a l  

norms. Any such e f f e c t s  w i l l  n e c e s s a r i l y  be uncovered in 

t h e  t e s t i n g  o f  t h e  hypotheses.

The c o n t in g e n c y  hypotheses I n d i c a t e  t h a t  o r g a n i c l t y ,  

t h e  m odera tor  v a r i a b l e ,  has a n e g a t i v e  I n f l u e n c e  on th e  

typ es  o f  c u l t u r e  norms over  p a r t  o f  I t s  observed range and a 

p o s i t i v e  i n f l u e n c e  over  th e  remainder  o f  th e  observed  

ran g e .  To c l a r i f y  t h i s  r e l a t i o n s h i p  and t o  t e s t  f o r  

s p e c i f i c  forms o f  I n t e r a c t i o n s  as suggested by Schoonhoven 

( 1 9 8 1 ) ,  a t h i r d  e q u a t io n  was run in th e  moderated r e g r e s s io n  

a n a l y s I s .

60
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I n fo rm a t io n  g a th e re d  through  t h e  t e s t i n g  o f  th e s e  

hypotheses w i l l  p e r m i t  answers t o  be g iven t o  t h e  r e s e a rc h  

q u e s t io n s  posed. S p e c i f i c a l l y ,  I t  w i l l  be p o s s ib le  t o  

I n v e s t i g a t e  a )  how s t r o n g l y  h i g h / lo w  c o n d i t io n s  o f  

en v i ro n m en ta l  u n c e r t a i n t y  a r e  r e l a t e d  t o  th e  d i f f e r e n t  types  

o f  o r g a n i z a t i o n  c u l t u r e  norms; b) what r e l a t i o n s h i p  

o r g a n i c l t y  has w i t h  th e  e n v I r o n m e n t / o r g a n i z a t I  on c u l t u r e  

r e l a t i o n s h i p ;  c )  what r e l a t i o n s h i p  c o g n i t i v e  s t y l e  has w i t h  

p e r c e iv e d  env ironm enta l  u n c e r t a i n t y  and d) what r e l a t i o n s h i p  

c o g n i t i v e  s t y l e  has w i t h  t h e  d i f f e r e n t  types o f  c u l t u r a l  

norms.

As rev iewed in th e  r e l a t e d  l i t e r a t u r e  s e c t i o n ,  c u l t u r e  

can be m a n i fe s te d  as work group norms. The types  o f  c u l t u r e  

norms I d e n t i f i e d  by Ki lmann and Saxton (1983 )  were ta s k  

s u p p o r t ,  t a s k  in n o v a t io n ,  s o c ia l  r e l a t i o n s h i p s  and persona l  

freedom. T h e r e f o r e ,  th e  f o l l o w i n g  hypotheses r e g a r d in g  th e  

o r g a n i z a t i o n  c u l t u r e  o f  o r g a n i z a t i o n a l  su b u n i ts  a r e  

c a t e g o r i z e d  by types  o f  c u l t u r a l  norms.

TASK SUPPORT

G ordon 's  (1985 )  s tudy  compared f i r m s  in th e  u t i l i t i e s  

and Insurance  I n d u s t r i e s .  U t i l i t i e s  faced a c e r t a i n  and 

h e a v i l y  r e g u l a t e d  env ironm ent  w h i l e  insurance companies d id  

n o t .  H is  f i n d i n g s  suggest  t h a t  th e  I n te r n a l  env ironm ents  

o f  those  f i r m s  fa c in g  a c e r t a i n  env ironment encouraged  

teamwork ( t a s k  su p p o r t )  and r e l i a b i l i t y .  Burns and S t a l k e r

( 1 9 6 1 )  found t h a t  s u c ces s fu l  f i r m s  In a c e r t a i n  env ironm ent  

e x h i b i t e d  m e c h a n is t ic  c h a r a c t e r i s t i c s .  Lawrence and Lorsch
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(1967 )  I n d i c a t e  t h a t  f i r m s  In c e r t a i n  env ironm en ts  a r e  less  

complex In s t r u c t u r e ,  t h a t  Is less d i f f e r e n t i a t e d .  Th is  In 

tu r n  n e c e s s i t a t e s  fewer  i n t e g r a t i o n  a c t i v i t i e s .  W i th  fewer  

u n i t s  t ask  sup p o r t  is  enhanced.

Thus I t  Is  h y p o th e s iz e d  t h a t :

H1o

Under c o n d i t i o n s  o f  low o r g a n i c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironmenta l  u n c e r t a i n t y  and task  

s u p p o r t .

H1 a

Under c o n d i t i o n s  o f  low o r g a n i c l t y ,  t h e  r e l a t i o n s h i p  

between env ironm en ta l  u n c e r t a i n t y  and t a s k  suppor t  Is  

n e g a t iv e .

H2o

Under c o n d i t i o n s  o f  high o r g a n i c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and task  

s u p p o r t .

H2a

Under c o n d i t i o n s  o f  high o r g a n i c l t y ,  th e  r e l a t i o n s h i p  

between en v i ro n m en ta l  u n c e r t a i n t y  and t a s k  sup por t  Is  

p o s I t I v e .

TASK INNOVATION

In n o v a t io n  seems t o  predominate In s u c cess fu l  

o r g a n i z a t i o n s  t h a t  f a c e  an u n c e r ta in  env ironm ent  ( M i l l e r  and 

F r l e s e n ,  1 9 8 3 ) .  In f a c t ,  they  found in an e a r l i e r  s tudy  t h a t  

t h e r e  must be en v ironm en ta l  c h a l le n g e s  b e f o r e  In n o v a t io n  

occurs ,  thus f a c t o r s  such as env ironm enta l  dynamism and

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

63

c o m p le x i t y  c ou ld  be expected t o  p o s i t i v e l y  I n f lu e n c e  

in n o v a t io n  ( M i l l e r  and F r i e s e n ,  1 9 8 2 ) .  Bennls (1966 )  

i n d ic a t e d  t h a t  an i n n o v a t i v e -  c r e a t i v e  c a p a c i t y  can be found  

In an o r g a n ic  s t r u c t u r e .  Gordon ( 1 9 8 5 ) ,  found the  

te n d e n c ie s  o f  more success fu l  companies in dynamic  

m a rk e tp la c e s  were  t o  r e i n f o r c e  i n d i v i d u a l  I n i t i a t i v e  and to  

have a b i a s  toward a c t i o n .  Burns and S t a l k e r  (1961 )  found 

t h a t  o r g a n ic  companies were a b l e  t o  respond t o  unforeseen  

problems and t o  f o s t e r  In n o v a t io n .  M e c h a n is t i c  companies 

Impede In n o v a t io n  because they  have less  a b i l i t y  to  process  

I n fo rm a t I  o n .

Thus i t  Is  h yp o th es ized  t h a t :

H3o

Under c o n d i t i o n s  o f  low o r g a n i c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and task  

Innova t I  o n .

H3a

Under c o n d i t i o n s  o f  low o r g a n i c l t y ,  the  r e l a t i o n s h i p  

between en v i ro n m e n ta l  u n c e r t a i n t y  and ta s k  In n o v a t io n  is 

n e g a t I v e .

H4o

Under c o n d i t i o n s  o f  high o r g a n i c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and task  

Innova t I  o n .
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H4a

Under c o n d i t i o n s  o f  h igh o r g a n i c l t y ,  th e  r e l a t i o n s h i p  

between en v i ro n m en ta l  u n c e r t a i n t y  and task  I n n o v a t io n  is  

pos11 i v e .

SOCIAL RELATIONSHIPS

A m e c h a n is t i c  system may a l s o  be r e f e r r e d  t o  as a 

b u r e a u c r a t i c  system. A c h a r a c t e r i s t i c  o f  an idea l  

bureaucracy  is  i m p e r s o n a l i t y  o f  I n te r p e r s o n a l  r e l a t i o n s h i p s  

(Weber,  1946;  H a l l ,  1 9 6 3 ) .  Ye t  B Iau  and S c o t t  ( 1 9 6 2 )  found  

a s t r o n g  In fo rm a l  s t r u c t u r e  In b u r e a u c r a c ie s  which can  

deve lop  commitment t o  work groups and which a l lo w s  s o c ia l  

i n t e r a c t i o n .  Bennls  (1966  p . 188) p o in t s  ou t  t h a t  In th e  

o r g a n ic  o r g a n i z a t i o n  t h e r e  w i l l  be less l o y a l t y  t o  t h e  work 

group and "peop le  w i l l  le a rn  t o  develop  qu ick  and In te n s e  

r e l a t i o n s h i p s  on th e  job and le a rn  t o  bear th e  loss o f  more  

endur ing  work r e l a t i o n s h i p s " .  T h is  Is  due th e  t r a n s i e n t  

n a tu r e  o f  t h e  s t r u c t u r e .  Sheperd and B lake  (1 9 6 2 )  s t a t e  

t h a t  r e l a t i o n s h i p s  w i t h i n  and between groups Is  g r e a t e r  in 

th e  o r g a n ic  system.

Thus Is  I t  h y p o th e s iz e d :

H5o

Under c o n d i t i o n s  o f  low o r g a n i c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between e n v i ro n m en ta l  u n c e r t a i n t y  and s o c ia l  

r e l a t  io n s h Ip s .
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H5a

Under c o n d i t i o n s  o f  low o r g a n i c l t y ,  th e  r e l a t i o n s h i p  

between e n v i ro n m en ta l  u n c e r t a i n t y  and s o c ia l  r e l a t i o n s h i p s  

Is  n e g a t i v e .

H6o

Under c o n d i t i o n s  o f  h igh  o r g a n i c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm en ta l  u n c e r t a i n t y  and s o c ia l  

r e  I a t I o n s h I p s .

H6a

Under c o n d i t i o n s  o f  h igh o r g a n i c l t y ,  th e  r e l a t i o n s h i p  

between e n v i ro n m en ta l  u n c e r t a i n t y  and s o c ia l  r e l a t i o n s h i p s  

is  p o s i t i v e .

PERSONAL FREEDOM

In companies t h a t  f a c e  r a p i d l y  changing e nv ironm en ts ,  

more personal  f reedom Is  necessary  so t h a t  i n d i v i d u a l s  may 

respond a p p r o p r i a t e l y  and In a t i m e l y  f a s h io n  t o  r a p id  

changes.  Chand ler  (1 9 6 2 )  found t h a t  increases  in c o m p le x i ty  

r e s u l t e d  in d e c e n t r a l i z a t i o n  which a l lo w  f o r  more personal  

f reedom. Bennls (1 9 6 6 )  i n d i c a t e s  t h a t  peop le  In changing  

env ironm ents  w i l l  p ro b a b ly  r e q u i r e  more In vo lvem ent ,  

autonomy, and p a r t i c i p a t i o n .

L i k e w is e ,  In s t a b l e  env ironm en ts ,  r u l e s  and procedures  

c h a r a c t e r i s t i c  o f  a m e c h a n is t i c  system a r e  more o f t e n  

u t i l i z e d  as t h e r e  may be r e p e t i t i v e  occurences o f  th e  same 

problem.  These l i m i t  o n e 's  personal  f reedom. Burns and

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

66

S t a l k e r  ( 1 9 6 1 )  I n d i c a t e  t h a t  l o y a l t y  and o be d ie nce  to  

s u p e r i o r s ,  ano the r  i n d i c a t i o n  o f  l i m i t e d  persona l  freedom,  

is a c o n d i t i o n  o f  membership In a m e c h a n is t ic  system.

Thus i t  Is  h yp o th es ized  t h a t :

H7o

Under c o n d i t i o n s  o f  low o r g a n i c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm en ta l  u n c e r t a i n t y  and personal  

f reedom .

H7a

Under c o n d i t i o n s  o f  low o r g a n i c l t y ,  th e  r e l a t i o n s h i p  

between en v ironm en ta l  u n c e r t a i n t y  and personal  freedom is 

n e g a t I v e .

H8o

Under c o n d i t i o n s  o f  h igh  o r g a n i c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and personal  

f reedom .

H8a

Under c o n d i t i o n s  o f  h igh  o r g a n i c l t y ,  t h e  r e l a t i o n s h i p  

between e nv ironm en ta l  u n c e r t a i n t y  and personal  freedom Is  

p o s i t i v e .

COGNITIVE STYLE

S e v e ra l  re s e a r c h e r s  (Duncan, 1972; M i l e s ,  Snow and 

P f e f f e r ,  1974; C h i l d ,  1972) have c l e a r l y  shown t h e  Impact o f  

m anag er ia l  p e r c e p t io n s  and b e l i e f s  as a key v a r i a b l e  in how 

o r g a n i z a t i o n s  p e r c e iv e  and subsequent ly  a d j u s t  t o  t h e i r  

e nv ironm en ts .  R e c e n t ly ,  M i t r o f f  ( 1983 )  has made a s t ro n g  

case f o r  u t i l i z i n g  the  Junglan (1923 )  framework as a f a c t o r

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

67

t h a t  In f l u e n c e s  manager ia l  p e r c e p t io n s  o f  th e  env ironm ent  as 

w e l l  as h e lp  e x p l a i n  o r g a n i z a t i o n  c u l t u r e s  and a n a ly z e  

o r g a n i z a t i o n  s t r u c t u r e .

There  has been l i t t l e  e m p i r i c a l  re se arch  u t i l i z i n g  t h i s  

c o n s t r u c t  in c o n ju n c t io n  w i t h  any o f  th e  v a r i a b l e s  o f  t h i s  

s tu d y .  T h e r e f o r e ,  the  f o l l o w i n g  n u l l  hypotheses a r e  posed to  

e x p l o r e  t h e  r e l a t i o n s h i p  o f  t h i s  v a r i a b l e  w i t h  th e  o t h e r s  o f  

th e  r e s e a r c h  model.

Thus I t  is  hypothes ized  t h a t :

H9o

There  is  no s i g n i f i c a n t  d i f f e r e n c e  in th e  p e r c e p t io n  o f

c o n d i t i o n s  o f  env ironm enta l  u n c e r t a i n t y  between t h e  four

c o g n i t i v e  s t y l e s  o f  managers: ST, NT, NF and SF.

H9a

There  Is  a s i g n i f i c a n t  d i f f e r e n c e  In th e  p e r c e p t i o n  o f

c o n d i t i o n s  o f  env ironm enta l  u n c e r t a i n t y  between t h e  four

c o g n i t i v e  s t y l e s  o f  managers: ST, NT, NF and SF.

P f e f f e r  (1 9 8 2 )  In d ic a te d  t h a t  m anag er ia l  b e l i e f s  and 

p e r c e p t i o n s  In f l u e n c e  th e  s t r u c t u r e  o f  th e  o r g a n i z a t i o n .  

A ls o ,  in a s tudy  o f  on e 's  p e r c e iv e d  idea l  o r g a n i z a t i o n a l  

c h a r a c t e r i s t i c s  and c o g n i t i v e  s t y l e  ( M i t r o f f ,  1983; M i t r o f f  

and Kl lmann 1 9 7 6 ) ,  I t  was suggested t h a t  STs and SFs p r e f e r  

a more m e c h a n is t i c  s t r u c t u r e ,  w h i l e  NTs and NFs p r e f e r  a 

more o r g a n ic  s t r u c t u r e .  I n s u f f i c i e n t  re s e arch  p r e c lu d e s  

p r e d i c t i n g  s p e c i f i c  r e l a t i o n s h i p s ,  however enough re s e arch  

is p r e s e n t  t o  suggest  I n v e s t i g a t i n g  t h e  r e l a t i o n s h i p  between  

c o g n i t i v e  s t y l e s  and o r g a n i c l t y .
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Thus I t  Is  h yp o th es ized  t h a t :

H10o

T here  is no s i g n i f i c a n t  d i f f e r e n c e  between th e  

c o g n i t i v e  s t y l e  (ST,  NT, NF and SF) o f  managers and 

c o n d i t i o n s  ( h i g h / l o w )  o f  o r g a n i c l t y .

HlOa

T here  Is a s i g n i f i c a n t  d i f f e r e n c e  between th e  

c o g n i t i v e  s t y l e  (ST,  NT, NF and SF) o f  managers and 

c o n d i t i o n s  ( h i g h / l o w )  o f  o r g a n i c l t y .

M i t r o f f  (1 9 8 3 )  and Dandr ldge (1 9 8 0 )  suggest  th e  use o f  

Jung I an a r c h t y p e s  as mean I n g - s t r u c t u r e s  t o  h e lp  them 

c h a r a c t e r i z e  deeper la y e r s  o f  meaning in o r g a n i z a t i o n a l  

I I f e .

M i t r o f f  (1 9 8 3 )  c i t e d  Deal and Kennedy (1 9 8 2 )  t o  propose  

t h a t  th e  concept  o f  th e  o r g a n i z a t i o n ' s  c u l t u r e  can be 

e x p la i n e d  In terms o f  th e  types  o f  c h a r a c t e r s  p re s e n t  In an 

o r g a n i z a t i o n  and i t s  system o f  I n t e r a c t i o n  ( i . e .  

s t r u c t u r e ) .  I t  may be t h a t  an o r g a n i z a t i o n ' s  c u l t u r e  can be 

e x p la i n e d  t o  some degree  by th e  predominant  c o g n i t i v e  s t y l e  

In t h a t  o r g a n i z a t i o n .  Schein (1 9 8 5 )  sup por ts  t h i s  

p r o p o s i t i o n  by s t a t i n g  t h a t  c o g n i t i v e  s t y l e s  p la y  a r o l e  In 

t h e  c u l t u r a l  o r i g i n s  o f  a new group.  In a new s i t u a t i o n  we 

u n c o n s c io u s ly  a t te m p t  t o  c o n s t r u c t  our s o c ia l  env ironm ent  in 

accordance  w i t h  our c o g n i t i v e  s t y l i s t i c  p r e f e r e n c e  (Sche in ,  

1 9 8 5 ) .
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Thus i t  is  h yp o th es ized  t h a t :

H11o

T h e re  is  no s i g n i f i c a n t  d i f f e r e n c e  between t h e  

c o g n i t i v e  s t y l e  (ST, NT, NF and SF) o f  managers and th e

ty p e  o f  o r g a n i z a t i o n  c u l t u r e  norms: t a s k  s u p p o r t ,  t ask

i n n o v a t i o n ,  s o c ia l  r e l a t i o n s h i p s  and persona l  freedom.

H1 1a

There  Is  a s i g n i f i c a n t  d i f f e r e n c e  between th e  

c o g n i t i v e  s t y l e  (ST, NT, NF and SF) o f  managers and the

ty p e  o f  o r g a n i z a t i o n  c u l t u r e  n orm s: task  s u p p o r t ,  ta s k

I n n o v a t i o n ,  s o c ia l  r e l a t i o n s h i p s  and persona l  freedom.  

ORGANIC ITY

Burns and S t a l k e r s '  (1961 )  c l a s s i c  s tudy  o f  e l e c t r o n i c s  

f i r m s  found t h a t  m e c h a n is t ic  s t r u c t u r e s  were more 

a p p r o p r i a t e  f o r  o r g a n i z a t i o n s  f a c i n g  c e r t a i n  env ironments  

and t h a t  o r g a n ic  s t r u c t u r e s  were more a p p r o p r i a t e  f o r  

o r g a n i z a t i o n s  f a c in g  u n c e r t a i n  e n v i ro n m en ts .  L a t e r ,  Bennls  

( 1 9 6 6 )  and Lawrence and Lorsch (1 9 6 7 )  c o r r o b o r a te d  t h i s  s e t  

o f  r e l a t i o n s h i p s .  However, more r e c e n t l y ,  Bourgeois  (1981 )  

r e p o r t e d  on t h r e e  s t u d i e s  t h a t  I n v e s t i g a t e d  th e  r e l a t i o n s h i p  

between a s t a b l e / u n s t a b l e  env ironm ent  and 

m e c h a n I s t I c / o r g a n I c  s t r u c t u r e s :  The f i n d i n g s  were

c o n t r a d I c t o r y  to  those o f  Burns and S t a l k e r  ( 1 9 6 1 ) ,  Bennls  

(1 9 6 6 )  and Lawrence and Lorsch ( 1 9 6 7 ) .  T h e r e f o r e ,  

a d d i t i o n a l  I n v e s t i g a t i o n  Is In to  t h e  r e l a t i o n s h i p  between  

o r g a n i c l t y  and p e rc e iv e d  env ironm en ta l  u n c e r t a i n t y  Is 

war r e n t e d .
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Thus I t  Is  hyp o th es ized  t h a t :

H12o

The re  Is  no s i g n i f i c a n t  d i f f e r e n c e  between the  

o r g a n i c l t y  ( h i g h / l o w )  o f  an o r g a n i z a t i o n a l  s u b u n i t  and the  

p e r c e iv e d  env ironm enta l  u n c e r t a i n t y  ( h i g h / l o w )  o f  t h a t  

o r g a n i z a t i o n a l  s u b u n i t .

H l2a

The re  Is a s i g n i f i c a n t  d i f f e r e n c e  between the  

o r g a n i c l t y  ( h ig h / l o w )  o f  an o r g a n i z a t i o n a l  s u b u n i t  and th e  

p e r c e iv e d  env ironm enta l  u n c e r t a i n t y  ( h i g h / l o w )  o f  t h a t  

o r g a n i z a t i o n a l  s u b u n i t .
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4 . 0  METHODOLOGY

A survey  r e s e a rc h  des ign ( K e r l i n g e r ,  1964) was u t i l i z e d  

to  g a th e r  and assess In fo rm a t io n  necessary  t o  i n v e s t i g a t e  

the  h yp o th es iz ed  r e l a t i o n s h i p s  between o r g a n i c l t y ,  

env ironm enta l  u n c e r t a i n t y ,  c o g n i t i v e  s t y l e  and th e  

o r g a n i z a t i o n  c u l t u r e  o f  o r g a n i z a t i o n a l  s u b u n i t s .  T h is  

chap te r  Is  d i v i d e d  i n to  fo u r  s e c t i o n s .  S e c t i o n  4 . 1 0  

p rese n ts  In fo r m a t io n  on th e  businesses In t h e  sample .

4 .1  Research P o p u la t io n  

The o r g a n i z a t i o n s  researched In t h i s  s tu d y  were high  

growth ,  smal l  p u b l i c  companies. T h is  p o p u l a t i o n  was chosen 

fo r  two reasons .  F i r s t ,  much o f  t h e  r e s e a r c h  conducted on 

business o r g a n i z a t i o n s  c e n te r s  on t h e  F o r tu n e  1000.  W hi le  

t h i s  is  commendable and necessary ,  small  Independent  

c o r p o r a t i o n s  com pr ise  an Important  segment o f  t h e  economy 

and a l s o  des erve  s tu d y .  Second, th e s e  sm al l  bus inesses  tend  

to  have a s i n g l e  bus iness  focus.  A s i n g l e  b us iness  focus  

assures t h a t  respondents  a r e  p e r c e iv i n g  en v i ro n m e n ta l  

u n c e r t a i n t y  in o n ly  one In d u s t ry  (B o u r g e o is ,  1 9 8 5 ) .

H r e b ln la k  and Snow ( 1 9 8 0 )  a ls o  suggested t h e  use o f  f i rm s  

w i t h  a s i n g l e  bus iness  focus when r e s e a r c h in g  th e  

r e l a t i o n s h i p s  o f  managers '  p e r c e p t io n s  o f  e n v i ro n m en ta l  

u n c e r t a i n t y  and o t h e r  o r g a n i z a t i o n a l  c o n s t r u c t s .

71
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The l i s t  o f  one hundred companies used f o r  th e  sample 

were com pi led  by th e  research  s t a f f  o f  INC. In May, 1986,  

and a r e  r e f e r r e d  t o  as th e  INC. 100. D a ta  from annual  

r e p o r t s ,  10 K ' s ,  d i r e c t o r i e s  and company prosp ectuses  were  

used t o  I d e n t i f y  th e s e  companies. For I n c l u s io n  on t h i s  

l i s t  each company had t o :  a)  be an Independent  c o r p o r a t i o n ,

p u b l i c l y  h e ld  as o f  December 31 ,  1985 (banks and u t i l i t i e s  

were e x c l u d e d ) ; b)  show a f i v e  year  h i s t o r y  o f  

o p e r a t I n g / s a I e s ; c )  have 1985 's  s a le s  exceed 1 9 8 4 's ;  d) 

show s a l e s  o f  $ 1 0 0 ,0 0 0  but  no more than $25 m i l l i o n  In 

1981 .

Of th e  one hundred, o n ly  n i n e t y  n in e  were  used as one 

company had gone ou t  o f  bus iness a f t e r  th e  l i s t  was 

p u b l is h e d .  D a ta  were c o l l e c t e d  from managers In 92 

businesses lo c a te d  throughout  th e  c o n t i n e n t a l  U n i te d  

S t a t e s .  The l i n e s  o f  businesses re p r e s e n te d  In th e  sample 

cover a broad a r r a y  o f  m a n u fa c tu r in g  and s e r v i c e  

i n d u s t r i e s .  Below Is  a r e p r e s e n t a t i v e  l i s t i n g  o f  th e s e  

bus I n e s s e s .

H e a l th  Care  S e r v ic e s  Long D i s t a n c e  Telephone S e rv ic e

M a n u fa c tu r e r s  o f  S o f tw a re  M a n u fa c tu r e r s  o f  D isk  D r iv e s  

I n t e r n a t i o n a l  A i r  F r e i g h t  O i l  and Gas E x p l o r a t i o n  

M f r s .  o f  I n t e g r a t e d  C l r .  Q u i c k - s e r v i c e  R e s ta u r a n t  

N a t io n a l  HM0 M f r s .  S i n g l e  p l y  r o o f i n g

M f r s . Te lecom m unIca t ions  eq. M f r s .  C a r t r i d g e  Tape D r iv e s  

Ambulatory  S u rg e ry  C e n te rs  S tandardbred  & Harness Horses  

M a n u fa c tu r e r s  CAD/CAM Management I n fo r m a t io n  S e rv ic e s
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L i f e  Insurance Country  S t y l e  R e s ta u r a n ts

F I I m  Process Ing M f r s .  H e a l t h  Care  Prod uc ts

P r o d u c t i o n / S a l e  o f  Ethanol  D i s t r s .  o f  TV programs

Energy S e rv ic e s M f r s .  D isk  C o n t r o l l e r s

H e a l t h  Care  Management Ice Cream

M f r s .  Truck Bed L i n e r s O p e ra t io n  o f  Radio  S t a t i o n s

V e t e r i n a r y  C l i n i c a l  S e rv .  M f r s .  L i n in g  o f  p i p e l i n e  sewers  

F o r t y  n in e  p e rc e n t  o f  th e  respondents  were from 

m a n u fa c tu r in g  companies and f i f t y  one p e r c e n t  were  from 

s e r v i c e  companies.

The bus inesses  have a mean annual s a l e s  o f  $ 7 1 .3  

m i l l i o n .  F i f t y  s i x  o f  th e  respondents r e p r e s e n te d  

bus inesses  hav ing  annual  s a l e s  o f  up t o  $10 m i l l i o n  ( 2 7 .6 % ) ;  

seven ty  (34 .5% )  re p r e s e n te d  businesses w i t h  annual  s a l e s  

between $11 m i l l i o n  and $50 m i l l i o n .  T h i r t y  two respondents  

(15 .8% )  were In bus inesses  having annual s a l e s  between $51 

ml I I Ion and $100 mi I I Ion; w h l l e  f o r t y  f  ive  (22 .2% )  were from 

bus inesses  hav ing  over  $100 m i l l i o n  in s a l e s .

The mean number o f  employees was 681 w h i l e  t h e  median  

was 250 .  The mode was 100 w i t h  10 In th e  sample r e p o r t i n g  

t h a t  number o f  employees In t h e i r  r e s p e c t i v e  f i r m s .  S i x t y  

two (30 .5% )  o f  th e  respondents  were from f i r m s  t h a t  had less  

than 100 employees,  s i x t y  e i g h t ( 3 3 . 5 % )  re p r e s e n te d  f i r ms  

t h a t  had between 101 and 500 employees; t h i r t y  s i x  (17 .7% )  

re p o r t e d  t o t a l  employees between 501 and 1000 and t h i r t y  

seven (18 .2% )  r e p o r t e d  employees numbering over  1000.  The 

lowest  number was e i g h t ,  w h i l e  th e  h ig h e s t  was 6000 .
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TABLE 4 .1

CHARACTERISTICS OF RESPONDENTS' COMPANIES

Sa les  In m i l l  ions  

0 - 1 0  

1 1 - 5 0  

51 -  100 

Over 100

ANNUAL SALES 

No. o f  Respondents  

56 

70 

32 

45

Pe rc e n t  o f  Sample 

2 7 . 6

3 4 . 5

1 5 .8  

22.2

MEAN 7 1 . 3 . MEDIAN 25 .  MODE 100.

MEAN

MEDIAN

MODE

681

250

100

NUMBER OF EMPLOYEES

Minimum 8 

Maximum 6000

MEAN

MEDIAN

MODE

COMPANY AGE IN YEARS

7 . 8  Minimum

7 . 0  Maximum

6.0

2

40
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The o l d e s t  f i r m In th e  sample had been in bus iness  

f o r t y  y e a r s .  Th is  was the  e x c e p t io n  r a t h e r  than th e  norm as 

89.6% o f  th e  companies had been in business f o r  ten  or  fewer  

y e a r s .  The mean fo r  th e  sample was 7 . 8  yea rs  w h i l e  th e  mode 

was s i x  ye a rs  (43 r e s p o n d e n ts ) .

C lo se  t o  e ig h ty -s e v e n  p e r c e n t  f e l t  t h a t  t h e i r  company 

was in a v e r y  t o  e x t rem e ly  c o m p e t i t i v e  In d u s t r y .  Ye t  over  

e i g h t y - s e v e n  perce n t  f o r e c a s t  in c rease s  In s a l e s .  T a b le  4 .1  

summarizes t h e  s i z e  r e l a t e d  d a t a  p rese n te d  In th e  p rece d in g  

p a ra g ra p h s .

4 . 11  Respondents  

I n d i v i d u a l s  In th e  o r g a n i z a t i o n  who have major  

r e s p o n s i b i l i t y  fo r  d e a l i n g  w i t h  th e  e x t e r n a l  env ironment  

were chosen as respondents f o r  t h i s  s tu d y .  T h e r e f o r e , I n  

each o r g a n i z a t i o n  the  managers o f  th e  subsystems a t  th e  

boundary o f  t h e  o r g a n i z a t i o n  were  I d e n t i f i e d  as th e  

respo ndents .  Katz  and Kahn (1 9 7 8 )  I d e n t i f i e d  these  

subsystems t o  be procurement,  d is p o s a l  and I n s t i t u t i o n a l  

r e l a t i o n s .  A d e s c r i p t i o n  o f  t h e  f u n c t i o n a l  a re a s  o f  each 

subsystem f o l l o w s .

The procurement subsystem In v o lv e s  the  f u n c t i o n  o f  

o b t a i n i n g  th e  Input  o f  m a t e r i a l s  t o  be con ver ted  as we l l  as 

t h e  Inpu t  o f  personnel  to  ge t  th e  Job done. Procurement o f  

m a t e r i a l s  Is  t i e d  to  th e  p r o d u c t io n  f u n c t io n  w h i l e  th e  

s e c u r in g  o f  personnel Is  t i e d  t o  th e  human reso u rc e  

f u n c t i o n .  As each o f  these  typ es  o f  resources  becomes 

s c a r c e ,  more focus Is  p laced  on t h e  o u t s i d e  env ironm en t .
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The two p o s i t i o n s  in th e  o r g a n i z a t i o n  t o  be sampled in t h i s  

subsystem were t h e  D i r e c t o r  o f  Human Resources and D i r e c t o r  

o f  P u rc h a s in g .

The d is p o s a l  subsystem f u n c t io n  Is  t o  Induce th e  p u b l i c  

t o  purchase  th e  f i r m ' s  p roducts  or  s e r v i c e s .  The m a r k e t in g  

f u n c t i o n  In th e  o r g a n i z a t i o n  has th e  p r im a ry  r e s p o n s i b i l i t y  

f o r  a c c o m p l is h in g  t h i s  t a s k .  The p o s i t i o n  In th e  

o r g a n i z a t i o n  sampled In t h i s  subsystem was th e  D i r e c t o r  o f  

M arke t  I n g .

The i n s t i t u t i o n a l  r e l a t i o n s  subsystem I n t e r a c t s  w i t h  

th e  env ironm ent  t o  o b t a i n  support  and l e g i t i m a t i o n  o f  I t s  

a c t i v i t i e s  from th e  la r g e r  s o c ia l  s t r u c t u r e .  The p u b l i c  

r e l a t i o n s / p u b l i c  a f f a i r s  f u n c t io n  w i t h i n  t h e  o r g a n i z a t i o n  

has th e  p r im a ry  r e s p o n s i b i l i t y  f o r  c r e a t i n g  th e  d e s i r e d  

image o f  th e  o r g a n i z a t i o n  In th e  p u b l i c  mind and f o r  d e a l i n g  

w i t h  en v i ro n m e n ta l  s ta k e h o ld e r s  (Freeman, 1 9 8 4 ) .  The 

p o s i t i o n  in th e  o r g a n i z a t i o n s  sampled in t h i s  subsystem was 

th e  D i r e c t o r  o f  P u b l i c  R e l a t i o n s / P u b l i c  A f f a i r s .  In th e  

absence o f  t h i s  p o s i t i o n  w i t h i n  th e  company, th e  C h ie f  

E x e c u t iv e  O f f i c e r  was chosen t o  respond.

Boundary subsystems w i t h i n  a s i n g l e  o r g a n i z a t i o n  may or  

may not  demonstate  c o n s is t e n t  c h a r a c t e r i s t i c s .  For example ,  

an i n d i v i d u a l  o r g a n i z a t i o n  may c o n t a i n  a l l  b u r e a u c r a t i c  

s u b u n i ts  ( I . e .  d e p a r tm e n ts ) ;  may c o n t a i n  s u b u n i ts  t h a t  a r e  

a l l  o r g a n i c ,  or  may d i s p l a y  a c om bina t ion  o f  o r g a n i z a t i o n a l  

t y p e s ,  ( K I Imann,  1 97 7 ) .
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I n f o r m a t i o n  f o r  t h i s  s tudy was o b t a in e d  from members 

In t h e  a fo re m e n t io n e d  f u n c t io n a l  a r e a s  o f  t h e  f i r m s  In 

t h i s  s tu d y .  Names o f  th e  I n d i v i d u a l s  In th e s e  p o s i t i o n s ,  

addresses and phone numbers o f . t h e  companies were o b ta in e d  

through secondary  sources  such as s to c k  r e p o r t s  and annual  

r e p o r t s .  In those  companies where t h e r e  was no one 

I d e n t i f i e d  in th e s e  p o s i t i o n s ,  th e  company was c a l l e d  to  

o b t a i n  th e  n ec essa ry  i n fo r m a t io n .  There  were  companies f o r  

which I n d i v i d u a l  managers'  names were not  a v a i l a b l e .  In 

those  cases t h e  t i t l e  " D i r e c t o r  o f  ( f o l l o w e d  by the  

a p p r o p r i a t e  f u n c t i o n a l  r e s p o n s i b i l i t y ) "  was used In th e  

add ress .  Due t o  th e  s m a l le r  s i z e  o f  t h e  companies,  t h e r e  

was not  a lways  a person s p e c i f i c a l l y  r e s p o n s i b le  f o r  Just  

one f u n c t i o n a l  a r e a .  Among th e  99 companies surveyed ,  378  

managers were  I d e n t i f i e d  as p o t e n t i a l  respo ndents .

I n f o r m a t i o n  from Quest ion  1A in S e c t io n  4 was used to  

c a t e g o r i z e  each r e s p o n d e n t 's  f u n c t i o n a l  c a p a c i t y  in th e  

o r g a n i z a t i o n .  F o l lo w in g  each f u n c t i o n a l  a r e a  is  th e  p e rc e n t  

t h a t  responded in t h e  sample:

P u b l i c  R e l a t I o n s  (22 .2% )  M a r k e t in g  (29 .6% )

Personnel  (19 .2% )  Pu rchas ing  (28 .6% )

A ls o ,  as th e s e  were r e l a t i v e l y  smal l  f i r m s ,  t h e  leve l  o f  the  

manager was c a t e g o r i z e d  by the  p o s i t i o n  t i t l e  In d ic a t e d  In 

Queston 1, s e c t i o n  4 .  A l l  respondents  were a t  the
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D i r e c t o r ' s  l e v e l  or  h ig h e r .  The numbers and perce n t  a t  each 

l e v e l  were as f o l l o w s :

CEOs 26 (12 .8% )

V i c e - p r e s i d e n t s  64 (31 .5% )

D i r e c t o r s  112 (55 .2% )

Over 73% had worked fo r  t h e i r  f i r m  between one and four  

y e a r s ,  w h i l e  20.7% had been a t  t h e  f i r m  between 5 and 9 

y e a r s .  O n ly  6% had worked a t  th e  f i r m  more than ten  y e a r s .

4 . 2  Data C o l l e c t i o n  

A m a i le d  q u e s t i o n n a i r e  was used to  c o l l e c t  th e  d a t a .  I t

is  Inc luded  In Appendix A. The q u e s t i o n n a i r e  was In

b o o k le t  form. I t  was comprised o f  two sheets  o f  11 by 17 

bonded iv o r y  p ap er .  The paper was fo ld e d  and saddle  

s t a p l e d .  The cover  o f  the  b o o k le t  c o n ta in e d  th e  t i t l e  o f  

th e  s tu d y ,  I n s t r u c t i o n s  fo r  answering th e  q u e s t i o n n a i r e  and 

my com ple te  ad d ress .

In c luded  w i t h  each q u e s t i o n n a i r e  were a)  a cover  

l e t t e r ,  I n d i v i d u a l l y  typed (word processed)  and addressed to  

the  respondent  e x p l a i n i n g  the  re s e a rc h  and gu a ra n te e in g  

c o n f i d e n t i a l i t y ;  b) a stamped bus iness  r e p l y  

enve lope  addressed to  me; and c )  a new d o l l a r  b i l l .  The

q u e s t i o n n a i r e  developed fo r  t h i s  s tu d y ,  was 8 pages long and

co n ta in e d  157 I tem s.  D i l im a n  ( 1 9 7 8 ,  p . 21)  concluded " t h a t  

11 pages o r  125 Items re p re s e n t  p l a t e a u s  beyond which  

response r a t e  r e d u c t io n s  can be expected  t o  occ u r" .  

J a w o r s k l 's  (1 9 8 6 )  study o f  m a rk e t in g  managers showed p r e t e s t
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ev id e n c e  which suggested t h a t  t h e  I n c l u s io n  o f  a d o l l a r  

s u b s t a n t i a l l y  Increased  th e  response r a t e .  Due t o  th e  

leng th  o f  t h e  q u e s t i o n n a i r e ,  a d o l l a r  was Included as an 

I n c e n t i v e  hoping t o  ach iev e  a h ig h e r  r e t u r n  r a t e .

The d a ta  were c o l l e c t e d  over  a seven week p e r io d  from 

November 17, 1986 t o  January 5 ,  1987.  The f i r s t  m a i l i n g  of  

q u e s t i o n n a i r e s  was on November 1 7 th ,  w i t h  a postcard  

f o l l o w - u p  m a i le d  on November 2 1 s t .  A second m a i l i n g  was 

sen t  on December 2nd fo l lo w ed  by a second postcard  on 

December 6 t h .  A l l  a r e  inc luded In Appendix A.

4 .21  Response Rate  

Of th e  378 q u e s t io n n a i r e s  m a i le d ,  9 were d i s q u a l i f i e d  

( I . e .  c l a s s i f i e d  as r e t u r n  to  sender or  no longer w i t h  

f i r m ) .  Thus t h e  base is 369 resp o n d en ts .  Of the  369 

respondents ,  230 (62 .3% )  re tu r n e d  t h e i r  q u e s t i o n n a i r e .  

However,  o n ly  203 were use ab le ,  f o r  a r e a l  response r a t e  o f  

55%. T a b le  4 . 2  d e t a i l s  the  repsonse r a t e  In fo r m a t io n .

D i l im a n  ( 1 9 7 8 )  suggests t h a t  a response r a t e  o f  60-80% 

Is  necessary  t o  e xc lu d e  the  p o s s i b i l i t y  o f  a response b ia s  

between responding and non-responding groups.  As the  

response r a t e  f o r  t h i s  study was under th e  minimum suggested  

by D I I Im a n ,  t h e  sample was s p l i t  I n to  two groups. Those who 

r e t u r n e d  t h e i r  q u e s t io n n a i r e s  e a r l y  (by December 2 ,  1986)  

were p laced  In th e  e a r l y  r e t u r n  group (N = 1 12 ) .  Those who 

r e t u r n e d  t h e i r  q u e s t lo n n a r Ie s  a f t e r  t h a t  d a te  and those who 

r e t u r n e d  t h e i r  questonnaI  res  p a r t i a l l y  f i l l e d  out  were put  

I n to  a l a t e  responders  group (N = 9 1 ) .  A t e s t  fo r  response
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b ia s  was conducted in which comparisons were made between  

means ( v i a  t h e  T t e s t )  o f  th e  two groups on t h e  f o l l o w i n g  

v a r i a b l e s :  Task S u p p o r t ,  Task i n n o v a t io n ,  S o c ia l  

R e l a t i o n s h i p s ,  Personal  Freedom, O r g a n i c l t y ,  Importance  

sco re s ,  Env ironm enta l  U n c e r t a i n t y  s c o re s ,  and s i z e  o f  the  

company ( based on number o f  employees and s a l e s ) .

TABLE 4 . 2  

RESPONSE RATE INFORMATION 

378 Q u e s t io n n a i r e s  were m a i led

8 Returned  (no longer works t h e r e )

1 Re turned  (wrong address)

369 POTENTIALLY RETURNABLE QUESTIONNAIRES 

230 Returned  (62 .3% )

27 Returned  (no t im e  to  p a r t i c i p a t e )

203 POTENTIALLY USEABLE (55%)

15 Returned  ( p a r t i a l l y  complete

u s e a b le  f o r  some a n a l y s i s )

188 Used in a l l  A n a ly s is  o f  Data  (50 .9% )

There  were no s i g n i f i c a n t  d i f f e r e n c e s  ( p > . 1 )  found between  

th e  two groups on any o f  th e  v a r i a b l e s .  T h e r e f o r e ,  i t  is 

f e l t  t h a t  t h e r e  is  not a response b i a s  w i t h i n  t h e  t o t a l  

response group.
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4 . 3  Measurement  

The ins trum ent  was des igned t o  c o l l e c t  r e l e v a n t  

I n fo rm a t io n  from t h e  re s e a rc h  sample.  I t  was d i v i d e d  In to  

f i v e  s e c t i o n s :  o r g a n i c l t y ,  env ironm en ta l  u n c e r t a i n t y ,  

c o g n i t i v e  s t y l e ,  work group c u l t u r e  and background  

I n f o r m a t I o n .

4 .3 1  O r g a n i c l t y  

The seven I terns t h a t  r e l a t e  to  t h i s  measure were  

developed by Khandwal la  ( 1 9 7 7 ) ,  based on t h e  o r i g i n a l  work 

o f  Burns and S t a l k e r  ( 1 9 6 1 ) .  Bourgeois  e t  a l  (1 9 7 8 )  

d e s c r ib e d  t h r e e  s t u d i e s  which used a v e r y  s i m i l a r ,  a l th o u g h  

not I d e n t i c a l ,  s e t  o f  i tems t o  measure t h e  n a tu r e  o f  

s t r u c t u r e  as d e f i n e d  and d e s c r ib e d  in th e  r e l a t e d  l i t e r a t u r e  

o f  t h i s  p r o p o s a l .  More r e c e n t l y  th e s e  items were employed by 

Covin  (1 9 8 5 )  in a s tudy  on th e  e f f e c t i v e n e s s  o f  management 

s t y l e s .  Covin  found h igh I n t r a - i t e m  r e l i a b i l i t y  ( . 7 3 )  among 

a l l  but  t h r e e  I terns on th e  O r g a n i c l t y  s c a l e  and dropped  

th ese  from h is  f i n a l  a n a l y s i s .  The Items proposed t o  

measure o r g a n i c l t y  a r e  in appendix  A.

As shown In Appendix A, each I tern is  measured on a 

seven p o i n t  L i k e r t  ty p e  s c a l e .  The o r g a n i c l t y  score  Is  the  

average  num er ica l  v a l u e  o f  th e  I tems.  T h is  te c h n iq u e  fo r  

o b t a i n i n g  a score  was a l s o  used In th e  a fo rem ent io ned  

stud  I e s .
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4 . 3 2  Environmenta l  U n c e r t a in t y  

A number o f  a n a l y s t s  ( D I M  1957, Lawrence and Lorsch,  

1967,  and Duncan 1972- ,) ,  a rgue  t h a t  I t  makes sense t o  

measure t h e  env ironm ent  in terms o f  th e  p e r c e p t io n s  o f  the  

p a r t i c i p a n t s  w i t h i n  th e  fo c a l  o r g a n i z a t i o n .  The reason ing  

behind t h i s  approach is  t h a t  o n ly  f a c t o r s  t h a t  a r e  p e rc e iv e d  

can e n t e r  i n to  th e  d e c is i o n  making b eh av io r  o f  p a r t i c i p a n t s  

( S c o t t  1 9 8 1 ) .  W e ic k 's  (1 9 6 9 )  concept  o f  enactment a l s o  

su p p o r ts  th e  use o f  a p e r c e p tu a l  measure.  However, P f e f f e r  

and S a la n c ik  (1 9 7 8 )  c a u t i o n  t h a t  w h i l e  p e rc e p tu a l  measures  

a r e  necessary  i f  one w ishes t o  p r e d i c t  t h e  cho ices  a n d /o r  

b e h a v io r  o f  o r g a n i z a t i o n a l  p a r t i c i p a n t s ,  they may not  be 

s u f f i c i e n t  to  p r e d i c t  th e  outcome o f  th e s e  c h o ic e s .

A p e r c e p tu a l  ( i . e .  s u b j e c t i v e )  measure w i l l  be employed In 

t h i s  s tudy  as th e  b eh av io r  o f  o r g a n i z a t i o n a l  p a r t i c i p a n t s  is  

be ing  s t u d i e d .

For th e  purposes o f  t h i s  s tudy  th e  t h r e e  d imensions o f  

en v i ro n m en ta l  u n c e r t a i n t y  a r e  m u n i f i c e n c e ,  dynamism and 

c o m p l e x i t y .  The f o l l o w i n g  paragraphs  d e s c r ib e  In more 

d e t a i l  th e  c o n c e p t u a l i z a t i o n  o f  th ese  dimensions.

4 . 3 2 . 1  M u n i f i c e n c e  

The s tan d a rd  v a r i a b l e  f o r  r e p r e s e n t in g  the  

e n v i r o n m e n t 's  m u n i f i c e n c e  Is th e  r a t e  o f  s a le s  growth .

S a le s  growth Is  t h e  p r im a ry  v a r i a b l e  in th e  product  l i f e  

c y c l e ;  a l s o  product  p o r t f o l i o  s t r a t e g i e s  use t h i s  measure  

( H o f e r ,  1975; H o fe r  and Schende l ,  1 9 7 8 ) .  Market  growth  

a l lo w s  member f i r m s  t o  s t r e n g t h e n  t h e i r  c o m p e t i t i v e  p o s i t i o n
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In a g iv e n  m arke t  or t o  expand t h e i r  e x i s t i n g  p r o d u c t -m a r k e t  

scope.  S ta rbuc k  (1976 )  d e f i n e s  m u n i f ic e n c e  as th e  e x t e n t  to  

which t h e  environment  can sup por t  s u s ta in e d  grow th .  C y e r t  

and March (1 9 6 3 )  found t h a t  s la c k  resources  ( I . e .  re s o u rc e s  

t h a t  can be expended on " n o n e s s e n t ia ls "  or  In n o v a t io n )  were  

g e n e r a te d  when an o r g a n i z a t i o n  is in a s t a t e  o f  growth  and 

f a c i n g  e nv ironm en ta l  s t a b i l i t y .  The above suggests t h a t  

r a t e  o f  m arket  growth ,  r a t e  o f  s a le s  growth ,  a v a i l a b i l i t y  o f  

f i n a n c i a l  re s o u rc e s ,  and r e s e rv e s  of  cash h e ld  by th e  

o r g a n i z a t i o n  may be I n d i c a t o r s  o f  m u n i f ic e n c e .

Dess and Beard (1979 ;  1 9 8 1 ) ,  In s tu d y in g  o b j e c t i v e  

measures o f  m u n i f i c e n c e ,  found t h a t  the  leve l  o f  

p r o f i t a b i l i t y  o f  th e  in d u s t r y  w i t h i n  which t h e  foca l  

o r g a n i z a t i o n  competes, has been found to  be a s i g n i f i c a n t  

p r e d i c t o r  o f  o r g a n i z a t i o n a l  per form ance .  Even b e t t e r  than  

r e t u r n  on e q u i t y  a r e  f i r m  s i z e ,  c a p i t a l  I n te n s iv e n e s s  or  

f i r m  d e b t  le v e ra g e  - a l l  o f  which a r e  measures o f  

I n t r a i n d u s t r y  v a r i a t i o n .  I terns a r e  inc luded In s e c t i o n  

t h r e e  o f  t h e  q u e s t i o n n a i r e  t o  c o l l e c t  da ta  on th e  m anager ’ s 

p e r c e p t i o n  o f  these  measures.

4 . 3 2 . 2  Dynamism

As s t a t e d  In the  rev iew  o f  l i t e r a t u r e ,  th e  d imension o f  

dynamism w i l l  r e p r e s e n t  the  s t a b  I I I t y / I n s t a b I  I I t y  and 

t u r b u l e n c e  In th e  env ironm ent .  Much o f  th e  o r g a n i z a t i o n a l  

l i t e r a t u r e  has d e a l t  w i t h  dynamism and suggests t h a t
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employee t u r n o v e r ,  absence o f  p a t t e r n  and u n p r e d i c t a b i l i t y

a r e  th e  bes t  measures o f  env ironm enta l  s t a b i l i t y /

i n s t a b l I I t y .  The l a t t e r  two w l I  I be u t I  I i z e d  In t h i s  s tu d y .

M i l e s ,  Snow and P f e f f e r  (1 9 7 4 )  In t h e i r  s tudy  o f  

p u b l is h in g  companies,  contended t h a t  i t  was Importan t  to  

d i s t i n g u i s h  between th e  r a t e  o f  en v i ro n m e n ta l  change and th e  

u n p r e d i c t a b i l i t y  o f  env ironm enta l  change.  Turb u len c e ,  as 

i t  Is used here  f o l l o w s  Emery and T r l s t ' s  (1 9 6 5 )  t y p o lo g y .  

That  i s ,  t u r b u l e n c e  emphasizes th e  degree  o f  I n t e r c o n n e c t io n  

( I . e .  change d i f f i c u l t  to  im poss ib le  t o  p r e d i c t )  among 

env ironm en ta l  e le m e n ts .  P f e f f e r  and S a l a n c l k  ( 1 9 7 8 :6 8 )  

s t a t e  t h a t  In te rc o n n e c te d n e s s  among o r g a n i z a t i o n s  c r e a te s  

u n s ta b le  env ironm en ts  f o r  o r g a n i z a t i o n s  and t h a t  "changes 

can come from anywhere w i t h o u t  n o t i c e  and produce  

consequences u n a n t i c i p a t e d  by those  i n i t i a t i n g  th e  changes  

and those e x p e r ie n c in g  th e  consequences".  Thus, t u r b u le n c e  

w i l l  be measured as th e  u n p r e d i c t a b i l i t y  o f  t h e  environment  

as p e rc e iv e d  by respondents .

4 . 3 2 . 3  C om plex i ty  

C o m p le x i ty  is  th e  t h i r d  dimension o f  th e  environment  to  

be measured. In t h i s  study c o m p le x i ty  Is  t h e  degree  o f  

homogene I t y - h e t e r o g e n e I t y  and c o n c e n t r a t I o n - d I s p e r s i o n  In 

th e  e n v i ro n m en t .  H e t e r o g e n e i t y  Is  th e  range o f  d i f f e r e n t  

a c t i v i t i e s  faced  by an o r g a n i z a t i o n ,  f o r  exam ple ,  competing  

in sev era l  d i f f e r e n t  product  m a rk e ts ,  p u rch as in g  m a t e r i a l s  

from many d i f f e r e n t  s u p p l i e r s ,  and competing In t i g h t  labor  

m arkets  f o r  key employees.  Under such c o n d i t i o n s ,  managers
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p e r c e iv e  g r e a t e r  u n c e r t a i n t y  and have g r e a t e r  In fo r m a t io n  

p ro ce ss in g  r e q u l r m e n t s .  Because c o m p le x i ty  i n d i c a t e s  th e  

many d i f f e r e n t  Inputs  f o r  p r o d u c t io n  an d /o r  o u tp u ts  t o  

d ispos e  o f ,  t h e  o r g a n i z a t i o n  s e t  Is  l a r g e r .  As a r e s u l t  

t h e r e  a r e  more v a r i a b l e s  w i t h  which th e  manager must 

c o n te n d .

C o n c e n t r a t I o n - d I s p e r s I  on d e a ls  w i t h  th e  d e n s i t y  o f  

c o m p e t i t i o n .  S ta rb u c k  (1 9 7 6 )  s t a t e d  t h a t  o r g a n i z a t i o n a l  

d e n s i t y  Induces o r g a n i z a t i o n a l  dependence and suggested t h a t  

t h i s  aspect  u n d e r l i e s  c o m p l e x i t y .  A ls o ,  o l i g o p o l i s t i c  

be h a v io r  is f o s t e r e d  by d e n s i t y .  When o r g a n i z a t i o n s  a r e  

e v e n ly  d is p e rs e d  In t h e  env ironm ent  then th e  o r g a n i z a t i o n a l  

s e t  c o n ta in s  fewer s i m i l a r  k in d s  o f  o r g a n i z a t i o n s .

L i k e w is e ,  In a network arrangem ent ,  o r g a n i z a t i o n s  may deal  

w i t h  a g r e a t e r  number o f  s u p p l i e r s ,  customers and 

c o m p e t i to rs  In t h e i r  t a s k  e nv ironm en ts .

M i l l e r  and F r le s e n  (1 9 8 2 )  In a s tudy  o f  f i f t y - t w o  

bus iness  f i r m s  compared two models o f  product  In n o v a t io n .  

They inc luded f i f t e e n  d i f f e r e n t  s c a le s  to  measure d imensions  

r e l e v a n t  t o  t h e i r  hypotheses .  Of th e s e  t h r e e  a r e  o f  

Importance t o  t h i s  s tu d y :  en v i ro n m en ta l  dynamism, 

e nv ironm en ta l  h e t e r o g e n e i t y  ( i . e .  c o m p le x i t y )  and resou rc es  

( m u n I f I c e n c e ) .

The Items used by M i l l e r  and F r le s e n  (1 9 8 2 )  t o  measure  

th e  env ironm ent  w e l l  exceeded g u i d e l i n e s  ( e . g .  . 6 )  s e t  by 

Van de Ven and F e r r y  (1 9 8 0 )  on th e  Cronbach (1 9 5 1 )  a lp h a  

c o n s t r u c t  (an I n t e r n a l  c o n s is te n c y  and r e l i a b i l i t y
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m e a s u re ) .  The v a l u e  averaged .74  f o r  a l l  s c a l e s ;  th e  

dynamism s c a le  was .7 4 ;  th e  h e t e r o g e n e i t y  s c a le  was .8 4 ;  and 

th e  re s o u rc e s  s c a le  was .6 8 .  A d d i t i o n a l  I terns were added t o  

th e  re s o u rc e s  s c a l e  t o  r e f l e c t  th e  c o n c e p t u a l i z a t i o n  o f  t h i s  

dimension in t h i s  s tu d y .  The word ing  o f  th e  Items were  

adapted f o r  use in t h i s  rese arch  s tu d y ;  s p e c ia l  c a r e  was 

taken  not  t o  change th e  I n t e n t  and c o n s t r u c t  o f  t h e  Items.

As shown in Appendix A, each I tern is  measured on a seven 

p o i n t  L i k e r t  ty p e  s c a l e .  Alpha sco res  f o r  t h i s  s tudy  a re  

r e p o r t e d  in T a b le  5 . 1 .

The en v ironm en ta l  u n c e r t a i n t y  sco re  is a w e ig h ted  

measure.  T h is  a l lo w e d  respondents  from d i f f e r e n t  I n d u s t r i e s  

t o  p a r t i c i p a t e  In th e  s tudy as d i f f e r e n t  e lem ents  In the  

env ironm ent  may have d i f f e r e n t  s i g n i f i c a n c e  from in d u s t r y  to  

I n d u s t r y .  The respondents  were asked to  as s ig n  an 

Importance v a l u e  (on a s c a le  o f  1 t o  7)  t o  each I tern on each 

s c a l e .  A w e ig h ted  score  was d e r iv e d  by u t i l i z i n g  th e  

Importance r a t i n g  f o r  each s c a le :  m u n i f i c e n c e ,  dynamism and 

c o m p l e x i t y .  These t h r e e  scores were summed and averaged .

The r e s u l t i n g  con t inuous  v a r i a b l e  was used in c o r r e l a t i o n  

and r e g r e s s io n  a n a l y s i s .  Then th e  sco re  was used f o r  

n o n p a ra m e t r Ic  t e s t s  t o  s e p a r a te  th e  respondents  i n t o  groups  

o f  h igh  u n c e r t a i n t y  and low u n c e r t a i n t y .  Those respondents  

who s c o re  above th e  mean f o r  a l l  respondents  were p laced  In 

th e  h igh  group; w h i l e  those who sco re  below th e  mean were  

p laced  In th e  low group.
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4 . 3 3  C o g n i t i v e  S t y l e

Human in fo r m a t io n  processing  is d e f i n e d  as th e  way 

i n d i v i d u a l s  g a th e r  and use In fo rm a t io n  In making d e c is io n s .  

Taggar t  and Robey (1 9 8 1 )  suggest th e  use o f  c o g n i t i v e  s t y l e ,  

as d e s c r ib e d  by Jung ( 1 9 2 3 ) ,  as a means t o  measure how 

i n d i v i d u a l s  g a th e r  and process In f o r m a t i o n .  E x te n s iv e  

assessment has been made o f  the  M y e r s -B r ig g s  Type In d ic a t o r  

as a to o l  f o r  measur ing c o g n i t i v e  s t y l e  as re p re s e n te d  by 

Junglan ty p o lo g y .  R e s u l ts  I n d ic a t e  t h a t  I t  is  an ad e quate ly  

r e l i a b l e  s e l f - r e p o r t  in v e n t o r y .  The a lp h a  c o e f f i c i e n t s  on 

cont inuous  scores  f o r  th e  sens I n g / I n t u 1 1 I o n  s c a l e  range from 

.75  t o  .8 7 ;  and th e  a lp h a  scores on th e  t h I n k I n g / f e e I  Ing 

s c a le s  range from .69  t o  .86  ( C a r ly n ,  1 9 7 7 ) .

The a b b r e v ia t e d  form o f  the  MBTI ( fo rm  AV) c o n ta in s  

f i f t y  I terns and has a .75  p r e d i c t a b i l i t y  r a t i n g  which means 

t h a t  t h i s  form w i l l  c o r r e c t l y  p r e d i c t  c o g n i t i v e  typ e  75% of  

th e  t im e .  Form AV o f  th e  MBTI w i l l  be used t o  measure 

c o g n i t i v e  s t y l e  In t h i s  research  s tu d y .  The MBTI is  

v i r t u a l l y  s e l f - a d m i n i s t e r e d .  A l l  th e  necessary  I n s t r u c t i o n s  

were In c lu d ed .

S cor ing  was in accordance w i t h  th e  p r e s c r ib e d  manner and 

respondents  were c a t e g o r i z e d  as one o f  t h e  f o l l o w i n g :  

sens I n g / t h  I nk I n g -, s e n s in g / f e e l i n g - ,  I n t u i t i v e / t h i n k i n g - ,  and 

Intu111 v e / f e e  I I n g . See Appendix A fo r  th e  items of  MBTI 

form AV.
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4 . 3 4  C u l t u r e

The m a n i f e s t a t i o n s  o f  an o r g a n i z a t i o n ' s  c u l t u r e  a r e  

many. For t h e  purpose o f  t h i s  s tu d y ,  norms o f  th e  work group  

w i l l  be used t o  t e s t  the  hypotheses .  A l l e n  and S l l v e r z e i g  

(1 9 7 6 )  have assessed an o r g a n i z a t i o n ' s  c u l t u r e  u t i l i z i n g  

norm s u r v e y s .  Schein  ( 1 9 8 5 : 1 3 6 ) ,  a l th o u g h  not  a proponent  o f  

th e  use o f  a survey  t o  assess an o r g a n i z a t i o n ' s  c u l t u r e ,  

does concede t h a t  i f  a survey is  t r e a t e d  "as an a r t i f a c t  t o  

be d e c ip h e re d  a long  w i t h  o th e r  a r t i f a c t s ,  one Is  p ro b a b ly  on 

s a f e  ground".

In 1983,  Kl Imann and Saxton deve loped th e  C u l tu r e -G a p  

S u r v e y ©  (a  n o rm at iv e  based In s t ru m e n t )  v i a  th e  c o n s t r u c t  

v a l i d i t y  t e c h n iq u e  as d es cr ib e d  by Lo v in g e r  ( 1 9 6 7 ) .  The 

survey  c o n s i s t s  o f  28 norm p a i r s .  For example,  respondents  

a r e  asked t o  respond by s e l e c t i n g  th e  norm in each p a i r  t h a t  

best  r e p r e s e n t s  th e  way th in g s  a r e  done in t h e i r  work group  

( I . e .  "D iscou rage  new Ideas" or  "Encourage new I d e a s " ) .  In 

the  p r e t e s t  s tag es  o f  the  In s t ru m e n t ,  I t  was found t h a t  

respondents  c o n s i s t e n t l y  s e l e c t e d  th e  extremes o f  th e  L i k e r t  

t y p e  s c a l e  t h a t  was presented  w i t h  each norm. Whereupon,  

th e  a u th o rs  developed a fo rced  c h o ic e  s i t u a t i o n  w i t h  norm 

p a i r s  ( I . e .  Encourage c r e a t i v i t y ;  D o n ' t  encourage  

c r e a t i v i t y ) .  The Cu I ture-Gapi© Ins t ru m e nt  d i r e c t s  th e  

respondent  to  s e l e c t  th e  norm In each o f  th e  28 norm p a i r s  

as th e  c u l t u r e  r e a l l y  is In h i s / h e r  work u n i t  and then as 

th e  c u l t u r e  should  be t o  produce b e t t e r  performance and 

m o ra le .
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The 28 norm p a i r s  have been f a c t o r  ana lyzed  w i t h  fo u r  

g ro u p in g s  forming c o n s i s t e n t l y .  These groupings and t h e i r  

c o r r e s p o n d in g  a lpha  scores  (Cronbach,  1951) a r e :  Task 

Su ppor t  ( . 7 6 )  Task I n n o v a t io n  ( . 7 6 ) ;  Personal  Freedom 

( . 4 2 ) ;  and S o c ia l  R e l a t i o n s h i p s  ( . 9 1 ) .

Because o f  t h e  manner In which t h e  norms were  

d e v e lo p e d ,  th e y  were used In t h i s  s tudy  but  were scored  

d i f f e r e n t l y  than in th e  C u l t u r e - G a p ©  In s t ru m e n t .  T h is  

s tu d y  Is  not  assess ing  c u l t u r e  gaps, r a t h e r  th e  c u l t u r e  as 

i t  I s  p e r c e iv e d  t o  be In t h e  o r g a n i z a t i o n  from th e  

r e s p o n d e n t ' s  v i e w p o in t .  W h i le  t h i s  may not g iv e  t h e  c o r r e c t  

" o b j e c t i v e "  p i c t u r e  o f  th e  o r g a n i z a t i o n ' s  c u l t u r e ,  I t  does 

a c c u r a t e l y  r e f l e c t  t h e  r e s p o n d e n t 's  v iew  and thus  h i s  o r  her  

b e h a v i o r .  As t h i s  s tudy  Is  I n v e s t i g a t i n g  the  b e h a v io r  o f  

o r g a n i z a t i o n  members and t h e  I n t e r a c t i o n s  o f  d i f f e r e n t  

p e r c e iv e d  c h a r a c t e r i s t i c s  o f  th e  env ironm ent  and th e  

o r g a n i z a t i o n ,  I t  Is f e l t  t h a t  t h i s  approach a c c u r a t e l y  

r e f l e c t s  t h e  p e r c e iv e d  c u l t u r e .

The proposed s c o r in g  system, suggested through  

c o n v e r s a t io n  w i t h  M .J .S a x to n  ( 1 9 8 6 ) ,  a l lo w s  a sco re  t o  be 

c r e a t e d  f o r  each o f  th e  f o u r  types  o f  c u l t u r a l  norm. The 

maximum s c o re  fo r  each ty p e  was seven,  as t h e r e  a r e  seven  

norm p a i r s  per  ty p e .  The norm In th e  p a i r  t h a t  is  

I n d i c a t i v e  o f  the  t y p e  I t  r e p r e s e n t s  is  ass igned a v a l u e  o f  

1. Thus,  a score  o f  s i x  on th e  Task In n o v a t io n  norms
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i n d i c a t e s  th e  s t r o n g  presence o f  t h i s  typ e  o f  norm In the  

c u l t u r e  o f  t h a t  group.  L ik e w is e ,  a score  o f  two rep re s e n ts  

a much weaker  presence o f  t h i s  typ e  o f  norm.

By us ing  t h i s  te c h n iq u e  a score  was d e r i v e d  fo r  each 

type  o f  c u l t u r a l  norms: Task S uppor t ,  Task In n o v a t io n ,

S o c ia l  R e l a t i o n s h i p s ,  and Personal  Freedom. See Appendix A 

f o r  th e  Items and th e  ass igned v a lu e s  o f  th e  c u l t u r e  s e c t io n  

o f  th e  q u e s t i o n n a i r e .

As th e  C u l t u r e - G a p  ©  survey is c o p y r ig h t e d ,  permiss ion  

to  use t h e  norm p a i r s  was o b ta in e d  from Ralph Kl lmann.

4 . 3 5  Background In fo rm a t io n  

Se vera l  I terns a r e  Inc luded In t h i s  s e c t i o n  o f  the  

Ins t ru m ent  t o  g a th e r  p e r t i n e n t  d a ta  about  th e  respondent  and 

h i s / h e r  company. In p a r t i c u l a r ,  t i t l e  o f  th e  respondent  and 

f u n c t i o n a l  r e s p o n s i b i l i t y  was im por tan t  as o n l y  those  

I n d i v i d u a l s  in vo lved  in boundary subsystems o f  th e  

o r g a n i z a t i o n  were inc luded In th e  s tu d y .  S i z e  o f  the  

company in s a l e s  and number o f  employees,  as w e l l  as the  

p e r c e p t i o n  o f  th e  c o m p e t i t i v e  c l i m a t e  and s a l e s  growth ,  

p ro v id e d  Im p or tan t  in fo rm a t io n  necessary  to  d iscuss  th e  

f i n d i n g s  o f  t h i s  s tu d y .  The age o f  th e  company and the  

number o f  y e a rs  th e  respondent  has worked f o r  th e  company 

a l s o  a id e d  In th e  I n t e r p r e t a t i o n  o f  th e  f i n d i n g s  o f  t h i s  

s tu d y .  See Appendix A f o r  these  Items.
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4 . 4  Data  A n a ly s is  

The SPSSX 2 .1  In fo r m a t io n  A n a ly s is  System was used to  

conduct  a l l  s t a t i s t i c a l  a n a ly s e s .

P r i o r  t o  t e s t i n g  th e  hypotheses,  t h e  s c a le  s e c t io n s  o f  

t h e  ins t rument  were an a lyze d  fo r  r e l i a b i l i t y  v i a  th e  

Cronbach a lp h a  p roce dure .  The Cronbach (1951 )  a lp h a  

c o e f f i c i e n t  Is  a measure o f  th e  I n t e r n a l  c o n s is te n c y  o f  th e  

i tems on each s c a l e .  T h is  p rocedure  per form s an item

a n a l y s i s  on th e  components o f  a d d i t i v e  s c a le s  o r  w e ighted

a d d i t i v e  s c a le s  by computing a c o e f f i c i e n t  o f  r e l i a b i l i t y .

A l l  d a ta  were used In t h i s  a n a l y s i s .  The minimum 

a c c e p t a b le  s tan d a rd  o f  a l p h a = . 6  suggested by Van de Ven and 

F e r r y  (1980 )  f o r  th e  Cronbach a lp h a  was employed. An I tern 

d e l e t i o n  procedure  was run t o  assess th e  Impact o f  each Item  

on th e  s c a le  s co re .  The Item t h a t  would Improve th e  s c a le  

s co re  th e  most through d e l e t i o n  was d e l e t e d .  The Items t h a t  

remained a f t e r  th e  r e l i a b i l i t y  t e s t s  s t a t e d  above were used 

in th e  s t a t i s t i c a l  an a lys es  t h a t  were employed t o  examine  

t h e  d a ta  and t e s t  th e  hypotheses.

D e s c r i p t i v e  s t a t i s t i c s  were p repared  f o r  each s e c t io n  

o f  th e  q u e s t i o n n a i r e .  The s t a t i s t i c s  w i l l  be r e f e r r e d  t o  In

th e  body o f  th e  t e x t ,  w i t h  a com plete  l i s t i n g  Inc luded In

Appendix B.

4 .41  Hypotheses T e s t i n g  Procedure  

Hypotheses H1o through H8a in Chapter  3 Imply t h a t  th e  

typ es  o f  c u l t u r a l  norms a r e  j o i n t l y  In f lu e n c e d  by th e  

dimensions o f  env ironm enta l  u n c e r t a i n t y  and o r g a n l c i t y .
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That  i s ,  th ese  hypotheses propose t h a t  th e  r e l a t i o n s h i p  

between env ironm enta l  u n c e r t a i n t y  and o r g a n i z a t i o n  c u l t u r e  

Is c o n t i n g e n t  upon th e  s t a t e  o f  o r g a n l c i t y  ( i . e .  

m e c h a n is t i c  or  o r g a n i c ) .  H y p o th e s iz in g  in t h i s  manner 

im p l ie s  t h a t  env ironm enta l  u n c e r t a i n t y  and o r g a n l c i t y  

I n t e r a c t .  M u l t i p l e  r e g r e s s io n  a n a l y s i s  was used as th e  

hypotheses t e s t i n g  p roce dure .  T h is  te c h n iq u e  can be employed 

In t e s t i n g  cond111onaI • forms o f  r e l a t i o n s h i p s  In t h a t  t h i s  

methodology is  d i r e c t l y  genera I I z a b I e  t o  cases in which  

s t r u c t u r e  Is a m u l t i v a l u e d  q u a l i t a t i v e  v a r i a b l e  or  t o  cases  

where s t r u c t u r e  is a con t inuous  v a r i a b l e .  The I n t e r a c t i o n  

o f  env ironm en ta l  u n c e r t a i n t y  (WENVIRON) and o r g a n l c i t y  

(ORGANICY) is  rep res en ted  by a p rodu ct  term (WES) In th e  

r e g r e s s io n  e q u a t io n .

According to  Schoonhoven ( 1 9 8 1 ) ,  moderated re g r e s s io n  

a n a l y s i s  ( I . e .  r e g r e s s io n  a n a l y s i s  w i t h  p roduct  te rm s)  Is 

an a p p r o p r i a t e  t ech n iq u e  f o r  t e s t i n g  h yp o th es iz ed  

c o n t in g e n c y  r e l a t i o n s h i p s .  I t  a l lo w s  I n t e r a c t i o n  e f f e c t s  to  

be d i r e c t l y  examined. Sharma e t  a I ( 1 9 8 1 )  o u t l i n e d  a 

procedure  fo r  I d e n t i f y i n g  moderator  v a r i a b l e s .  A moderator  

v a r i a b l e  is  one t h a t  may m odi fy  t h e  s t r e n g t h  a n d /o r  form of  

th e  r e l a t i o n s h i p  between a p r e d i c t o r  and c r i t e r i o n  

v a r i a b l e .  T h e i r  suggested procedure  w i l l  be fo l lo w e d  to  

t e s t  th e  hypotheses.
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Three  r e g r e s s io n  e q u a t io n s  of  th e  f o l l o w i n g  form were  

run f o r  each s e t  o f  hypotheses fo r  each ty p e  o f  c u l t u r a l  

norm. The f o l l o w i n g  n o t a t i o n  Is  used t o  r e p r e s e n t  t h e  

v a r i a b l e s  in th e s e  e q u a t io n s  on the  nex t  page.

WENVIRON = Env iron m enta l  U n c e r t a in t y  ORGAN ICY= O r g a n l c i t y  

WES ■ Product  o f  Env ironm enta l  U n c e r t a I n t y / O r g a n I c I t y

( 1 )  Y = a + b1 WENVIRON

( 2 )  Y = a + b1 WENVIRON + b2 ORGAN ICY

( 3 )  Y = a + b1 WENVIRON + b2 ORGAN ICY + b3 WES

Cohen and Cohen ( 1 9 7 5 )  p o i n t  ou t  t h a t  in o r d e r  t o  t e s t  th e  

s i g n i f i c a n c e  o f  an I n t e r a c t i o n  term,  th e  l i n e a r  e f f e c t s  o f  

the  c o n s t i t u e n t  v a r i a b l e s  must be p a r t i a l e d  from t h e i r  

p ro d u c t .  Thus, e q u a t i o n  t h r e e  Is a p p r o p r i a t e  f o r  t h i s  

a n a l y s i s .

Un less  one Is  d e a l i n g  w i t h  "e x p e r im e n ta l  d es ign  d a t a ,  

i t  Is  a lm ost  a lways  t h e  case t h a t  p r e d i c t o r  v a r i a b l e s  w i l l  

be c o r r e l a t e d  t o  some degree"  thus p r o v i d i n g  t h e  p o t e n t i a l  

f o r  e x h i b i t i n g  mu 11 Ico I  I I near I t y  (Green ,  1 9 7 8 : 2 2 7 ) .  The 

s t a t i s t i c a l  package (SPSS-X 2 . 1 )  t h a t  was used t o  run th e  

r e g r e s s io n  r o u t i n e s  In c o r p o r a t e s  checks f o r  s e r i o u s  

mu 111coI I I near  I t y . I f  s e v e re  mu 11 ico I  I I near  I t y  Is  p re s e n t  

then one or  more o f  t h e  p r e d i c t o r  v a r i a b l e s  t h a t  r e p r e s e n t  

th e  m ajor  o f f e n d e r s  w i l l  be dropped.
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The r e g r e s s io n  c o e f f i c i e n t  b3 must be s i g n i f i c a n t l y  

d i f f e r e n t  from z e r o  in o r d e r  t o  say t h a t  en v ironm en ta l  

u n c e r t a i n t y  (WENVIRON) and o r g a n l c i t y  (ORGANICY) I n t e r a c t  

and thus  i n f l u e n c e  th e  typ es  o f  norms In an o r g a n i z a t i o n ' s  

c u l t u r e  ( Y ) .  The a p p r o p r i a t e  t e s t  I s :  t =  b 3 / s t d . e r r . b 3  

( A r n o l d ,  1 9 8 2 ) .

I f  b2,  In e q u a t io n  2,  Is  a l s o  s i g n i f i c a n t l y  d i f f e r e n t  

from z e r o ,  o r g a n l c i t y  Is r e l a t e d  t o  types  o f  c u l t u r e  norms 

and would be con s id e red  a q u a s I -m o d e r a to r  o f  th e  

e n v l r o n m e n t - c u l t u r e  r e l a t i o n s h i p .  I f  b3 is  s i g n i f i c a n t l y  

d i f f e r e n t  from z e r o  but b2, In e q u a t io n  2 ,  is  n o t ,  

o r g a n l c i t y  Is  u n r e l a t e d  to  c u l t u r e  and would be con s id ered  a 

pure  m odera tor  o f  th e  e n v l r o n m e n t - c u l t u r e  r e l a t i o n s h i p .  A 

p o s i t i v e  and s i g n i f i c a n t  b3 would Imply  t h a t  th e  p o s i t i v e  

I n f l u e n c e  env ironm en ta l  u n c e r t a i n t y  has on typ es  o f  c u l t u r a l  

norms Is g r e a t e r  f o r  o r g a n i z a t i o n a l  s u b u n i t s  w i t h  h igher  

o r g a n l c i t y  In d ic e s  than f o r  s u b u n i t s  w i t h  lower o r g a n l c i t y  

I n d ic e s .  A n e g a t i v e  and s i g n i f i c a n t  b3 would imply the  

o p p o s I t e .

Hypotheses H9o through 11a s t a t e  th e  proposed  

r e l a t i o n s h i p s  between c o g n i t i v e  s t y l e ,  env ironm en ta l  

u n c e r t a i n t y ,  o r g a n l c i t y ,  and th e  t y p e  o f  c u l t u r a l  norms 

w h i l e  H12 s t a t e s  t h e  proposed r e l a t i o n s h i p  between  

o r g a n l c i t y  and env ironm enta l  u n c e r t a i n t y .  These hypotheses  

w i l l  be t e s t e d  v i a  th e  C h i - s q u a r e  c o n t in g e n c y  t a b l e  

t e c h n iq u e  which Is  s u i t a b l e  f o r  I n v e s t i g a t i n g  th e  

Independence o f  v a r i a b l e s  In c ross  c l a s s i f i c a t i o n s .  For the
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C h i - s q u a r e  d i s t r i b u t i o n  t o  be a good app ro x im at ion  o f  th e  

d i s t r i b u t i o n  o f  the  s t a t i s t i c  In th e  e q u a t io n  below,  

exp ec ted  f re q u e n c ie s  in each c e l l  should  be a t  l e a s t  f i v e .  

T h is  w i l l  be t r u e  o f  t h i s  s tu d y .  In th e  case where t h e r e  

a r e  c e l l s  w i t h  expected v a lu e s  less than  f i v e ,  SPSS-X p r i n t s  

th e  number o f  such c e l l s  and t h e  minimum expected v a lu e  

( E v e r l t t ,  1 9 7 7 ) .  I t  a l s o  g iv e s  th e  new C h i -s q u a re  a f t e r  th e  

Yates  c o r r e c t i o n .

Three  s e p a r a te  two way c o n t in g e n c y  t a b l e s  w i l l  be 

u t i l i z e d ,  one f o r  each h y p o th e s is .  C a l c u l a t i o n  o f  th e  

C h i - s q u a r e  s t a t i s t i c  Is as f o l l o w s :

n n

X2  = 2  l E .  COIJ -  E I J ]

1=1 J=1 EIJ

where OIJ denotes the  a c t u a l  number and EIJ th e  

expected  number o f  o b s e r v a t io n s  t h a t  f a l l  In th e  IJ 

c e l  I .

The degrees  o f  freedom In a two way con t ingenc y  t a b l e  a r e  

g iven  by v *  ( r —1 ) ( c—1) where r Is th e  number of  rows and c 

Is  t h e  number o f  columns.

The s t r e n g t h  o f  a s s o c i a t i o n  between those v a r i a b l e s  

t h a t  a r e  dependent ( i . e .  have s i g n i f i c a n t  c h i - s q u a r e s )  cou ld  

be measured by th e  con t ingency  c o e f f i c i e n t .  However, t h i s  

c o e f f i c i e n t  does not possess th e  a t t r a c t i v e  p r o p e r ty  o f  th e  

P e arson lan  product  moment c o r r e l a t i o n  c o e f f i c i e n t  o f  being  

equal t o  one when the  v a r i a b l e s  a r e  c o m p le te ly  dependent or  

p e r f e c t l y  c o r r e l a t e d .  T h e r e f o r e ,  Goodman and Kruskal  (1954 )
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proposed an Index o f  p r e d i c t i v e  a s s o c i a t i o n  t o  I n d i c a t e  the  

p r o p o r t io n  o f  th e  v a r i a n c e  in one v a r i a b l e  t h a t  is  accounted

f o r  by c o v a r i a t i o n  In th e  o t h e r .  The index v a r i e s  from 0 to

1 . A = 1 . 0  means t h a t  th e  B c I  ass I f I  c a t  I on a l lo w s  the  A

c l a s s i f i c a t i o n  e s t im a te s  t o  be made w i t h o u t  e r r o r .  The 

index o f  p r e d i c t i v e  a s s o c i a t i o n  is c a l c u l a t e d  as fo l lo w s  

when p r e d i c t i n g  th e  A c l a s s i f i c a t i o n  from t h e  B 

c l a s s i f i c a t i o n .

zE l  n n

= b bm________

A . B n -  n .m

* where n.m Is  th e  l a r g e s t  m arg ina l  f re q u e n c y  among the  

A c I  ass I f I c a t I  on

* n bm Is  th e  l a r g e s t  f requency In t h e  b th  row (or  

column) o f  th e  t a b l e

* n Is  taken  across  a l l  B c la s s e s

An example would be f o r  Columns A1 t o  A4 t o  r e p r e s e n t  the  

four  types  o f  c u l t u r e  norms; and Rows B1 t o  B4 t o  re p re s e n t  

th e  four  d i f f e r e n t  c o g n i t i v e  s t y l e s .

4 . 4 2  T e s ts  fo r  M o n o t o n l c I t y  

Hypotheses H1o through 8a Imply t h a t  env ironm en ta l  

u n c e r t a i n t y  has nonmonotonic ( h e r e i n a f t e r  n o n l i n e a r )  e f f e c t s  

on th e  types o f  c u l t u r a l  norms over th e  range o f  th e  

proposed moderator  v a r i a b l e ,  o r g a n l c i t y .  A monotonic  

r e l a t i o n s h i p  Is one in which an Independent v a r i a b l e  has a 

p o s i t i v e  or  n e g a t i v e  In f l u e n c e  on a dependent  v a r i a b l e  over
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th e  e n t i r e  range o f  th e  moderator  v a r i a b l e .  A n o n l i n e a r  

r e l a t i o n s h i p  is one In which the  Independent  v a r i a b l e  has a 

p o s i t i v e  I n f l u e n c e  on th e  dependent v a r i a b l e  over  p a r t  of  

th e  observed range o f  th e  moderator  v a r i a b l e  and a n e g a t iv e  

in f lu e n c e  on th e  dependent  v a r i a b l e  over  t h e  rem ainder  of  

th e  observed range o f  th e  moderator  v a r i a b l e .  H y p o th e s iz in g  

t h a t  a n o n l i n e a r  r e l a t i o n s h i p  e x i s t s  i m p l ie s  not  o n l y  t h a t  

en v ironm en ta l  u n c e r t a i n t y  and o r g a n l c i t y  w i l l  i n t e r a c t i v e l y  

i n f lu e n c e  types  o f  c u l t u r a l  norms, but  t h a t  t h e  r e l a t i o n s h i p  

between en v i ro n m e n ta l  u n c e r t a i n t y  and ty p e s  o f  c u l t u r a l  

norms Is p o s i t i v e  f o r  f i r m s  w i t h  c e r t a i n  s t r u c t u r e s  and 

n e g a t iv e  f o r  f i r m s  w i t h  o t h e r  s t r u c t u r e s .

To t e s t  f o r  t h e  presence or  absence o f  m o n o t o n i c i t y  

Schoonhoven ( 1 9 8 1 )  graphed t h e - p a r t i a l  d e r i v a t i v e  o f  th e  

eq u a t Io n

Y = b1WENVI RON + b3WES 

The p o i n t  where t h e  e f f e c t  o f  WENVIRON on Y Is  z e r o  (dY/dWE 

=b1WENVIR0N + b3WES = 0 )  Is  a l s o  where t h e  m o d i fy in g  

v a r i a b l e  Is  equal  t o  t h e  r a t i o  o f  th e  c o e f f i c i e n t s  o f  th e  

a d d i t i v e  and I n t e r a c t i o n  terms or  ORGAN ICY = - b 1 / b 3 .  Th is  

r a t i o  r e p r e s e n t s  t h e  v a l u e  o f  th e  m odera tor  v a r i a b l e  a t  

which th e  e f f e c t  o f  th e  Independent v a r i a b l e  on th e  

dependent v a r i a b l e  w i l l  change s ig n s .  In o t h e r  words,

- b 1 / b 3  r e p r e s e n t s  t h e  p o i n t  on th e  o r g a n l c i t y  Index a t  which  

th e  Impact o f  en v i ro n m en ta l  u n c e r t a i n t y  on t y p e  o f  c u l t u r a l  

norms changes s i g n s .  I f  - b 1 / b 3  f a l l s  w i t h i n  th e  observed  

range o f  t h e  m odera tor  v a r i a b l e ' s  ( o r g a n l c i t y )  v a l u e s ,  the
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e f f e c t  o f  en v i ro n m en ta l  u n c e r t a i n t y  on th e  o r g a n i z a t i o n  

c u l t u r e  is  n o n l i n e a r .  I f ,  on th e  o t h e r  hand, I t  f a l l s  

o u t s i d e  th e  range o f  o r g a n l c i t y ,  th e  e f f e c t  o f  env ironm enta l  

u n c e r t a i n t y  on o r g a n i z a t i o n  c u l t u r e  Is  m onoton lc .  For  

example, g iv e n  t h a t  -fc>1/b3 = 4 .1  and t h e  observed range fo r  

o r g a n l c i t y  Is  1 t o  7 ,  then th e  I n t e r p r e t a t i o n  Is  as f o l l o w s .  

In those  s u b u n i t s  w i t h  o r g a n l c i t y  In d ic e s  below 4 . 1 ,  

Inc rease s  In en v i ro n m en ta l  u n c e r t a i n t y  w i l l  n e g a t i v e l y  

Impact th e  c u l t u r e .  In s u b u n i ts  w i t h  o r g a n l c i t y  In d ic e s  

g r e a t e r  than 4 . 1 ,  Increases  in e nv ironm en ta l  u n c e r t a i n t y  

w i l l  p o s i t i v e l y  impact t h e  c u l t u r e .

For t h i s  s tu d y ,  th e  minimum a c c e p t a b l e  le v e l  o f  

s i g n i f i c a n c e  was p < . 1 .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

5 . 0  RESULTS

The f i n d i n g s  o f  t h i s  research  s tudy a r e  p re s e n te d  in 

t h i s  c h a p t e r .  S e c t io n  5 .1  p re s e n ts  th e  measurement  

p r o p e r t i e s  o f  t h e  survey  and S e c t io n  5 . 2  p r e s e n ts  th e  

r e s u l t s  o f  th e  d a ta  a n a l y s i s  and hypotheses t e s t i n g .

5 .1  Re I Iab I  I i t y  o f  Measures

5 .11  K l Im ann-Saxton  C u l t u r e  Gap S u r v e y ©

The I terns t h a t  measured th e  types  o f  c u l t u r a l  norms 

found in th e  s u b u n i ts  o f  th e  businesses surveyed were  

c o n ta in e d  In S e c t io n  1 o f  th e  q u e s t i o n n a i r e .  There  were  

tw en ty  e i g h t  i tems which were sub d iv ided  in t o  fo u r  s c a le s  

w i t h  seven Items each.  The sc a le s  were:  Task Su p p o r t ,  Task 

In n o v a t io n ,  S o c ia l  R e la t i o n s h i p s  and Personal  Freedom. Each 

I tern c o n ta in e d  two s ta te m e n ts ;  one which s t a t e d  th e  norm 

p o s i t i v e l y ,  th e  o t h e r  s t a t e d  the  norm n e g a t i v e l y .  Each t im e  

a respondent  chose th e  p o s i t i v e  norm, a sco re  o f  one was 

re co rd e d .  A score  o f  z e ro  was g iven  f o r  th e  c h o ic e  o f  a 

n e g a t iv e  norm. The a c t u a l  score  used In th e  d a t a  a n a l y s i s  

f o r  each ty p e  o f  c u l t u r e  norm was th e  sum o f  th e  Items on 

each o f  th e  fo u r  s c a le s .  Th is  score  was r e p r e s e n t a t i v e  o f  

th e  r e s p o n d e n t 's  p e r c e p t io n  o f  th e  norms o f  b e h a v io r  t h a t  

were o c c u r r in g  in h i s / h e r  o r g a n i z a t i o n a l  s u b u n i t .  The 

maximum score  on each s c a le  was seven,  w h i l e  t h e  minimum was 

z e r o .
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An a lp h a  o f  . 6  as recommended by Van de Ven and F e r ry  

(1980 )  was th e  minimum standard  o f  a cc ep tab I  I I I t y  f o r  a 

s c a le  t o  be used in th e  d a ta  a n a l y s i s  o f  t h i s  s tu d y .  The 

Cronbach a lp h a  c o e f f i c i e n t s  along w i t h  t h e  minimum and 

maximum I n t e r - I t e m  c o r r e l a t i o n  fo r  th e  c u l t u r e  s c a le s  are  

p resented  In T a b le  5 . 1 .  C l e a r l y ,  th e  Persona l  Freedom s c a le  

does not  meet th e  minimum Cronbach a lp h a  s ta n d a rd  f o r  t h i s  

s tudy .  A d d i t i o n a l  a n a l y s i s  was conducted v i a  i tem d e l e t i o n  

in an a t te m p t  t o  in c rease  the  a lp h a .  However,  t h e r e  was not 

enough In c re a s e  t o  b r in g  th e  s c a le  t o  t h e  a c c e p t a b le  

s ta n d a rd .  T h e r e f o r e  t h i s  s c a le  was not  In c lu d ed  in th e  data  

a n a l y s i s  o f  t h i s  s tu d y .

The o t h e r  t h r e e  s c a le s  of  th e  C u l t u r e - G a p  S u r v e y ®

Instrument  a r e  equal  t o  .79  or h igher  t h e r e b y  w e l l  exceeding

th e  minimum s ta n d a rd  f o r  a lp h a .  The o v e r a l l  a lp h a  o f  the  

Instrument  a l s o  Is  q u i t e  h igh .  When a l l  I terns a r e  

con s id ered  as a measure o f  the  leve l  o f  p o s i t i v e  norms In an 

o r g a n i z a t i o n a l  s u b u n i t ,  th e  a lpha is  v e r y  h igh ( . 8 6 ) .  This  

i n d ic a t e s  t h a t  a l l  I tems taken t o g e t h e r  a r e  a r e l i a b l e

measure o f  th e  f requency  o f  p o s i t i v e  c u l t u r e  norms w i t h i n  a

p a r t i c u l a r  work u n i t .

An e x a m in a t io n  o f  th e  s c a t t e r p l o t s  ( T a b l e s  5 . 2 ,  5 . 3 ,  

5 . 4 ,  5 . 5 )  o f  each o f  th e  types o f  norms was done so t h a t  a 

v i s u a l  comparison cou ld  be made between Persona l  Freedom and 

those norm s c a le s  t h a t  e x h i b i t e d  high a lp h a  c o e f f i c i e n t s .
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TABLE 5 .1

INTERNAL RE LIABIL IT IES  OF THE MEASURES 

KILMANN-SAXTON CULTURE GAP SURVEY^

VAR IABLES ITEMS RANGE ALPHA

CULTURE

Task Support 1 , 5 , 9 , 1 3 , 1 7 , 2 1 , 2 5 .26 to .70 .8 0

Task In n o v a t I  on 2 , 6 , 1 0 , 1 4 , 1 8 , 2 2 , 2 6 .27 to .69 .86

Soc. R e l a t i o n s h i p 3 , 7 , 1 1 , 1 5 , 1 9 , 2 3 , 2 7 .13 to .65 .79

Personal  Freedom 4 , 8 , 1 2 , 1 6 , 2 0 , 2 4 , 2 8 - . 1 to .46 .57

A l l  1 terns 1 to  28 - . 1 6 to .71 .86

Exclude Personal Freedom Items - . 0 7 to .71 .87

ORGANIC ITY  

A l l  1 terns 1 , 2 , 3 , 4 , 5 , 6 , 7 . 15 t o  . 52 . 7 4

ENVIRONMENTAL UNCERTAINTY

DynamIsm  

Comp 1 ex I t y

1 , 2 , 3 , 4 , 5  

6 , 7 , 8 , 9 , 1 0 , 1 1

. 17 

. 17

t o .  62 

t o  . 43

. 7 0

. 6 4

I tem 7 d e l e t e d  a f t e r  I n i t i a l  run ;  a lp h a  Increased t o  .72  

M u n i f l c i e n c e  1 2 , 1 3 , 1 4 , 1 5 , 1 6 , 1 7 , 1 8  - . 1  to  .65  .61

Item 16 d e l e t e d  a f t e r  i n i t i a l  ru n ;  a lp h a  Increased t o . 64 

A l l  I terns 1 t o  18 w /o  7 & 16 - . 2 5  t o  .62  .67
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T A B L E  5 . 2

S C A T T E R P L O T : T A S K  S U P P O R T

TVPES OF NORMS e v  CULTURE STRENGTH

T

s

1 I 1

1 4 3 4 S K I  F 0

1 4 7 S 4 A A 3 3  1

1 1 1 1 3 2 3 1 1 1

1 1 2

1 2 2

2 1

0* 1 1  I
♦ R--------* -------------   * ------------ ---------- * -------- ----------- * -------- ♦ -------- * -------- ♦ ---------      - -

1 . 7 5  5 . 2 5  8 . 7 5  1 2 . 2 5  1 5 . 7 5  1 9 . 2 5  2 2 . 7 5  2 6 . 2 5
0 3 . 5  7 1 0 . 5  14 1 7 . 5  21 2 4 . 5

CUV.TSTGH

188 c a s t s  p l o t t e d .  R e g r e s s i o n  s t a t i s t i c s  o f  TS o n  CULTSTGM:
C o r r e l a t i o n  . 7 8 2 2 0  R S q u a r e d  . 6 1 1 8 3  S . E .  o f  E s t  1 . 0 6 2 9 8  2 - t a  l e d  S l g .
1 l i t e r  c e p  t  ( S . E . ) - . 0 0 8 3 3 (  . 3 5 2 7 0 )  S l o p e C S . E . )  . 2 7 6 6 K  . 0 1 6 1 6 )

Frequencies and Symbols 
A - 10 
D - 13 
F - 15 
1 - 1 8  
K -  20
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TA B LE 5 . 3

S C A T T E R P L O T : TASK IN N O V A T IO N

TVPES O f  NORMS BV CULTURE STRENGTH

T
I

3

1 2 2 4 6 8 8 E P J G E )

1 2 4 4 1 1 3 3 2 2

1 1 1 3  1

2 1 2 1

1 1 1

1 . 7 5  S . 25 8 . 7 5  1 2 . 2 5  1 5 . 7 5  1 9 . 2 5  2 2 . 7S 2 6 . 2 5
0 3 . 5  7 1 0 . 5  14 1 T . S  21 2 4 . 5

CULTSTGH

188 c a s e s  p l o t t e d .  R e g r e s s i o n  s t a t i s t i c s  o f  T I  o n  CULTSTGH:
C o r r e l a t i o n  . 7 3 9 7 6  R S q u a r e d  . 5 4 7 2 5  S . E .  o f  E s t  1 . 0 6 7 0 4  2 - t a i l e d  S l g .  
I n t e r c e p t ( S . E . )  l . 0 7 6 6 0 (  . 3 5 4 0 5 )  S l o p e ( S . E . )  , 2 4 3 1 6 (  . 0 1 6 2 2 )

Frequencies and Symbols 
A - 10 
E - 14 
G - 16 
J - 19 
P - 25
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TA B LE 5 . 4

S C A T T E R P L O T : S O C IA L  R E L A T I O N S H I P S

TYPES OF NORMS B Y  CULTURE STRENGTH

2 1  3 2 1  3 0  8  C B A 4

1 3 2 3  1 4  8 C 8 S 3

2 3 2 2 4 1 1

I I 5 1 6 1 1

1 1 11 1 2  2 1

1 1  I 1 1 3

2 1 1 2

0 *  1 1 1 1 ♦- — ■* - * ■*---- * -  - — ♦ — -  * - — - . *
1 . 7 5  5 . 2 5  8 . 7 5  1 2 . 2 5  1 5 . 7 5  1 9 . 2 5  2 2 . 7 5  2 6 . 2 5

0  3 . 5  7 1 0 . 5  14 1 7 . S 2,1 2 4 . 5  28

CULTSTGH

188 c a s e s  p l o t t e d .  R e g r e s s i o n  s t a t i s t i c s  o f  SR o n  CULTSTGH:
C o r r e l a t i o n  . 6 6 9 3 4  R S q u a r e d  . 4 4 8 0 2  S . E .  o f  E s t  1 . 4 1 0 4 5  2 ~ t a 1 l a d  S 1 g .  . 0 0 0 0  
I n t  e r c e o t ( S . E . )  - , 1 6 8 0 5 (  . 4 6 7 9 9 )  S l o o e l S . E . )  . 2 6 3 3 8 1  . 0 2 1 4 4 )

A - 10 
B - 11 
C - 12 
D - 13
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TABLE 5 .5

SCATTERPLOT: PERSONAL FREEDOM

TYPES OF NORMS BY CULTURE STRENGTH

6* 1 1  2 1 1 4 !

1 1 1 7 3 3 A A

4

P
F

1 1 2 2 7 6 2 3 9 9 7

1 1 3 3 2 2 5 0  6

2 2 1 2 2 3 1 S

1 1 1  1 2 1 1 1

1 1  1 1 1 1
1 . 7 5  5 . 2 5  8 . 7 5  1 2 . 2 5  1 5 . 7 5  1 9 . 2 5  2 2 . 7 5  2 6 . 2 5

0 3 . 5  7 1 0 . 5  14 1 7 . 5  21 2 4 . 5

CULTSTGH

188 ' c a s e s  p l o t t e d .  R e g r e s s i o n  s t a t i s t i c s  o f  PF on  CULTSTGH:
C o r r e l a t i o n  . 6 5 1 1 9  R S q u a r e d  . 4 2 4 0 5  S . E .  o f  E s t  1 . 2 1 9 2 2  2 - t a i l e d  S i g .  
I n t e r c e p t ( S . E . ) - . 9 0 0 2 3 (  . 4 0 4 5 4 )  S l o p e C S . E . )  . 2 1 6 8 4 (  . 0 1 8 5 3 )

A - 10
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I t  was de te rm in ed  t h a t  th e  p a t t e r n s  f o r  Task S u p p o r t ,  Task 

In n o v a t io n  and S o c ia l  R e la t i o n s h i p s  a r e  v e r y  s i m i l a r  to  each 

o t h e r ,  w i t h  a l a r g e  c l u s t e r  o f  scores running  from th e  

m id d le  t o  th e  upper r i g h t  o f  th e  p l o t .  The p l o t  f o r  

Personal  Freedom norms were more b r o a d ly  spread and

s c a t t e r e d  w i t h  a minor  c l u s t e r i n g  In th e  f a r  m id d le  r i g h t  of

the  p l o t .  T h e r e f o r e ,  I t  appears t h a t  th e  response p a t t e r n  

to  t h i s  s e t  o f  norms is less s t r a i g h t  fo rward  than  f o r  the  

o th e r  t h r e e  s e t s .  Respondents may have been con fused  by the  

s e t  o f  Persona l  Freedom norms; sev era l  I n d i v i d u a l s  put  

q ue s t io n  marks by th e  norm p a i r s  t h a t  r e p r e s e n te d  t h i s  type  

o f  norm. In p a r t i c u l a r  i tems 24 and 28 seemed t ro ub lesom e,  

as an i n d i v i d u a l  would sometimes w r i t e  th e  word "both" by 

these  i tem s.  Thus, t h e  low a lpha  score  combined w i t h  o th e r  

ev idence  on t h i s  s e t  o f  norms make I t  i n a d v i s a b le  t o  u t i l i z e

t h i s  s e t  f o r  t h e  d a t a  a n a l y s i s  In t h i s  s tu d y .

The a lp h a  scores  on each o f  the  above s c a le s  Is  g r e a t e r  

than t h a t  r e p o r t e d  by Saxton (1986 )  w i t h  t h e  e x c e p t io n  o f  

Soc ia l  R e l a t i o n s h i p s  which is .12 less than th e  a lp h a  fo r  

t h a t  s c a le  in t h e  c u r r e n t  s tu d y .  Thus, i t  is  f e l t  t h a t  the  

s c a le s  o f  Task Su p p o r t ,  Task In n o v a t io n  and S o c ia l  

R e l a t i o n s h i p s  a r e  measur ing r e l i a b l y  what th ey  p u r p o r t  to  

measure.

The means and s ta n d a rd  d e v i a t i o n s  o f  th e s e  v a r i a b l e s  

a r e  shown In T a b le  5 . 6 .  Complete summary s t a t i s t i c s  f o r  

each o f  th e  v a r i a b l e s  is  inc luded In Appendix B. For  

I d e n t i f i c a t i o n  purposes in the  appendices and some t a b l e s
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th e  f o l l o w i n g  n o t a t i o n  w i l l  be used in r e f e r e n c e  t o  types o f  

c u l t u r e  norms:TS = Task Support ;  Tl  = Task In n o v a t io n ;  SR = 

S o c ia l  r e l a t i o n s h i p s ;  and PF = Personal  Freedom.

TABLE 5 . 6  

SUMMARY STATISTICS OF THE VARIABLES

VARIABLES MEAN______ STD. DEV._______ MIN/MAX

ENV. UNCERTAINTY 2 1 .6 6  5 . 4 6  1 3 . 8 / 3 3 . 8 5

DYNAMISM 2 7 .5 7  9 . 6 8  2 3 . 1 / 3 3 . 8 5

COMPLEXITY 18 .43  8 .9 2  1 6 . 2 / 2 0 . 5

MUNIFICENCE 18 .99  7 . 0 6  1 3 . 7 / 2 5 . 3 4

ORGANIC ITY 5 .01  1 .00  1 /7

CULTURE

TASK SUPPORT 5 . 8 8  1 .70  0 / 7

TASK INNOVATION 6 . 2 6  1 .58  0 / 7

SOCIAL RELATIONSHIPS 5 . 4 4  1 .89  0 / 7

5 . 1 2  O r g a n l c i t y  

The I terns used t o  measure th e  ty p e  o f  s t r u c t u r e  o f  an 

o r g a n i z a t i o n a l  s u b u n i t  were c o n ta in e d  in s e c t i o n  2  o f  the  

q u e s t i o n n a i r e .  The respondent  chose a number from one to  

seven on a L l k e r t  ty p e  s c a le  which re p re s e n te d  h i s / h e r  

p e r c e p t i o n  o f  th e  c h a r a c t e r i s t i c s  o f  th e  s t r u c t u r e .  Th is  

too  was an a d d i t i v e  s c o re .  The Cronbach a lp h a  v a lu e  was 

. 7 4 .  I t  is  w e l l  above th e  minimum a c c e p t a b le  s ta n d a rd .
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An ex a m in a t io n  o f  th e  corresponding  a lpha  c o e f f i c i e n t  

on an item by I tern d e l e t i o n  b a s is  showed t h a t  th e  c u r r e n t  

a lp h a  was a l s o  th e  h ig h e s t  p o s s ib le  a lpha  fo r  t h i s  s e t  o f  

I tem s.  A lso  th e  a lpha  s c o re  is s l i g h t l y  h ig h er  than t h a t  

found by Covin  ( 1 9 8 5 ) .  I t  Is  f e l t  t h a t  t h i s  s c a le  possessed 

t h e  necessary  r e l i a b i l i t y  t o  measure t h i s  c o n s t r u c t .  Thus,  

I t  was used In th e  d a ta  a n a l y s i s  o f  t h i s  s tu d y .

The mean and s tanda rd  d e v i a t i o n  o f  t h i s  v a r i a b l e  a r e  

p re s e n te d  In T a b le  5 . 6 .  Complete summary s t a t i s t i c s  on the  

I tems and t h e  v a r i a b l e ,  o r g a n l c i t y ,  a re  In Appendix B. For  

n o t a t i o n  purposes In some o f  th e  p r i n t o u t s  In th e  

app end ices ,  ORGAN ICY = O r g a n l c i t y .

5 . 1 3  Environmenta l  U n c e r ta in t y

E ig h te e n  Items were Inc luded  In S e c t io n  3 o f  th e  

q u e s t i o n n a i r e ;  they  comprised t h r e e  subscales o f  th e  

c o n s t r u c t :  env ironm en ta l  u n c e r t a i n t y .  The subscales  a r e :  

Dynamism, C o m p lex i ty  and M u n i f i c e n c e .  Each I tern was 

w eig h te d  by an Importance v a lu e  ( f rom 1 to  7)  t h a t  was 

ass igned  by th e  respondent .  Thus the  we ighted  item v a lu e  

was th e  produ ct  o f  th e  Importance r a t i n g  and th e  

en v i ro n m en ta l  u n c e r t a i n t y  I t e m 's  r a t i n g  ( f rom  1 t o  7 ) .  The 

w eig h te d  I tern v a lu e  was used as th e  Item score  f o r  the  

r e l i a b i l i t y  a n a l y s i s .  T h is  Is p l a u s i b l e  as c o n c e p t u a l l y  the  

w eig h te d  s c o re  on each Item c o n s t i t u t e s  a new s e t  o f  i tems  

t h a t  can be e v a lu a te d  f o r  I n t e r n a l  c o n s is ten cy .
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Adding th e  w e ig h te d  v a lu e s  f o r  I tems 1 t o  5 produces  

t h e  Dynamism s c a l e .  The Cronbach a lpha  was . 7 0 .  An 

a n a l y s i s  o f  t h e  Item d e l e t i o n  d a ta  In d ic a t e d  t h a t  an a lp h a  

o f  .70  was th e  h ig h e s t  p o s s ib le  r a t i n g  f o r  t h i s  s c a l e .

I tems 6  t o  11 com pr ise  th e  Com plex i ty  s c a l e .  i t  had an 

a lp h a  c o e f f i c i e n t  o f  . 6 4 .  Exam inat ion  o f  th e  Item d e l e t i o n  

t a b l e s  r e v e a le d  t h a t  th e  d e l e t i o n  o f  I tern 7 would Improve  

th e  a lp h a  v a l u e  t o  . 7 2 .  No o t h e r  I tern d e l e t i o n s  would  

improve th e  I n i t i a l  v a l u e  o f  . 6 4 .  I tern 7 c o n ta in e d  language  

t h a t  seemed t o  confuse  th e  respondent .  There  were se v e ra l  

q u e s t io n s  marks p la c e d  by t h a t  i tem on r e tu r n e d  

q u e s t i o n n a i r e s .  A ls o ,  th e  i n v e s t i g a t o r  had one phone c a l l  

from a respondent  r e q u e s t in g  c l a r i f i c a t i o n  o f  t h i s  I te m 's  

t e r m i n o l o g y .  The c o n fu s io n  regarded th e  use o f  t h e  phrases  

" e v e n ly  d i s t r i b u t e d "  and" h e a v i l y  c o n c e n t ra te d "  t o  d e s c r ib e  

c o m p e t i t o r s .  The d e l e t i o n  o f  t h i s  I tern is w a r r a n te d .

Items 12 t o  18 com pr ise  th e  M u n i f ic e n c e  s c a l e .  I t  had 

an a lp h a  c o e f f i c i e n t  o f  . 6 2 .  Examinat ion  o f  th e  Item  

d e l e t i o n  t a b l e  I n d ic a t e d  t h a t  t h e  d e l e t i o n  o f  i tem 16 would  

Improve th e  a lp h a  v a l u e  o f  t h i s  s c a le  to  . 6 4 .  I tem 16 d e a l t  

w i t h  th e  sca re  I t y / p I e n t I f u I  ness o f  s k i l l e d  l a b o r .  W h i le  th e  

d e l e t i o n  o f  t h i s  i tem d id  not  g r e a t l y  In c rease  th e  a lp h a  

v a l u e ,  I t  is  f e l t  t h a t  any In c rease  t h a t  can be ga ined  

should  be ga ined  because th e  s c a le  b a r e l y  meets th e  minimum 

a c c e p t a b l e  s ta n d a rd  f o r  a lp h a .
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S c o t t  (1 9 8 1 )  i n d ic a t e d  t h a t  t h e  g r e a t e r  t h e  s c a r c i t y ,  

th e  c o m p le x i t y  and dynamism o f  th e  e nv ironm en t ,  th e  g r e a t e r  

th e  e nv ironm en ta l  u n c e r t a i n t y .  T h e r e f o r e ,  by combining  

t h e  I terns o f  th e  above t h r e e  s c a l e s ,  a measure o f  p e r c e iv e d  

en v i ro n m en ta l  c e r t a i n t y  or  u n c e r t a i n t y  f a c i n g  th e  s u b u n i t  Is  

d e r i v e d .  The Cronbach a lp h a  was c a l c u l a t e d  f o r  th e  a l l  o f  

t h e  items t h a t  remained a f t e r  th e  d e l e t i o n  process .  The 

a lp h a  c o e f f i c i e n t  f o r  th e  rem a in in g  16 I terns was . 6 6 . T h is  

s c a le  Is r e f e r r e d  t o  as th e  w e ig h te d  env ironm ent  v a r i a b l e  

(WENVIRON) in th e  Tab les  and fo r m u la s .  O ther  n o t a t io n s  t h a t  

a r e  used In p r i n t o u t s  in th e  appendices  t o  r e p r e s e n t  the  

v a r i a b l e s  In c lu d e :  DYNAMISM = Dynamism; COMPLEX =

C o m p le x i ty ;  MUNIFIC = M u n i f i c e n c e .

As th e  a lp h a  c o e f f i c i e n t  f o r  t h e  w e ig h te d  environment  

s c a le  Is r e l a t i v e l y  low, an e x a m in a t io n  was made o f  th e  Item  

d e l e t i o n  t a b l e  w i t h  a l l  16 I tems In c lu d e d .  I tems 12, 13, 

and 18 when d e l e t e d  would g i v e  a h ig h e r  a lp h a  by .01 ( . 6 7 ) .  

However,  upon d e l e t i o n  o f  e i t h e r  o f  th e s e  I tems,  th e  a lp h a  

score  f o r  m u n i f i c e n c e  decreases below th e  minimum a c c e p t a b le  

l eve l  o f  . 6 . T h e r e f o r e ,  t h e  t r a d e o f f  o f  th e  ga in  o f  .01 in 

r e l i a b i l i t y  d id  not  w a r r a n t  th e  d e l e t i o n  o f  th ese  a d d i t i o n a l  

I terns.

A v i s u a l  comparison was a l s o  made o f  th e  s c a t t e r p l o t s  

( T a b le s  5 . 7  t o  5 . 9 )  o f  each o f  t h e  t h r e e  s c a le s  when 

compared t o  th e  t o t a l  s e t  o f  i tem s.  Dynamism and C o m p lex i ty  

have r e l a t i v e l y  even d i s t r i b u t i o n s  o f  scores  from th e  lower 

l e f t  hand c o rn e r  t o  th e  upper r i g h t  hand c o rn e r  o f  th e
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3 2 .

2 9 . 2 5

26

2 2 . 7 5

1 9 . 5

1 6 . 2 5

13

TA B LE 5 . 7

S C A T T E R P L O T : D Y N A M IS M

R E L I A B I L I T Y  SCALES

11

11

1 1 1 1  1 1
1 1 12 1 2 1

1 12 1 12 1 1 
I 1 12 I 23 1 21 1 1

1 1 1  1 2 1  I
1 1 1  4  1 1 1 1

I 11 2 2 1 3 1 1 1 1  t i l

1 2 1 2  11
1 I I  11 2 1 121 2 1

1 1 1 1 1 1  1
1 2  1 1 1 1 1  1

1 I 1 11 11 1 1  11 2
1 1 1 1 1  1

I I 1 1  1 1 1
11 1 1 1 1 2  1 1

1 1 1 1  
1 1

11
I 1 1

1 1

1 1 1

9 . 7 5 *  1 I
I 1

10 1A 18 22 26 30  34  38
0 ' 2  16 20 24  28 32 36

WENVIRON

188 c a s e s  p l o t t e d .  R e g r e s s i o n  s t a t i s t i c s  o f  DYNAMISM o n  WENVIRON:
C o r r e l a t i o n  , 7 t 7 6 5  R S q u a r e d  . 5 1 5 0 2  S . E .  o f  E s t  4 . 0 3 5 3 8  2 - t a l l e d  S i g .  
I n t e r c e p t ( S . E . )  7 . 4 2 4 2 4 (  1 . 2 0 7 4 9 )  S 1 o p e ( S . E . )  . 7 5 9 6 5 <  . 0 5 4 0 5 )

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

1

I

. 0000



www.manaraa.com

1 12

T A B LE  5 . 8

S C A T T E R P L O T : C O M P L E X IT Y

r e l i a b i l i t y  s c a l e s  

1

3 1 . 5 *

2 8 *

2 4 . 5 +

21

1 7 . 5

14

1 0 . 5

7R

1 1 1 
12

1 1 1  1 
I 21 1 <11

11 2 211 2 1
1 1 2 1 1 2  I 121

1 1 1 1 1 1  1 
1 1 1 1  11 11 1

1 2
1 1 

1
1 111 

1

1 131 1 1
21 1 1 1 1  1 1 1

I 1 M
1

1

1 1 11

1 1 1 
I 1 1 1  1 1

2 1 
1

1 1 1

1
1 1

1 1 1

1 1 1

1 2 1 
1 2

1 1  1 1  1 1 1 1
1 1 
I

1 111 
1 1 1 1

1 1
l

1 I

I 1

m  | 4  16 22  26 30  34
12 16 20 24  26 32 36

36

WENVIRON

108 c a s e s  p l o t t e d .  R e g r e s s i o n  s t a t i s t i c s  o f  COMPLEX o n  WENVIRON:
C o r r . I . t l o n  . 6 7 7 7 6  R S q u . r . d  . 4 5 9 3 6  S . E .  o f  E s t  ' • • 5 7 4 0 4  2 - t . U . d  S i g .
I n t e r c e p t  I S . E . ) t . 4 93 85 1  ( . 3 6 6 6 8 )  S l o p e C S . E . )  . 7 7 0 1 8 1  . 0 6 1 2 7 )
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TA B LE 5 . 9

S C A T T E R P L O T : M U N IF IC E N C E

R E L I A B I L I T Y  SCALES 

4 0+ 1

3 6 *  I 1
I

1

32+

26

24

20

16

12

1 1 
1 1 1 1  1

11 1 1 1 1 1  
1 1 1 2  1 1 2  1 1  

I t  1 11 111 2
2 1 1  I

1 1 1
1 1 1 1  2 11 1 1 1 

1 I 2 1 1 1
1 1  1 2  1 2  11 1 1

1 1 1 2  1 I I I  1
1 1 1  2 3 1 1 1  11 I

I 11 11 1 2  1 1
1 2 11 I 1 1 1 1 2 1 1 1

I I  12 . 2 1 1
11 I 1

1 1 1 1  I I  t
1 111 1 1 1

1 1 1 1  1 
2 I 1 I 22 I 1

1 1  1 1  I
I '  1

1 1
8 + I 1

10 14 18 22 26  3 0  34 3B
8 12 16 20  24 28  32  36

w e n v i r o n '

188 c a s e s  p l o t t e d .  R e g r e s s i o n  s t a t i s t i c s  o f  M U N I F I C  o n  WENVIR0N;
C o r r e l a t i o n  . 0 8 6 8 2  R S q u a r e d  . 0 0 7 5 4  S . E .  o f  E s t  6 . 3 2 7 1 9  2 - t a l l e d  S i g .  
I n t e r c e p t s . E . )  1 8 . 5 7 2 9 1 1  1 . 8 9 3 2 6 )  S l o p e ( S . E . )  , 1 0 0 7 3 (  . 0 8 4 7 5 )
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p l o t .  M u n i f i c e n c e  scores a r e  s c a t t e r e d  on th e  o u t e r  l i m i t s  

o f  t h e  p l o t  and show a tendency t o  c l u s t e r  as th ey  move 

Inward toward th e  c e n t e r .  T h is  may e x p l a i n  why t h e r e  is  

such a low r e l i a b i l i t y  v a lu e  and t h a t  w i t h  t h e  removal o f  

one I tern th e  v a lu e  drops below .5 6 .

The means and s tandard  d e v i a t i o n s  o f  th e  w e ig h te d  

env ironm en t  v a r i a b l e  and I t s  sub sca les  a r e  In shown T a b le  

5 . 2 .  Complete  summary s t a t i s t i c s  on th e  I n d i v i d u a l  I terns 

a r e  p r e s e n te d  in Appendix B.

5 . 2  D e s c r i p t  Ives

T h is  s e c t i o n  p ro v id e s  a d d i t i o n a l  in fo r m a t io n  on th e  

respondents  In t h i s  study as o b ta in e d  from an a n a l y s i s  o f  

t h e  background In fo rm a t io n  and c o g n i t i v e  s t y l e  s e c t i o n s  o f  

t h e  q u e s t i o n n a i r e .  A breakdown o f  a l l  respondents  by ty p e  

o f  bus iness  and f u n c t io n a l  a r e a  was conducted t o  examine how 

each o f  t h e s e  groups responded t o  th e  v a r i a b l e s  In t h e  

e q u a t io n s  t h a t  were used t o  t e s t  th e  hypotheses.

The f o l l o w i n g  t a b l e  o f  means ( T a b l e  5 . 1 0 )  Is  broken  

down f i r s t  by f u n c t io n a l  a re a  and second by ty p e  o f  bus iness  

(m a n u f a c t u r in g  vs s e r v i c e s ) .  As can be seen,  t h e r e  Is  ve ry  

l i t t l e  d i f f e r e n c e  between th e  means o f  s e r v i c e  versus  

m a n u fa c tu r in g  bus inesses ,  w i t h  th e  g r e a t e s t  d i f f e r e n c e  

o c c u r r i n g  in th e  WENVIRON v a r i a b l e .  W ith  th e  e x c e p t io n  o f  

m a r k e t i n g ,  t h e  respondents  in th e  o t h e r  f u n c t i o n a l  a r e a s  In 

s e r v i c e  work u n i t s  p e r c e iv e d  t h e  env ironm ent  as less  

u n c e r t a I n .
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As ensuing s t a t i s t i c a l  a n a l y s i s  t e s t e d  fo r  th e s e  

d i f f e r e n c e s ,  o n ly  in fo r m a t io n a l  s t a t i s t i c s  a re  p re s e n te d  In 

t h i s  s e c t i o n .  The number on th e  ex trem e r i g h t  o f  th e  t a b l e  

r e p r e s e n t s  th e  number o f  respondents  In t h a t  c a t e g o r y .  

A d d i t i o n a l  d e s c r i p t i v e  s t a t i s t i c s  ( I n c l u d i n g  f r e q u e n c ie s ,  

s ta n d a rd  d e v i a t i o n s ,  modes, minlmums and maxlmums) a r e  in 

Appendix B.

S e v e ra l  a u th o r s  have noted t h a t  t a s k s  d i f f e r  In 

m a n u fa c tu r in g  and s e r v i c e  b u s in e sses .  Thomas (1 9 7 8 )  

I n d i c a t e s  t h a t  t h i s  d i f f e r e n c e  may be due in p a r t  t o  th e  

e x t e n s i v e  Involvem ent  o f  p e o p le ,  r e l a t i v e  t o  machines,  In 

t h e  a c t i v i t i e s  o f  s e r v i c e  bus in e s s e s .  A ls o ,  In 

m a n u fa c tu r in g  bus inesses employees dea l  w i t h  t a n g i b l e  

p ro d u c ts .  In s e r v i c e  bus inesses th e  c h a r a c t e r i s t i c s  o f  

p ro d u c ts  a r e  d i f f e r e n t .  That  i s ,  t h e  p roduct  may be 

i n t a n g i b l e  and q u i t e  heterogenous ( S a s s e r ,  O lsen ,  and 

W y c o f f ,  1978) thus making th e  ta s k s  o f  s e r v i c e  f i r m s  q u i t e  

d i f f e r e n t  than  t h a t  o f  m a n u fa c tu r in g  f i r m s .

To a i d  In th e  I n t e r p r e t a t i o n  o f  th e  r e s u l t s  o f  t h i s  

s tu d y ,  t h e  s e r v i c e  subgroup and th e  m a n u fa c tu r in g  subgroup  

were compared v i a  a n a l y s i s  o f  v a r i a n c e  on th e  f o l l o w i n g  

i tems t h a t  p ro v id e d  background In fo r m a t io n  on the  

c h a r a c t e r i s t i c s  o f  th e  companies t h a t  responded t o  th e  

s u rv e y .  These v a r i a b l e s  a r e :  annual s a l e s ,  number o f  

employees,  y e a rs  th e  f i r m  has been in bus iness ,  

co m p e te t Iv e n e s s  o f  th e  f i r m ' s  In d u s t r y  and p r o j e c t e d  s a le s  

growth .
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TABLE 5 . 1 0

VARIABLE MEANS BY FUNCTION BY TYPE OF BUSINESS 

CATEGORY VARIABLES

TS_____ TI SR ORGN WENVN N

PUBLIC RELATIONS 

M a n u fa c tu r In g 6 .1 9 6 .81 6 .1 3 5 .7 2 2 1 .1 7 16

S e r v Ic e s 6 . 1 2 6 . 3 0 5 . 6 0 4 . 8 5 2 0 .8 7 26

MARKETING

M a n u fa c tu r In g 5 .8 6 6 .3 6 5 . 3 6 5 .31 2 1  .62 28

S e rv Ic e s 5 .9 2 6 . 4 0 5 . 5 4 4 . 5 2 21 .75 26

PERSONNEL

M a n u fa c tu r In g 5 .8 7 6 . 2 7 5 . 6 0 4 . 9 8 2 2 .5 6 15

S e rv Ic e s 6 . 0 0 6 . 7 9 6 . 1 6 4 . 9 9 2 0 . 0 0 19

PURCHASING

M a n u fa c tu r In g 5 .9 0 5 . 9 7 5 . 3 9 5 . 0 5 2 3 .3 9 30

S e rv Ic e s 6 .0 4 6 .5 2 5 . 1 2 4 . 9 5 2 0 .6 7 25

The r e s u l t s  o f  t h e  a n a ly s is  o f  th e s e  v a r i a b l e s  found one 

s i g n i f i c a n t  d i f f e r e n c e  between t h e  m a n u fa c tu r in g  and s e r v i c e  

businesses In t h i s  sample In t h e  number o f  employees 

( F = 2 .7 8 ;  p = . 0 9 7 ) .  The mean number o f  employees f o r  the  

s e r v i c e  f i r m s  was 804,  w h i l e  th e  mean f o r  m a n u fa c tu r in g  

f i r m s  was 551 .  There  were no s i g n i f i c a n t  d i f f e r e n c e s  

between t h e  two subgroups on any o f  th e  o t h e r  v a r i a b l e s .
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T a b le  5 .1 1  c o n ta in s  the  z e ro  o rd e r  c o r r e l a t i o n  

c o e f f i c i e n t s  (N = 188) between a l l  v a r i a b l e s  In the  

e q u a t io n s  t h a t  were used t o  t e s t  th e  c o n t in g e n c y  

hy p o th e s e s .

The c o r r e l a t i o n s  between env ironm en ta l  u n c e r t a i n t y  and 

I t s  su b s c a le s  as p resented  in T a b le  5 .11  a r e  a l l  v e ry  

s i g n i f i c a n t  ( p = . 0 0 1 ) .  W hi le  c o m p le x i ty  and dynamism have 

much h ig h e r  v a lu e s  and may c o n t r i b u t e  more t o  th e  

en v ironm en ta l  u n c e r t a i n t y  s c a le  than  m u n i f i c e n c e ,  I t  should  

be noted t h a t  o n ly  m u n i f ic e n c e  Is s i g n i f i c a n t l y  r e l a t e d  to  

any o f  th e  ty p e s  o f  c u l t u r a l  norms ( t a s k  I n n o v a t i o n ) .  The 

c o r r e l a t i o n  ( r = - . 1 6 1 ;  p = .0 5 )  i n d i c a t e s  t h a t  as resou rces  

become more s c a r c e ,  task  innova t ion  In c r e a s e s .  L ik e w is e ,  In 

an env ironm ent  where resources  a re  more p l e n t i f u l ,  ta s k  

In n o v a t I  on d e c r e a s e s .

As can be noted from T a b le  5 . 1 1 ,  th e  r e l a t i o n s h i p s  

between env ironm en ta l  u n c e r t a i n t y  and th e  norms o f  t ask  

s u p p o r t ,  t a s k  In n o v a t io n  and socijal  r e l a t i o n s h i p s  a r e  

n e g a t iv e  but  not  s i g n i f i c a n t .  The r e l a t i o n s h i p s  between  

these  same norms and th e  s t r u c t u r e  o f  th e  o r g a n i z a t i o n a l  

su b u n i t  a r e  p o s i t i v e  and s i g n i f i c a n t .  The I m p l i c a t i o n  Is  

t h a t  s t r u c t u r e  may Indeed p la y  a r o l e  In th e  env ironm en ta l  

u n c e r t a I n t y / c u I t u r e  r e  I a t  Io n s h Ip .

Moderated r e g r e s s io n  a n a l y s i s  was chosen t o  t e s t  th e  

co n t ingenc y  hypotheses as I t  was f e l t  t h a t  more d e t a i l e d  

and e x p l a n a t o r y  In fo rm a t io n  cou ld  be o b t a i n e d .  However,
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TABLE 5 .11

ZERO ORDER CORRELATIONS OF THE VARIABLES

1 2 3 4 5 6 7 8 9

WENVI RON ORGANC TS Tl SR WES DYNAM COMPLEX MUNIF

1 1

2 .094  1

3 - . 1 6 5 *  . 1 8 6 *  1

4 - . 1 3 8 *  . 3 5 8 * *  . 6 4 3 * *  1

5 - . 0 6 0  . 2 5 9 * *  . 2 8 0 * * . 2 3 9 * *  1

6  . 7 9 2 * *  . 6 6 4 * *  .003 .129 .111 1

7 . 7 5 0 * *  . 1 5 9 *  - . 1 6 6 * - . 1 0 3  - . 0 0 5  . 6 3 4 * *  1

8  . 7 6 4 * *  .099  - . 0 2 4  - . 0 1 4  - . 0 7 0  . 6 2 8 * * . 4 0 1 * *  1

9 . 3 2 7 * * - . 1 2 4  - . 1 2 6  - . 1 6 1 * - . 0 4 4  . 1 7 4 * - . 1 3 8 *  - . 0 4 2  1

*p  = .05  * * p  = .001

t h e  Pearson produ ct  moment c o r r e l a t i o n  te c h n iq u e  c o u ld  have 

been used t o  t e s t  th e  c o n t in g en c y  hypotheses i n v o l v i n g  th e  

v a r i a b l e s  en v ironm en ta l  u n c e r t a i n t y ,  o r g a n l c l t y  and th e  

ty p e s  o f  c u l t u r e  norms by d i v i d i n g  th e  sample I n t o  less  

o r g a n ic  and o r g a n ic  subgroups and d e r i v i n g  th e  Pearson  

c o r r e l a t i o n  c o e f f i c i e n t .  The c o r r e l a t i o n s  o b t a in e d  from  

t h i s  s t a t i s t i c a l  a n a l y s i s  a r e  p re s e n te d  In T a b le  5 . 1 2  as 

a d d i t i o n a l  in fo r m a t io n  t o  th e  r e a d e r .  There  were 85 

respondents  in th e  less o r g a n ic  subgroup and 103 respondents  

In t h e  o r g a n ic  subgroup.
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TABLE 5 .1 2

PEARSON CORRELATION BETWEEN UNCERTAINTY AND CULTURE

WENVI RON ( l e s s  o r g a n ic )  WENVI RON ( o r g a n i c )

TS - . 1 7 6  ( p = . 0 5 ) - . 1 8 7  ( p = .0 3 )

T I - . 1 3 0  ( p = .1 2 ) - . 2 2 1  ( p = . 0 1 )

SR - . 0 6 8  ( p = .2 7 ) - . 0 8 2  ( p = . 2 0 )

The r e l a t i o n s h i p s  found In th e  less  o r g a n ic  

o r g a n i z a t i o n a l  s u b u n i ts  f o r  t a s k  s u p p o r t ,  t a s k  In n o v a t io n  

and s o c ia l  r e l a t i o n s h i p s  a r e  in the  h y p o th e s iz e d  d i r e c t i o n ;  

but o n l y  ta s k  suppor t  Is  s i g n i f i c a n t .  That  I s ,  su b u n i ts  

t h a t  have a less  o r g a n ic  s t r u c t u r e  and a r e  fa c in g  a more 

c e r t a i n  env ironm ent  e x h i b i t  h igher  l e v e l s  o f  task  s u p p o r t .  

The c o r r e l a t i o n s  between env ironm en ta l  u n c e r t a i n t y  and norms 

o f  t a s k  sup por t  and ta s k  In n o v a t io n  in o r g a n ic  su b u n i ts  a r e  

s i g n i f i c a n t ,  however,  th e y  a r e  not In t h e  hypothes ized  

d i r e c t i o n .  F u r t h e r  comments on these  r e s u l t s  w i l l  be 

p rese n te d  In th e  d is c u s s io n  s e c t io n  o f  th e  ch a p te r  s i x .

The r e s u l t s  o f  t h e  moderated r e g r e s s io n  a n a lys es  a r e  

p rese n te d  in Tab les  5 . 1 3  through 5 . 1 5 .  As these  t a b l e s  

show, o n ly  th e  hypotheses f o r  task  in n o v a t io n  (H3o t o  H4a)  

a r e  suppor ted  by th e  d a t a .  However, when th e  sample is 

d i v i d e d  i n to  m a n u fa c tu r in g  and s e r v i c e  b us inesses ,  th e  

hypotheses f o r  ta s k  sup por t  a r e  supported  f o r  th e  s e r v i c e  

subgroup.  The f i n d i n g s  a r e  p resen ted  and d iscussed more 

f u l l y  In th e  s e c t i o n s  t h a t  f o l l o w .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

5 . 3  R e s u l ts  o f  Hypotheses Tes ts



www.manaraa.com

120

Three  r e g r e s s io n  e q u a t io n s  o f  th e  f o l l o w i n g  form were  

run f o r  each s e t  o f  hypotheses made f o r  o f  th e  t h r e e  each 

typ es  o f  c u l t u r a l  norms. P le a s e  note  t h a t  those hypotheses  

t h a t  In vo lved  th e  norms o f  Personal  Freedom w i l l  not  be 

t e s t e d .  T h is  v a r i a b l e  was dropped from th e  study due t o  th e  

low re  I lab I I I t y  o f  th e  measure.

( 1 )  Y o a + b 1 WENVI RON

( 2 )  Y = a + b1 WENVI RON + b2 ORGAN ICY

( 3 )  Y = a + b1 WENVI RON + b2 ORGAN ICY + b3 WES

WENVI RON = ENVIONRMENTAL UNCERTAINTY; ORGAN ICY = ORGANIC ITY 

WES= PRODUCT OF ENVIRONMENTAL UNCERTAINTY AND ORGANIC ITY

Cohen and Cohen (1975 )  p o i n t  out  t h a t  In o r d e r  t o  t e s t  

th e  s i g n i f i c a n c e  o f  an I n t e r a c t i o n  term ( I . e .  WES), th e  

l i n e a r  e f f e c t s  o f  th e  c o n s t i t u e n t  v a r i a b l e s  must be 

p a r t i a l e d  from t h e i r  p ro d u c t .  Thus, e q u a t io n  t h r e e  Is  

a p p r o p r i a t e  f o r  t h i s  a n a l y s i s .

F o l lo w in g  each s e t  o f  hypotheses ,  the  f i n d i n g s  f o r  t h a t  

p a r t i c u l a r  s e t  a r e  p rese n te d  and d iscussed .

5 .31  Task Support  Hypotheses

H1o

Under c o n d i t i o n s  o f  low o r g a n l c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm en ta l  u n c e r t a i n t y  and ta s k  

s u p p o r t .
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H1a

Under c o n d i t i o n s  o f  low o r g a n l c l t y ,  t h e  r e l a t i o n s h i p  

between en v i ro n m en ta l  u n c e r t a i n t y  and ta s k  sup p o r t  Is 

n e g a t I v e .

H2o

Under c o n d i t i o n s  o f  h igh o r g a n l c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and ta s k  

s u p p o r t .

H2a

Under c o n d i t i o n s  o f  h igh o r g a n l c l t y ,  th e  r e l a t i o n s h i p  

between e nv ironm en ta l  u n c e r t a i n t y  and ta s k  sup por t  Is  

p o s I t I v e .

R e s u l ts  f o r  th e s e  hypotheses a r e  shown in T a b le  5 . 1 3 .

The i n t e r a c t i o n  term f o r  th e  e n t i r e  sample was b3 =

.0 3 .  The s i g n i f i c a n c e  o f  t h i s  term was p = . 2 .  T h e r e f o r e ,  

t h i s  s e t  o f  hypotheses 1o t o  2a a re  not  s u p p o r te d .  However, 

th e  main e f f e c t s  o f  env ironm enta l  u n c e r t a i n t y  on ta s k  

support  as noted in Eq uat ion  1 a re  b1 = - . 2 0 0 ;  t h i s  Is  

s i g n i f i c a n t  a t  p = . 0 8 .  That  I s ,  th e  l i n e a r  r e l a t i o n s h i p  

between en v i ro n m en ta l  u n c e r t a i n t y  and ta s k  s u p p o r t  is  such 

t h a t  as env ironm en ta l  u n c e r t a i n t y  In c re a s e s ,  t a s k  support  

d e c r e a s e s .

A secondary a n a l y s i s  was conducted t o  t e s t  t h e  above  

hypotheses f o r  m a n u fa c tu r in g  and s e r v i c e  o r g a n i z a t i o n s .  No 

s i g n i f i c a n t  f i n d i n g s  were o b ta in e d  f o r  th e  m a n u fa c tu r in g  

subgroup, but  a s i g n i f i c a n t  I n t e r a c t i o n  was found between
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en v ironm en ta l  u n c e r t a i n t y  and o r g a n l c l t y  In th e  s e r v i c e  

subgroup.  B3 Is  .055  w i t h  p = .0 4 2 .  The f o l l o w i n g  

e q u a t io n s  emerged.

TS = 6 . 9 4  - . 0 5 1  WENVI RON 

TS = 4 . 6 3  - . 0 6 0  WENVI RON + .5 3 0  ORGAN ICY 

TS = 1 0 . 7 7  - . 3 3 3  WENVIRON - . 7 2 6  ORGAN ICY + .0 5 5  WES 

To t e s t  f o r  th e  p resence or  absence o f  m o n o t o n i c i t y  

Schoonhoven ( 1 9 8 1 )  graphed t h e  p a r t i a l  d e r i v a t i v e  o f  t h e  

e q u a t I  on

TS = b1 WENVIRON + b3 WES 

The p o i n t  where t h e  e f f e c t  o f  WENVIRON on TS Is z e r o  (dY/dE  

=b1WENVJR0N + b3WES = 0 )  Is  a I so where th e  m o d i fy in g  

v a r i a b l e ,  o r g a n l c l t y ,  Is  equal  t o  th e  r a t i o  o f  th e  

c o e f f i c i e n t s  o f  t h e  a d d i t i v e  and I n t e r a c t i o n  terms or  

ORGAN ICY = - b 1 / b 3 .  T h is  r a t i o  r e p r e s e n t s  th e  v a lu e  o f  th e  

m oderator  v a r i a b l e  a t  which th e  e f f e c t  o f  en v i ro n m e n ta l

u n c e r t a i n t y  on t h e  ty p e  o f  c u l t u r a l  norms w i l l  change

s ig n s .  I f  - b 1 / b 3  f a l l s  w i t h i n  th e  observed range o f  th e  

m oderator  v a r i a b l e ' s  ( o r g a n l c l t y )  v a l u e s ,  t h e  e f f e c t  o f  th e

en v ironm en ta l  u n c e r t a i n t y  on Task Support  is  n o n l i n e a r .  I f ,

on t h e  o t h e r  hand, I t  f a l l s  o u t s i d e  th e  range o f  o r g a n l c l t y ,  

th e  e f f e c t  o f  e n v i ro n m en ta l  u n c e r t a i n t y  on o r g a n i z a t i o n  

c u I t u r e  Is  I I  n e a r .

The e q u a t io n  used t o  t e s t  f o r  n o n l l n e a r l t y  Is :

TS = - . 3 3 3  WENVIRON + .055 WES 

O = . 3 3 3 / . 0 5 5  = 6 . 0 5
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TABLE 5 . 1 3
MODERATED REGRESS ION ANALYSIS: TASK SUPPORT

TOTAL SAMPLE

SE F - R a t l o  
V a r i a b l e s  Reg. o f  I n d i v i d u a l  Cum. In c rease

Inc luded  C o e f f . *  B V a r i a b l e s ______ R2 _____ R2 _____ F(Eqn)

WENVI RON - . 0 5 1 . 0 2 2 * *  5 . 2 4 * * .027 .027 5 . 2 4 * *

WENVI RON 
ORGAN ICY

- . 0 5 8
.344

. 0 2 2 * * *  6 . 7 1 * * *

. 1 2 0 * * *  8 . 1 6 * * * *
.068 .041 6 . 8 0 * * * *

WENVIRON - . 2 0 0  
ORGAN ICY - . 2 7 9  
INTERACTION .028

.1 1 2 *  3 . 1 7 *  

.497 .32  

.021 1 .67

.076 .008 5 . 1 1 *

MANUFACTURING SUBGROUP

V a r I a b I e s Reg.
SE F - R a t l o  
o f  I n d iv id u a l Cum. I ncrease

Inc Iuded C o e f f . #  B V a r i a b l e s R2 R2 F(Eqn)

WENVIRON - . 0 5 2 . 0 3 1 * *  2 . 9 0 * .032 .032 2 . 9 0 *

WENVI RON 
ORGAN ICY

- . 0 5 3  
. 105

. 0 3 1 * *  2 . 9 6 *  

.185 .319
.035 .003 1 .60

WENVIRON .211  
ORGAN ICY 1 .203  
INTERACT I O N - . 051

.204 1 .075  

. 8 5 5 *  1 .98  

. 0 3 9 *  1 .73

.054 .019 1 .65

SERVICES SUBGROUP

V a r I a b I e s Reg.
SE F - R a t i o  
o f  I n d i v i d u a l Cum. I ncrease

Inc Iuded C o e f f . # B V a r i a b l e s R2 F(Eqn)
WENVIRON - . 0 5 1 .0 3 3 *  2 . 3 7 .024 .024 2 . 3 7

WENVIRON 
ORGAN ICY

- . 0 6 0
.530

. 0 3 2 * *  3 . 6 4  

. 1 6 6 * * * 1 0 . 2 3 * * *
.119 .095 6 . 4 2 * * *

WENVIRON - . 3 3 3  
ORGAN ICY - . 7 2 6  
INTERACTION .055

. 1 3 6 * * *  6 . 0 1 * *  

. 630  1 .34  

. 0 2 6 * *  4 . 2 5 * *

.157 .038 5 . 8 4 * * *

# t - s I g n I f I c a n c e  le v e l  in d ic a t e d  by s t a r s  
* p = .1  * * p = .05  * * * p = . 0 1  * * * * p = . 0 0 1
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The range f o r  o r g a n l c l t y  was 1 -  7;  as 6 . 0 5  f a l l s  w i t h i n  

t h i s  range ,  th e  e f f e c t  o f  en v ironm en ta l  u n c e r t a i n t y  on task  

s uppor t  Is  n o n l i n e a r  f o r  s u b u n i ts  in s e r v i c e  o r g a n i z a t i o n s .

S in c e  B3 Is  p o s i t i v e  and s i g n i f i c a n t ,  t h i s  Im p l ie s  t h a t  

In c re a s e s  In env ironm enta l  u n c e r t a i n t y  In f l u e n c e  the'  norms 

o f  Task Support  p o s i t i v e l y  f o r  s e r v i c e  o r g a n i z a t i o n  sub un i ts  

w i t h  an o r g a n l c l t y  Index h igher  than 6 . 0 5 .  L i k e w is e ,  

In c rease s  In env ironm enta l  u n c e r t a i n t y  w i l l  n e g a t i v e l y  

I n f l u e n c e  th e  norms o f  Task Support  f o r  o r g a n i z a t i o n a l  

s u b u n i ts  w i t h  o r g a n l c l t y  In d ic e s  lower than 6 . 0 5 .  The 

maximum v a l u e  f o r  o r g a n l c l t y  Is 7 ,  thus  6 . 0 5  would i n d ic a t e  

a s u b u n i t  t h a t  e x h i b i t s  the  e x t e n s i v e  use o f  loose Informal  

c o n t r o l  measures;  an emphasis on g e t t i n g  t h i n g s  done even I f  

t h i s  mean d i s r e g a r d i n g  formal p roce dures ;  an emphasis on 

a d a p t in g  f r e e l y  t o  changing c i rcu m stan ce s  r e g a r d l e s s  o f  past  

p r a c t i c e ;  a l l o w i n g  t h e  e x p e r t  t o  have th e  most say In a 

given  s l t u t a t l o n  and th e  open f lo w  o f  Im p or tan t  In fo rm a t io n  

th roughou t  th e  u n i t .  In su b u n i ts  t h a t  have a l l  or a lmost  

a l l  o f  th ese  c h a r a c t e r i s t i c s ,  th e  norms o f  t a s k  support  a re  

enhanced when t h e  s u b u n i t  is f a c in g  increased  r a t e s  o f  

change and c o m p le x i t y  and decreased reso u rc es  in I t s  

e nv ironm en t .  I f  th e  s ub un i t  is not  w h o l l y  o r g a n i c ,  then  

these  same changes w i l l  n e g a t i v e l y  in f l u e n c e  t h e  norms of  

task  s u p p o r t .

Thus f o r  s u b u n i ts  in s e r v i c e  b u s in e sses ,  Hypotheses 1a 

and 2a a r e  s u p p o r te d .  The r e s u l t s  o f  th e s e  t e s t s  a r e  

g r a p h i c a l l y  p re s e n te d  In F ig u r e  4 .
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6 dY (Task Support)/Services
dX^(Environmental Uncertainty)

.15 ..

ORGANICITY-.05 •:

-.1

—.154-

- .2

-.25.

-.3

TS = -.333 WENVIRON + .055 WES 

dY/dX1 = -.333 + .055 (ORGANICITY)

-b1/b3 = .333/.052 = 6.05

FIGURE 4

GRAPHIC REPRESENTATION OF RESULTS OF TASK SUPPORT 

HYPOTHESES (SERVICE SUBGROUP)
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5 . 3 2  Task In n o va t io n  Hypotheses

H3o

Under c o n d i t i o n s  o f  low o r g a n l c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and task  

In n o v a t I  o n .

H3a

Under c o n d i t i o n s  o f  low o r g a n l c l t y ,  t h e  r e l a t i o n s h i p  

between en v i ro n m e n ta l  u n c e r t a i n t y  and ta s k  In n o v a t io n  IS 

n e g a t I v e

H4o

Under c o n d i t i o n s  o f  high o r g a n l c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and task  

I n n o v a t I o n .

H4a

Under c o n d i t i o n s  o f  high o r g a n l c l t y ,  th e  r e l a t i o n s h i p  

between en v i ro n m e n ta l  u n c e r t a i n t y  and ta s k  I n n o v a t io n  Is  

p o s l t I v e .

R e s u l t s  f o r  th ese  hypotheses a r e  shown In T a b le  5 . 1 4 .

For th e  e n t i r e  sample,  th e  I n t e r a c t i o n  term b3 = .03  was

s i g n i f i c a n t  a t  th e  p = .08  leve l  o f  s i g n i f i c a n c e .  

T h e r e f o r e ,  t h e  f o l l o w i n g  e q u a t io n s  were used t o  t e s t  f o r  

I n t e r a c t I  o n .

TI = 7 . 1 1  -  .039 WENVIRON

Tl = 4 . 3 9  -  050 WENVIRON + .589  ORGAN ICY

TI = 8 .1 0 1  -  .219 WENVIRON -  .154  ORGAN ICY + .034  WES

The e q u a t io n  t o  be used to  t e s t  f o r  m o n o t o n i c i t y  is :  

Tl = - . 2 1 9  WENVIRON + .034  WES
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1 2 7

O = . 2 1 9 / . 0 3 4  = 6 . 4

The range f o r  o r g a n l c l t y  was 1 -  7;  as 6 . 4  f a l l s  w i t h i n  t h i s  

range ,  th e  e f f e c t  o f  env ironm en ta l  u n c e r t a i n t y  on ta s k  

i n n o v a t io n  Is  n o n l i n e a r .

S in c e  B3 is p o s i t i v e  and s i g n i f i c a n t ,  t h i s  Im p l ie s  t h a t  

in c re a s e s  in env ironm enta l  u n c e r t a i n t y  Impact the  norms o f  

Task In n o v a t io n  p o s i t i v e l y  f o r  o r g a n i z a t i o n a l  s u b u n i ts  w i t h  

an o r g a n l c l t y  index h ig h e r  than 6 . 4 .  L ik e w is e ,  Inc rease s  in 

en v i ro n m e n ta l  u n c e r t a i n t y  w i l l  n e g a t i v e l y  Impact th e  norms 

o f  Task In n o v a t io n  f o r  o r g a n i z a t i o n a l  s u b u n i ts  w i t h  

o r g a n l c l t y  In d ic e s  lower than  6 . 4 .  The maximum v a lu e  f o r  

o r g a n l c l t y  is  7 ,  thus 6 . 4  would I n d i c a t e  a w h o l ly  o r g a n ic  

s u b u n i t  (see  d e s c r i p t i o n  p.  1 1 7 ) .  In s u b u n i ts  t h a t  have 

o r g a n ic  c h a r a c t e r i s t i c s ,  t h e  norms o f  t a s k  In n o v a t io n  a r e  

enhanced when th e  s u b u n i t  is f a c i n g  Increased  r a t e s  o f  

change and c o m p le x i t y  and decreased reso u rc es  in i t s  

en v i ro n m e n t .  I f  the  s u b u n i t  is  not w h o l l y  o r g a n ic ,  then  

th ese  same changes w i l l  have a n e g a t i v e  I n f lu e n c e  on th e  

norms o f  t a s k  In n o v a t io n .

Thus, hypotheses 3a and 4a a r e  supported  f o r  th e  e n t i r e  

sample.  The r e s u l t s  o f  th ese  t e s t s  a r e  g r a p h i c a l l y  

p re s e n te d  In F ig u r e  5.

Secondary  a n a l y s i s  was conducted w i t h  th e  two 

subgroups: s e r v i c e  and m a n u fa c tu r in g  bus ine sses .  The 

I n t e r a c t i o n  term was not  s i g n i f i c a n t  f o r  th e  m a n u fa c tu r in g  

group (B3 = - . 0 1 8 ;  p = . 6 4 ) .  Summary s t a t i s t i c s  f o r  th e  

s e r v i c e  and m an u fa c tu r in g  subgroups a r e  In Tab le  5 . 1 4 .
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TABLE 5 . 1 4

MODERATED REGRESSION ANALYSIS: TASK INNOVATION

TOTAL SAMPLE

V a r I a b I e s Reg.
SE F - R a t l o  
of  In d iv id u a l In c rease Cum.

Inc Iuded C o e f f . # B V a r i a b l e s R2 R2 F(Eqn)
WENVI RON - . 0 4 0 .0 2 1 * *  3 . 5 9 * .019 .019 3 . 5 9 *

WENVI RON 
ORGAN ICY

- . 0 5 0
.589

. 0 1 9 * * *  6 . 5 1 * * *  

. 1 0 7 * * *  3 0 . 5 7 * * * *
.139 .158 1 7 . 3 6 * * *

WENVIRON - . 2 1 9  
ORGAN ICY - . 1 5 4  
INTERACTION .034

. 0 9 8 * *  4 . 9 4 * *  

.437 .123  

. 0 1 9 * *  3 . 0 6 1 *

.014 . 171 1 2 . 7 2 * * *

MANUFACTURING SUBGROUP

V a r I a b I e s Reg.
SE F - R a t l o  
of  In d iv id u a l I ncrease Cum.

Inc Iuded C o e f f . # B V a r i a b l e s R2 R 2 F(Eqn)

WENVI RON - . 0 4 7 .031 *  2 .31 .026 .026 2 .31

WENVI RON 
ORGAN ICY

- . 0 5 1
.489

.0 3 0 *  2 . 8 7 *  

. 1 7 9 * * *  7 . 4 2 * * *
.076 . 1 0 2 4 . 9 5 * * *

WENV1 RON .040  
ORGAN ICY .867  
INTERACT I O N - . 018

.198 .041 

.834 1 .080  

.038 .216

. 0 0 2 . 104 3 . 3 4 * *

SERVICES SUBGROUP

V a r I a b I e s Reg.
SE F - R a t l o  
of  In d iv id u a l In c re a s e Cum.

Inc Iuded C o e f f . # B V a r i a b l e s R2 F(Eqn)

WENVI RON - . 0 3 3 .029 1 .277 .013 .013 1 .27

WENVI RON 
ORGAN ICY

- . 0 4 6
.705

. 0 2 6 * *  3 . 1 1 3 *

. 1 3 5 * * * * 2 7 . 2 4 * * * *
.219 .233 14 . 4 4 * * *

WENVI RON - . 3 0 2  
ORGAN ICY - . 4 7 7  
INTERACTION .052

. 1 1 0 * * *  7 . 5 7 * * *  

.509 .876  

. 0 2 2 * * *  5 . 7 6 * *

.044 .277 1 2 . 0 2 * * *

# t - s l g n l f l c a n c e  leve l  In d ic a t e d  by 
*p = .1  * * p = .05  * * * p = . 0 1  * * * * p = . 0 0 1

s t a r s
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<fdY (Task Innovation)/All
dX^(Environmental Uncertainty)

ORGANICITY-.05

- .1 0

-.15

- . 2 0

-.25

Tl = -.219 WENVIRON + .034 WES 

dY/dX1 = -.219 + .034 ORGANCITY

-b /b = .219/.034 = 6.44
FIGURE 5

GRAPHIC REPRESENTATION OF RESULTS OF TASK INNOVATION 

HYPOTHESES CALL RESPONDENTS)
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For t h e  s e r v i c e  subgroup, t h e  i n t e r a c t i o n  term was 

q u i t e  s i g n i f i c a n t  (B3 = .0 5 2 ;  p = . 0 2 ) .  To t e s t  f o r  

I n t e r a c t i o n  t h e  f o l l o w i n g  e q u a t io n s  were used.

Tl = 6 . 9 9  -  .032 WENVIRON

Tl = 3 . 8 6  -  046 WENVIRON + .705  ORGAN ICY

Tl  = 9 . 6 3 9  -  .302 WENVIRON -  .477  ORGAN ICY + .052  WES

The e q u a t io n  t o  be used t o  t e s t  f o r  m o n o t o n ic i ty  Is :

Tl  = - . 3 0 2  WENVIRON + .0 5 2  WES 

O = . 3 0 2 / . 0 5 2  = 5 .81  

S in c e  B3 Is  p o s i t i v e  and s i g n i f i c a n t ,  t h i s  Im p l ie s  t h a t  

in c re a s e s  in env ironm enta l  u n c e r t a i n t y  Impact th e  norms of  

Task in n o v a t io n  p o s i t i v e l y  f o r  o r g a n i z a t i o n a l  s u b u n i t s  w i t h  

an o r g a n l c l t y  Index h igher  than  5 . 8 1 .  L i k e w is e ,  increases  

In en v i ro n m e n ta l  u n c e r t a i n t y  w i l l  n e g a t i v e l y  Impact the  

norms o f  Task In n o v a t io n  f o r  o r g a n i z a t i o n a l  s u b u n i t s  w i t h  

o r g a n l c l t y  In d ic e s  lower than 5 . 8 1 .  The maximum v a l u e  fo r  

o r g a n l c l t y  is  7 ,  thus  5.81 would i n d i c a t e  an a lmost  w h o l ly  

o r g a n ic  s u b u n i t  (see  d e s c r i p t i o n  p.  1 1 7 ) .  In s u b u n i t s  t h a t  

have a t  l e a s t  6  o f  th e  7 o r g a n ic  c h a r a c t e r i s t i c s ,  t h e  norms 

o f  t a s k  in n o v a t io n  a r e  enhanced when th e  s u b u n i t  Is  fa c in g  

In c reased  r a t e s  o f  change and C o m p le x i ty  and decreased  

re s o u rc e s  In I t s  env ironm ent .  i f  t h e  s u b u n i t  Is  not  w h o l ly  

or  a lm ost  w h o l l y  o r g a n ic ,  then th ese  same changes w i l l  have 

a n e g a t i v e  i n f l u e n c e  on th e  norms o f  t a s k  in n o v a t io n .

Thus,  hypotheses 3a and 4a a r e  supported  f o r  th e  

s e r v i c e  subgroup.  The r e s u l t s  o f  th e s e  t e s t s  a r e  

g r a p h i c a l l y  p re s e n te d  In F ig u r e  6 .
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GdY (Task Innovation)/Services
dX^(Environmental Uncertainty)
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- . 2 0

-.25..

30

Tl = -.302 WENVIRON + .052 WES

dY/dX1 = -.302 + .052 (ORGANICITY)

-b1/b3 = .302/.052 = 5.8

FIGURE G

GRAPHIC REPRESENTATION OF RESULTS OF TASK INNOVATION 
HYPOTHESES (SERVICE SUBGROUP)
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5 . 3 3  S o c ia l  R e l a t i o n s h i p  Hypotheses

H5o

Under c o n d i t i o n s  o f  low o r g a n l c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and s o c ia l  

r e l a t l o n s h  ip s .

H5a

Under c o n d i t i o n s  o f  low o r g a n l c l t y ,  th e  r e l a t i o n s h i p  

between e n v i ro n m en ta l  u n c e r t a i n t y  and s o c ia l  r e l a t i o n s h i p s  

is n e g a t I v e .

H6o

Under c o n d i t i o n s  o f  high o r g a n l c l t y ,  t h e r e  w i l l  be no 

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y  and s o c ia l  

r e l a t l o n s h I p s .

H6 a

Under c o n d i t i o n s  o f  high o r g a n l c l t y ,  th e  r e l a t i o n s h i p  

between en v i ro n m e n ta l  u n c e r t a i n t y  and s o c ia l  r e l a t i o n s h i p s  

Is p o s i t i v e .

R e s u l ts  f o r  th e s e  hypotheses a r e  shown In Tab le  5 . 1 5 .

The I n t e r a c t i o n  term was b3 = . 0 0 3 .  The s i g n i f i c a n c e  

l eve l  o f  t h i s  term was p = . 9 .  T h e r e f o r e  these  hypotheses  

a r e  not  s u p p o r te d .  A lso ,  t h e r e  was not  a s i g n i f i c a n t  main 

e f f e c t  o f  en v i ro n m e n ta l  u n c e r t a i n t y  in E quat ion  1 or  2.
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TABLE 5 . 1 5
MODERATED REGRESSION ANALYSIS; SOCIAL RELATIONSHIPS 

TOTAL SAMPLE

V a r l a b l e s  

Inc Iuded

Reg. 

C o e f f .#

SE . 
Of

B

F-R at  io 
I n d Iv Id u a I

V a r l a b l e s

I ncrease  

R2

Cum.

R2 F(Eqn)
WENVI RON - . 0 2 1 .025 .669 .004 .004 .67

WENVI RON - . 0 2 9 .024 1 .43 .070 .074 7 • 4 2 * *  *
ORGAN ICY .502 1 3 4 * * * * 1 4 . 1 2 * * * *

WENVI RON - . 0 4 5 . 125 .13 . 0 0 0 .074 4 . 9 2 * *
ORGAN ICY .436 .553 .62
INTERACTION .003 .024 .015

MANUFACTURING SUBGROUP

V a r I a b I e s Reg.
SE
Of

F - R a t i o  
I n d iv id u a l I ncrease Cum.

Inc Iuded C o e f f . # B V a r l a b l e s R2 R2 F(Eqn)
WENVI RON - . 0 1 8 .038 .24 .003 .003 .236

WENVI RON 
ORGAN ICY

- . 0 2 2

.503
.037 .36  
. 2 2 2 * *  5 . 1 5 * *

.055 .058 2 . 7 0 *

WENVIRON .035  
ORGAN ICY .741  
INTERACT I O N - . 011

.245  
1 .031 

.047

. 0 2 1

.517

.056

. 0 0 0 .058 1 .80

SERVICES SUBGROUP

V a r 1a b 1es 

1 n c 1 uded

Reg. 

Coef f .

SE
of

# B

F - R a t I o  
I n d iv id u a l

V a r I a b I e s

In c re a s e Cum.

R2 F(Eqn)
WENV1 RON - . 0 2 1 .034 .35 .004 .004 .35

WENV1 RON - . 0 3 1 .033 . 8 6 . 0 1 0 . 104 5 . 4 8 * * *
ORGAN ICY .564 . 1 7 3 * * *  1 0 . 5 8 * * *

WENV1 RON - . 0 5 8 . 145 . 160 . 0 0 0 . 104 3 . 6 3 * *
ORGAN ICY .438 .674 .423
INTERACTION .006 .028 .037

# t - s I g n I f I c a n c e  le v e l  In d ic a t e d  by s t a r s  
* p = .1  * * p = . 0 5  * * # p = .01 * * * * p = . 0 0 1
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5 . 3 4  C o g n i t i v e  S t y l e  Hypotheses

The r e s u l t s  o f  t e s t s  f o r  th e  c o g n i t i v e  s t y l e  hypotheses  

(9o  through 11a) a r e  p re s e n te d  In T a b le s  5 . 1 6  t o  5 . 2 0 .  

Resta tement  o f  th e s e  h yp o th esesare  p laced  p r i o r  t o  each o f  

th e s e  T a b le s .  These hypotheses were t e s t e d  v i a  th e  

C h i - s q u a r e  c o n t in g e n c y  t a b l e  te c h n iq u e  which Is  s u i t a b l e  fo r  

I n v e s t i g a t i n g  th e  Independence o f  v a r i a b l e s  In c ross  

c I  ass I f I  c a t  I o n s .

As can be seen from t h e s e  t a b l e s ,  none of th e  

hypotheses were s u p p o r te d .  A secondary a n a l y s i s  was 

conducted w i t h  m a n u fa c tu r in g  and s e r v i c e  subgroups. The 

hypotheses were not  suppor ted  In e i t h e r  o f  th ese  subgroups.

Reynolds (1 9 7 7 )  suggests  many ways t o  d e s c r i p t i v e l y  

a n a ly z e  co n t in g e n c y  t a b l e s .  One te c h n iq u e  t h a t  w i l l  be 

employed In d e s c r i b i n g  r e l a t i o n s h i p s  among th e  v a r i a b l e s  In 

th e  f o l l o w i n g  co n t in g e n c y  t a b l e s  Is  r e f e r r e d  to  as th e  

c r o s s -p r o d u c t  r a t i o ,  o f t e n  c a l l e d  th e  odds r a t i o .  More 

p r e c i s e l y  th e  odds a r e  c a l c u l a t e d  by comparing t h e  a c t u a l  

count  In dlchotomous c l a s s i f i c a t i o n s .  For example,  In Tab le  

5 . 1 6 ,  th e  odds o f  an ST p e r c e i v i n g  a c e r t a i n  env ironm ent  Is  

3 6 / 2 7 = 1 . 3 3 ;  w h i l e  th e  odds o f  an NT p e r c e iv i n g  a c e r t a i n  

env ironm ent  a r e  3 7 / 3 3 = 1 . 1 2 .  The odds r a t i o  then Is  

1 . 3 3 / 1 . 1 2 = 1 . 1 8 .  The r a t i o  o f  th e  odds has a s im p le  

I n t e r p r e t a t i o n .  I f  th ey  a r e  th e  same in both c a t e g o r i e s ,  

t h e i r  r a t i o  would equal  1 . 0 .  Hence 1 .0  I n d ic a t e s  no 

r e l a t i o n s h i p .  The range o f  t h e  r a t i o  Is from z e ro  t o  

I n f i n i t y .  Va lues  less  th a n  1 .0  Imply a n e g a t i v e
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r e l a t i o n s h i p ,  w h i l e  v a lu e s  g r e a t e r  than  one I n d i c a t e  a 

p o s i t i v e  r e l a t i o n s h i p .  The g r e a t e r  t h e  d e p a r t u r e  from 1 . 0 ,  

the  s t r o n g e r  th e  r e l a t i o n s h i p .  The symbol "a" w i l l  be used 

t o  denote  t h e  odds r a t i o .  T h e r e f o r e ,  in th e  above example ,  

w i t h  a = 1 . 1 2 , t h e  r e l a t i o n s h i p  between c o g n i t i v e  s t y l e  and 

leve l  o f  u n c e r t a i n t y  is  p o s i t i v e ,  bu t  v e ry  weak.

Each ty p e  o f  c u l t u r a l  norm was d i v i d e d  In to  a h igh  and 

low group.  The high group c o n s is te d  o f  scores  above th e  

mean f o r  t h a t  measure and t h e  low group c o n s is t e d  o f  scores  

below t h e  mean on t h a t  p a r t i c u l a r  measure.  G iven  a skewed 

sample,  th e  mean r a t h e r  than t h e  median was chosen t o  s p l i t  

th e  sample . Thus th e  c h o ic e  o f  th e  mean p r o v id e s  a b e t t e r  

conceptua l  s p i l t  o f  t h e  v a r i a b l e s  i n t o  h igh and low groups.

In th e  T a b le s ,  t h e  f o l l o w i n g  n o t a t i o n  is  used:

TSLEVEL = Task S uppor t ;  TI LEVEL = Task In n o v a t io n ;  and 

SRlEVEL = S o c ia l  R e l a t i o n s h i p s .

H9o

There  is  no s i g n i f i c a n t  d i f f e r e n c e  In t h e  p e r c e p t i o n  of

c o n d i t io n s  o f  en v i ro n m en ta l  u n c e r t a i n t y  between t h e  fo u r

c o g n i t i v e  s t y l e s  o f  managers:  ST, NT, NF and SF.

H9a

There  is  a s i g n i f i c a n t  d i f f e r e n c e  In th e  p e r c e p t i o n  of

c o n d i t io n s  o f  en v i ro n m en ta l  u n c e r t a i n t y  between th e  four

c o g n i t i v e  s t y l e s  o f  managers: ST, NT, NF and SF.
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TABLE 5 . 1 6

CROSSTABULATION OF UNCERTAINTY BY COGNITIVE STYLE

COGNITIVE STYLE

ST NT NF SF row

UNCERTAINTY t o t a  I

More C e r t a i n 36 37 2 0 4 97

37% 38% 2 1 % 4% 51.6%

57%. 53% 46% 36%

Less C e r t a i n 27 33 24 7 91

30% 36% 26% 8 % 48.4%

43% 47% 54% 64%

column t o t a l 63 70 44 1 1 188

33.5% 37.2% 23.4% 5.9% 1 0 0 %

Chi -s q u a r e = 2 .51 p = .474

C h i - s q u a r e  = 2 .51 and Is  not s I g n I f I  c a n t  a t t h e  p

l e v e l .  T h e r e f o r e ,  h y p o th e s is  9o cannot  be r e j e c t e d .  Theory  

suggests  t h a t  a h ig h er  number o f  NTs and NFs would be 

predominant  In th e  u n c e r t a i n  env ironm ents  ( M l t r o f f ,  1983;  

M l t r o f f  and Kl Imann,  1 9 7 6 ) ,  w h i l e  t h e  g r e a t e s t  p e r c e n t  o f  

STs would be found In more c e r t a i n  env ironm en ts .  The odds 

r a t i o  Is  1 .3  between STs and th e  combined group o f  NTs and 

NFs; however taken s e p a r a t e l y ,  th e  odds r a t i o  is c lo s e  to  

1 . 0  I n d i c a t i n g  s t a t i s t i c a l  independence. In f a c t ,  i t  should  

be noted t h a t  t h e r e  appears t o  be a f a i r l y  even d i s t r i b u t i o n  

based on p e r c e n t .  T ab le  5 . 2 8  In Appendix C c o n ta in s  

a d d i t i o n a l  s t a t i s t i c s  on th e s e  a n a ly s e s .
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H10O

There  Is no s i g n i f i c a n t  d i f f e r e n c e  between the  

c o g n i t i v e  s t y l e  (ST,  NT, NF and SF) o f  managers and 

c o n d i t io n s  ( h i g h / l o w )  o f  o r g a n i c l t y .

H10a

There  Is  a s i g n i f i c a n t  d i f f e r e n c e  between the  

c o g n i t i v e  s t y l e  (ST,  NT, NF and SF) o f  managers and 

c o n d i t io n s  ( h i g h / l o w )  o f  o r g a n i c l t y .

As shown in T a b le  5 .1 7 ,  C h i -s q u a r e  = 1.41 and Is not  

s i g n i f i c a n t  a t  th e  p =• .1 l e v e l .  T h e r e f o r e ,  hypothes is  10o 

cannot be r e j e c t e d .  Theory suggests t h a t  a h ig h e r  number o f  

STs would be predominant  In o r g a n i z a t i o n s  w i t h  more 

m e c h a n is t ic  s t r u c t u r e s  ( M i t r o f f ,  1 9 8 3 ) ,  w h i l e  th e  g r e a t e s t  

perce n t  o f  NFs would be in o r g a n i z a t i o n s  w i t h  more o r g a n ic  

s t r u c t u r e s .  The odds r a t i o  Is 1 .0  between STs and NFs.

Th is  I n d i c a t e s  s t a t i s t i c a l  Independence. However, the  odds 

r a t i o  f o r  STs and NTs is 1 .5 ,  I n d i c a t i n g  t h a t  t h e  odds fo r  

NTs being In an o r g a n ic  subunit  a r e  1 .5  t im es  g r e a t e r  than  

t h a t  f o r  STs. T a b le  5 .2 9  in Appendix C c o n ta in s  a d d i t io n a l  

s t a t i s t i c s  on th e s e  ana lyses .
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TABLE 5 . 1 7

CROSSTABULATION OF ORGANIC ITY BY COGNITIVE STYLE

COGNITIVE STYLE

ST NT NF SF row

STRUCTURE t o t a  I

Less O rganic 30 28 21 6 85

35% 33% 25% 7% 45.2%

48% 40% 48% 55%

Organ Ic 33 42 23 5 103

32% 41% 22% 5% 54.8%

52% 60% 52% 45%

column t o t a l 63 70 44 11 188

33.5% 37.2% 23.4% 5.9% 100%

C h l -s q u a re  = 1.41 p= .702

H11 o

There  Is  no s i g n i f i c a n t  d i f f e r e n c e  between th e  

c o g n i t i v e  s t y l e  (ST, NT, NF and SF) o f  managers and th e  

t y p e  o f  o r g a n i z a t i o n  c u l t u r e  norms: t a s k  s u p p o r t ,  t a s k  

I n n o v a t i o n ,  s o c ia l  r e l a t i o n s h i p s  and personal  freedom.

Hi 1a

There  Is  a s i g n i f i c a n t  d i f f e r e n c e  between the  

c o g n i t i v e  s t y l e  (ST, NT, NF and SF) o f  managers and th e  

typ e  o f  o r g a n i z a t i o n  c u l t u r e  norm srtask  s u p p o r t ,  t a s k  

I n n o v a t i o n ,  s o c ia l  r e l a t i o n s h i p s  and personal  f reedom.
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CROSSTABULATION OF TASK SUPPORT BY COGNITIVE STYLE

c o g n i t i v e  STYLE

ST NT NF SF row

TSLEVEL t o t a  I

LOW TS 13 15 13 1 42

31% 36% 31% 2% 22.3%

21% 21% 30% 9%

High TS 50 55 31 10 146

34% 38% 21% 7% 77.7%

79% 79% 70% 91%

column t o t a l 63 70 44 1 1 188

33.5% 37.2% 23 .4% 5.9% 100%

C h i - s q u a r e  = 2 . 57 p = .463

■square Is not  s i g n i f i c a n t  a t t h e  p = .1 I eve I

e f o r e ,  H11o I s not r e j e c t e d f o r  task s u p p o r t . Severn

e i g h t  p e r c e n t  o f  a l l  respondents  e x h i b i t e d  h igh l e v e l s  o f  

ta s k  s u p p o r t .  The l a r g e s t  g roup ing  was In th e  N T /h lgh  TS 

b lo c k ,  w i t h  55 respondents .  T h is  h y p o th e s is  was e x p l o r a t o r y  

In n a t u r e ;  w h i l e  i t  was exp ec ted  t h a t  t h e r e  would be a 

r e l a t i o n s h i p  between the  two v a r i a b l e s ,  th e  c o n te n t  o f  t h i s  

r e l a t i o n s h i p  was not  p r o j e c t e d .  The f a c t  t h a t  t h e r e  is  no 

r e l a t i o n s h i p  Is  Im portan t  i n f o r m a t i o n  as t h i s  may have  

I m p l i c a t i o n s  f o r  f u t u r e  t h e o r i z i n g  and s tu d y .

T ab le  5 . 3 0  in Appendix C c o n t a i n s  add I t o n a I  s t a t i s t i c s  f o r  

these  a n a ly s e s .
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TABLE 5 . 1 9

CROSSTABULATION OF TASK INNOVATION BY COGNITIVE STYLE

COGNITIVE STYLE

ST NT NF SF row

TI LEVEL t o t a  1

Low Tl 16 21 13 4 54

30% 39% 24% 7% 28.7%

25% 30% 30% 36%

High Tl 47 49 31 7 134

35% 37% 23% 5% 71 .3%

75% 70% 70% 64%

column t o t a l 63 70 44 1 1 188

33.5% 37.2% 23 .4% 5.9% 100%

C h i - s q u a r e  = .7 2 4 P= .867

square Is  not s i g n i f i c a n t  a t p = .  1 I eve I ; t h e r e f o r e ,

H11o Is  not  r e j e c t e d  f o r  task  in n o v a t io n .  S e ven ty -one  

p e r c e n t  o f  a l l  respondents  e x h i b i t e d  h igh l e v e l s  o f  ta s k  

I n n o v a t io n .  The l a r g e s t  grouping was in th e  N T /h ig h  Tl 

b lo c k ,  w i t h  49 respondents .  T h is  accounts  f o r  26% o f  th e  

sample.  T w e n t y - f i v e  pe rc e n t  o f  the  sample were in th e  

S T /h ig h  Tl b lo c k .  As i n t u i t i v e  types  d i s p l a y  I n v e n t i v e  and 

un c onven t iona l  b e h a v io r ,  I t  is  not  s u p r l s i n g  t h a t  42% (NTs + 

NFs) o f  th e  t o t a l  sample e x h i b i t  high l e v e l s  o f  t a s k  

in n o v a t io n  norms and a l s o  possess th e  I n t u i t i v e  d a t a  Input  

mode. T a b le  5 .3 1  In Appendix C c o n ta in s  a d d i t i o n a l  

s t a t i s t i c s  f o r  these  a n a ly s e s .
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TABLE 5 . 2 0

CROSSTABULATION OF SOCIAL RELATIONSHIPS BY COGSTYLE

COGNITIVE STYLE

ST NT NF SF row

SRLEVEL t o t a

Low SR 26 21 12 5 64

41% 33% 19% 8% 34%

41% 30% 27% 45%

High SR 37 49 32 6 124

30% 40% 26% 5% 66%

59% 70% 73% 55%

column t o t a l 63 70 44 1 1 188

33.5% 37.2% 23.4% 5.9% 100%

C h l -s q u a re  =3.51 p = .3 1 9

C h i - s q u a r e  is  not  s i g n i f i c a n t  a t  p = .1  l e v e l ;  t h e r e f o r e ,

H11o Is  not  r e j e c t e d  f o r  s o c ia l  r e l a t i o n s h i p s .  S i x t y - s i x  

p e rc e n t  o f  a l l  respondents e x h i b i t e d  s t r o n g  p o s i t i v e  norms 

f o r  s o c ia l  r e l a t i o n s h i p s .  The l a r g e s t  g roup ing  was In th e  

N T /h ig h  SR b lo c k ,  w i th  49 respondents .  T h is  accounts  f o r  26% 

o f  th e  sample.  Twenty p e rc e n t  o f  th e  sample were In th e  

S T /h ig h  SR b lo c k .  As th e  f e e l i n g  types  a r e  warm, personal  

and concerned w i t h  p e o p le 's  f e e l i n g s ,  I t  would be expected  

t h a t  th e  m a j o r i t y  o f  respondents  w i t h  th e  F component would 

a l s o  e x h i b i t  s t rong  s o c ia l  r e l a t i o n s h i p  norms. I t  should  be 

noted t h a t  Indeed 73% o f  th e  NFs and 55% o f  the  SFs e x h i b i t
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high SR. However, 70% of  t h e  NTs and 59% of  the  STs a l s o  

e x h i b i t  s t rong s o c ia l  r e l a t i o n s h i p  norms. Tab le  5 . 3 2  In 

Appendix C c o n ta in s  a d d i t i o n a l  s t a t i s t i c s  f o r  these  

a n a l y s e s .

The f o l l o w i n g  t a b l e  summarizes t h e  s i g n i f i c a n c e  

s t a t i s t i c s  f o r  each ty p e  o f  c u l t u r a l  norm as s t a t e d  In th e  

above c r o s s t a b u a I t i o n  t a b l e s .

TABLE 5 .21

SUMMARY STATISTICS FOR COGNITIVE STYLE HYPOTHESES

CHI-SQUARE SIGN. LAMBDA

Task Support 2 . 5 7  .46  .00

Task In nova t ion  .72  .86  .00

S o c ia l  R e la t i o n s h i p s  3 .51  .32  .04

As none o f  th e  p r e d i c t e d  a s s o c i a t i o n s  was s i g n i f i c a n t ,  th e  

Lambda s t a t i s t i c  which Is  a measure o f  p r e d i c t I b l I I t y ,  was 

not a p p r o p r ia t e  t o  t e s t .  For com plete  s t a t i s t i c s  see Tab les  

5 . 3 0  t o  5 .3 2  in Appendix C.

Due to  th e  lack o f  s i g n i f i c a n t  f i n d i n g s  fo r  th e  above  

hypotheses,  a d d i t i o n a l  c r o s s t a b u l a t i o n s  were conducted in an 

a t te m p t  t o  search out  any s i g n i f i c a n t  r e l a t i o n s h i p s  t h a t  

c o g n i t i v e  s t y l e  may have w i t h  o t h e r  v a r i a b l e s  t h a t  were not  

in th e  o r i g i n a l  hypotheses.  When leve l  o f  p o s i t i o n  In th e  

company and c o g n i t i v e  s t y l e  w ere  c r o s s t a b u la t e d  a C h i - s q u a r e  

of  11.41 ( p = .0 8 )  was o b t a i n e d .
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TABLE 5 .2 2  

LEVEL OF POSITION BY COGNITIVE STYLE 

POSITI ON

CEO VP DIR row

COGSTYLE t o t a  I

ST 9 18 36 63

14% 29% 57% 34%

36% 30% 35%

NT 12 30 28 70

17% 43% 40% 37%

48% 49% 28%

NF 3 11 30 44

7% 25% 68% 23%

12% 18% 29%

SF 1 2 8 1 1

9% 18% 73% 6%

4% 3% 8%

»lumn t o t a l 25 61 102 188

13.3% 32.4% 54.3% 100%

C h l - s q u a r e  = 11 .41 p = . 08

The r e s u l t s  o f  t h i s  a n a l y s i s  i n d ic a t e  a s t a t i s t i c a l l y  

s i g n i f i c a n t  a s s o c i a t i o n  between Job le v e l  and c o g n i t i v e  

s t y l e .  Top management (CEOs and VPs) a r e  p r e d o m in a n t ly  

In tu111 v e / t h  In k In g  typ es  in small h igh growth companies
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F o r t y - e i g h t  p e r c e n t  o f  th e  CEOs and f o r t y - n i n e  p e r c e n t  of  

t h e  VPs a r e  NTs, w h i l e  o n ly  t w e n t y - e i g h t  p e rce n t  o f  th e  

d i r e c t o r s  a r e  NTs. DI r e c t o r s , •on th e  o t h e r  hand a r e  

p r e d o m in a n t ly  sens I n g / t h I n k I n g  ty p e s  ( I . e .  57%).

A second s i g n i f i c a n t  f i n d i n g  was o b ta in e d  when th e  

d e c is i o n  making dimension (T vs F) was c r o s s t a b u la t e d  w i t h  

t h e  le v e l  o f  th e  p o s i t i o n  o f  th e  respondent  ( I . e .  CEO, VP or  

D i r e c t o r )  as shown In T a b le  5 . 2 3 .

TABLE 5 .2 3

LEVEL OF POSITION BY DECISION MAKING DIMENSION

POSITION

CEO VP DIR row

COGSTYLE t o t a

F 4 13 38 55

7% 24% 69% 29%

16% 21% 37%

T 21 48 64 133

16% 36% 48% 71%

84% 79% 63%

column t o t a l 25 61 102 188

13.3% 32.4% 54.3% 100%

C h l - s q u a r e  = 7 . 1 4  p = .03
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The C h l - s q u a r e  was 7 . 1 4  ( p = . 0 3 ) .  84% o f  th e  CEOs, 79% o f

th e  VPs and 63% o f  th e  d i r e c t o r s  were t h i n k i n g  ty p e s .

O v e r a l l  71% o f  th e  respondents  e x h i b i t e d  th e  t h i n k i n g  ty p e  

p r e f e r e n c e .  Tab les  5 . 3 3 - 3 4  In Appendix c o n t a i n  a d d i t i o n a l  

s t a t i s t i c s  f o r  these  a n a ly s e s .

5 . 3 5  O r g a n i c l t y  Hypotheses

H12o

There  is  no s i g n i f i c a n t  d i f f e r e n c e  between th e  

o r g a n i c l t y  ( h i g h / l o w )  o f  an o r g a n i z a t i o n a l  su b u n i t  and th e  

p e r c e iv e d  en v ironm en ta l  u n c e r t a i n t y  ( h i g h / l o w )  o f  t h a t  

o r g a n i z a t i o n a l  s u b u n i t .

H12a

There  Is  a s i g n i f i c a n t  d i f f e r e n c e  between the  

o r g a n i c l t y  ( h i g h / l o w )  o f  an o r g a n i z a t i o n a l  s u b u n i t  and th e  

p e r c e iv e d  env ironm en ta l  u n c e r t a i n t y  ( h i g h / l o w )  o f  t h a t  

o r g a n i z a t i o n a l  s u b u n i t .

C h l - s q u a r e  o f  1 .1 4  is not  s i g n i f i c a n t  a t  p = . 1 ;  

t h e r e f o r e ,  H12o is not  r e j e c t e d .  Theory would p r e d i c t  t h a t  

less o r g a n ic  s t r u c t u r e s  would be predominant  In c e r t a i n  

env ironm ents  and o r g a n ic  s t r u c t u r e s  in u n c e r t a i n  

e nv ironm en ts .  W h i le  th e  a s s o c i a t i o n  was not  s i g n i f i c a n t ,  

th e  t r e n d  in p e rc e n t  Is  in th e  expected d i r e c t i o n .  That  i s ,  

th e  l a r g e s t  group ing  Is  in th e  o r g a n i c / u n c e r t a i n  b lo c k .
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TABLE 5 . 2 4

CROSSTABULATION OF ORGANIC ITY BY UNCERTAINTY 

UNCERTAINTY

More C e r t a I n Less c e r t a i n row

STRUCTURE t o t a  I

Less O rg an ic 48 37 85

57% 44% 45.2%

50% 41%

Organ Ic 49 54 103

48% 52%. 54.8%

50% 59%

column t o t a l 97 91 188

51 .6% 48.4% 100%

C h l -s q u a re  = 1 .1 4  p = .29

A ls o ,  57% o f  th e  less o r g a n ic  s u b u n i ts  a r e  In r e l a t i v e l y  

c e r t a i n  env ironm ents .  T a b le  5 . 3 5  in Appendix C c o n ta in s  

a d d i t i o n a l  s t a t i s t i c s  fo r  th ese  a n a ly s e s .  I t  Is  p o s s ib le  

t h a t  t h i s  a s s o c i a t i o n  cannot  be p r o p e r l y  t e s t e d  w i t h  the  

c u r r e n t  sample.  S ince  th e  mean o f  o r g a n i c l t y  was 5 . 0 1 ,  

t h e r e  a r e  a c t u a l l y  very  few cases In which th e  s u b u n i t  can 

p r o p e r l y  be c a l l e d  "m echan is t ic"

5 . 4  O r g a n i c l t y  and C u l t u r a l  Norms R e s u l ts  

The p re v io u s  s e c t io n s  (5 .3 1  t o  5 . 3 5 )  have r e p o r te d  the  

r e s u l t s  o f  t h e  hypoteses t e s t i n g .  W h i le  exam in ing  these  

r e s u l t s ,  f o r  example, e q u a t io n  two In th e  moderated  

r e g r e s s io n  a n a l y s i s ,  and th e  Pearson c o r r e l a t i o n  between
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o r g a n i c l t y  and th e  types o f  c u l t u r e  norms (TS,  T l ,  SR),  I t  

became a p p a r e n t  t h a t  a r e l a t i o n s h i p  e x i s t e d  between  

o r g a n i c l t y  and each typ e  o f  c u l t u r a l  norm.

To f u r t h e r  I n v e s t i g a t e  t h i s  r e l a t i o n s h i p  between  

o r g a n i c l t y  and t h e  norms o f  ta s k  s u p p o r t ,  t a s k  In nova t ion  

and s o c i a l  r e l a t i o n s h i p s ,  th e  sample was d i v i d e d  In to  two 

groups:  h i g h e r  and lower o r g a n i c l t y  based on th e  mean o f  

t h i s  v a r i a b l e  f o r  th e  t o t a l  sample.  The h igh  group c o n ta in s  

those  who w ere  above th e  mean on t h e  v a r i a b l e  o f  o r g a n i c l t y ;  

t h i s  group has t h e  c h a r a c t e r i s t i c s  o f  a more o r g a n ic  

s t r u c t u r e .  The low group was below t h e  mean ( 5 . 0 1 )  on 

o r g a n i c l t y  and Is  r e f e r r e d  to  as less  o r g a n ic  and has th e  

c h a r a c t e r i s t i c s  o f  a more m e c h a n is i t c  s t r u c t u r e  (a l th o u g h  

most s u b u n i t s  in t h e  lower h a l f  cannot  t r u l y  be c a l l e d  

m e c h a n i s i t c ) .  C h i -s q u a re s  were o b t a in e d  t o  t e s t  i f  

I n d i v i d u a l s  In o r g a n ic  versus less o r g a n ic  s u b u n i ts  

p e r c e iv e d  t h e  norms o f  task  s u p p o r t ,  t a s k  i n n o v a t io n  and 

s o c ia l  r e l a t i o n s h i p s  d i f f e r e n t l y .  A ls o ,  each o f  th e  types  

of  c u l t u r e  norms were  d i v i d e d  I n t o  h igh and low groups based  

on t h e i r  r e s p e c t i v e  means (see  page 9 9 ) .

When t h e  v a r i a b l e  Task Support  Is  c r o s s t a b u l a t e d  w i t h  

o r g a n i c l t y ,  th e  f o l l o w i n g  c o n t in g en c y  t a b l e  r e s u l t s .  The 

C h i - s q u a r e  is  s i g n i f i c a n t  a t  p = .0 3 ,  I n d i c a t i n g  a s t rong  

r e l a t i o n s h i p  between th e  v a r i a b l e s .
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TABLE 5 . 2 5

CROSSTABULATION OF TASK SUPPORT BY ORGANIC ITY

STRUCTURE 

Less O rg an ic  O rg a n ic  row 

TSLEVEL t o t a l

Low TS 25 17 42

60% 40% 22.3%

29% 17%

High TS 60 86 146

41% 59% 77.7%

61% 83%

column t o t a l  85 103 188

45.2% 54.8% 100%

C h l -s q u a re  = 3 . 7 6  p= .03

An e x a m in a t io n  o f  the  t a b u l a t i o n  shows t h a t  th e  l a r g e s t  

group (4 5 .7 % )  was In th e  o r g a n i c / h i g h  ta s k  suppor t  b lo c k .  

A lso  an e x a m in a t io n  o f  the  p e rc e n t  I n d i c a t e s  t h a t  as th e  

s t r u c t u r e  o f  th e  s u b u n i t  moves from less o r g a n ic  to  o r g a n ic ,  

t h e r e  Is  a co r res pond ing  s h i f t  to  a l a r g e r  pe rce n ta g e  o f  

high  l e v e l s  o f  ta s k  su p p o r t .  The odds r a t i o  Is  2 .1  

i n d i c a t i n g  a s t ro n g  p o s i t i v e  r e l a t i o n s h i p  between s t r u c t u r e  

and ta s k  s u p p o r t .  The odds a r e  t w i c e  as g r e a t  f o r  an 

I n d i v i d u a l  t o  e x h i b i t  high l e v e l s  o f  t a s k  suppor t  norms In 

an o r g a n ic  s u b u n i t  when compared t o  a less o r g a n ic  s u b u n i t .  

T a b le  5 . 3 6  in Appendix C c o n ta in s  a d d i t i o n a l  s t a t i s t i c s  on 

t h e s e  a n a ly s e s .
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Task In n o v a t io n ,  when c ro ss ta b u  Ia te d  w i t h  h i g h / lo w  

l e v e l s  o f  o r g a n i c l t y ,  a l s o  has a s i g n i f i c a n t  C h l - s q u a r e  

( p = . 0 0 9 ) .  The s i g n i f i c a n c e  leve l  o f  Task I n n o v a t io n  w i t h  

o r g a n i c l t y  Is  much s t r o n g e r  than t h a t  o f  e i t h e r  Task Support  

( p = .0 3 )  o r  S o c ia l  R e la t i o n s h i p s  ( p = . 0 9 ) .

TABLE 5 .2 6

CROSSTABULATION OF TASK INNOVATION BY ORGANlCITY

STRUCTURE

Less o r g a n ic Organ ic row

TI LEVEL t o t a  I

Low Tl 33 21 54

61% 39% 28.7%

39% 20%

High Tl 52 82 134

39% 61% 71 .3%

61% 80%

column t o t a l 85 103 188

45.2% 54.8% 100%

C h i - s q u a r e  = 6 .8 6  p= .009

An e x a m in a t io n  of .  th e  t a b u l a t i o n  In T a b le  5 . 2 6  shows 

t h a t  t h e  l a r g e s t  group ing  (43 .6% )  were in th e  o r g a n l c / h l g h  

ta s k  I n n o v a t io n  b l o c k .  A lso  an exam ina t ion  o f  t h e  p e rc e n t  

I n d i c a t e s  t h a t  as th e  s t r u c t u r e  o f  the  s u b u n i t  moves from  

less o r g a n ic  t o  o r g a n i c ,  t h e r e  Is  a c o r res pond ing  s h i f t  t o  a 

l a r g e r  p e rc e n ta g e  o f  h igh  l e v e l s  o f  task  I n n o v a t i o n .  The 

odds r a t i o  Is 2 . 5  i n d i c a t i n g  a . s t r o n g  p o s i t i v e  r e l a t i o n s h i p
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between s t r u c t u r e  and task  in n o v a t io n .  The odds a r e  two and 

o n e - h a l f  t im es  as g r e a t  f o r  an I n d iv id u a l  t o  e x h i b i t  high  

l e v e l s  o f  ta s k  In n o v a t io n  In an o rg a n ic  s u b u n i t  when 

compared to  a less  o r g a n ic  s u b u n i t .  T a b le  5 . 3 7  In Appendix  

C c o n ta in s  a d d i t i o n a l  s t a t i s t i c s  fo r  these  a n a ly s e s .

When th e  v a r i a b l e  S o c ia l  R e la t i o n s h i p s  Is  

c r o s s t a b u la t e d  w i t h  o r g a n i c l t y ,  the  f o l l o w i n g  con t in g en c y  

t a b l e  r e s u l t s .  The C h l - s q u a r e  is s i g n i f i c a n t  a t  p = .0 8 5 ;  

i n d i c a t i n g  a s i g n i f i c a n t  r e l a t i o n s h i p  between th e  

v a r i a b l e s .  The r e l a t i o n s h i p  o f  o r g a n i c l t y  and S o c ia l  

R e l a t i o n s h i p s  I s n ' t  s t a t i s t i c a l l y  as s i g n i f i c a n t  as t h a t  o f  

Task Support  and much less than t h a t  o f  Task In n o v a t io n .

TABLE 5 .2 7

CROSSTABULATION OF SOCIAL RELATIONSHIPS BY ORGANIC ITY

STRUCTURE 

Less O rg an ic  O rg an ic  row 

SRLEVEL t o t a l

Low SR 35 29 64

67% 33% 34%

41% 28%

High SR 50 74 124

40% 60% 66%

59% 72%

column t o t a l 85 103 188

45.2% 54.8% 100%

C h l - s q u a r e  = 2 .9 6  p= .085

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

151

An e x a m in a t io n  o f  th e  t a b u l a t i o n  shows t h a t  t h e  l a r g e s t  

group ing  (39 .4% )  was In th e  o r g a n i c / h i g h  s o c ia l  

r e l a t i o n s h i p s  b lo c k .  A ls o ,  an e xa m ina t ion  o f  th e  p e rc e n t  

I n d i c a t e s  t h a t  as th e  s t r u c t u r e  o f  th e  sub u n i t  moves from 

less  o r g a n ic  to  o r g a n ic ,  t h e r e  Is  a co rrespond ing  s h i f t  t o  a 

l a r g e r  p e r c e n ta g e  o f  high l e v e l s  o f  s o c ia l  r e l a t i o n s h i p s .

The odds r a t i o  Is  2 .1  I n d i c a t i n g  a s t rong  p o s i t i v e  

r e l a t i o n s h i p  between s t r u c t u r e  and s o c ia l  r e l a t i o n s h i p s .

The odds a r e  t w ic e  as g r e a t  f o r  an I n d iv id u a l  t o  e x h i b i t  

high  l e v e l s  o f  s o c ia l  r e l a t i o n s h i p s  In an o r g a n ic  s u b u n i t  

when compared t o  a less o r g a n ic  s u b u n i t .  T a b le  5 . 3 8  In 

Appendix C c o n ta in s  add 1 1 I o n a r s t a t I s t I c s  f o r  th ese  

ana I y s e s .

These r e s u l t s ,  high l e v e l s  o f  ta s k  support  and task  

I n n o v a t io n  In o r g a n ic  s t r u c t u r e s ,  a r e  In l i n e  w i t h  f i n d i n g s  

o f  th e  c l a s s i c  s t u d i e s  on t h e  p r o p e r t i e s  o f  o r g a n ic  versus  

m e c h a n is t i c  s t r u c t u r e s .  The s i g n i f i c a n c e  o f  f i n d i n g  t h i s  

r e l a t i o n s h i p  In smal l  high growth companies is  th e  f a c t  t h a t  

s m a l l ,  r a t h e r  than la rg e  o r g a n i z a t i o n s  were s t u d i e d .  

T h e r e f o r e ,  t h e  c o n t r i b u t i o n  t o  th e  management l i t e r a t u r e  Is  

t h a t  ty p e  o f  s t r u c t u r e  Is Just  as Important  In smal l  

companies as i t  is  in la rg e  companies,  I f  management d e s i r e s  

high  l e v e l s  o f  ta s k  support  and In n o v a t io n .

5 .5  Summary o f  Findings

For t h e  t o t a l  sample o f  b us inesses ,  i t  was found t h a t  

as e n v i ro n m en ta l  u n c e r t a i n t y  in c rease s  fo r  those  

o r g a n i z a t i o n  s u b u n i ts  t h a t  e x h i b i t  an o r g a n i c l t y  index o f
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6 . 4  or h i g h e r ,  t h e r e  Is  a p o s i t i v e  r e l a t i o n s h i p  w i t h  ta s k  

i n n o v a t io n .  For those  o r g a n i z a t i o n  s u b u n i ts  t h a t  have an 

o r g a n i c l t y  index lower than  6 . 4 ,  inc rease s  In e nv ironm en ta l  

u n c e r t a i n t y  w i l l  n e g a t i v e l y  I n f l u e n c e  th e  norms o f  t a s k  

I n n o v a t i o n .

When th e  t o t a l  sample Is  d i v i d e d  in to  s e r v i c e  and 

m a n u fa c tu r in g  subgroups,  i t  was found t h a t  as en v i ro n m en ta l  

u n c e r t a i n t y  In c re a s e s  f o r  s e r v i c e  o r g a n i z a t i o n  s u b u n i ts  t h a t  

e x h i b i t  an o r g a n i c l t y  Index o f  6 . 0 5  or  h ig h e r ,  t h e r e  is  a 

p o s i t i v e  r e l a t i o n s h i p  w i t h  ta s k  s u p p o r t .  For those  

o r g a n i z a t i o n  s u b u n i ts  t h a t  have an o r g a n i c l t y  Index lower  

than 6 . 0 5 ,  in c re a s e s  in env ironm en ta l  u n c e r t a i n t y  w i l l  

n e g a t i v e l y  Impact t h e  norms o f  ta s k  s u p p o r t .  I t  was a l s o  

found t h a t  as e n v i ro n m en ta l  u n c e r t a i n t y  Increases  f o r  

s e r v i c e  o r g a n i z a t i o n  s u b u n i ts  t h a t  e x h i b i t  an o r g a n i c l t y  

Index o f  5 .81  o r  h i g h e r ,  t h e r e  Is  a p o s i t i v e  r e l a t i o n s h i p  

w i t h  ta s k  I n n o v a t i o n .  For those  o r g a n i z a t i o n  s u b u n i t s  t h a t  

have an o r g a n i c l t y  index lower than 5 . 8 1 ,  Increases  in 

e n v i ro n m en ta l  u n c e r t a i n t y  w i l l  n e g a t i v e l y  impact th e  norms 

o f  ta s k  In n o v a t io n .

None o f  th e  hy p o th e s iz e d  r e l a t i o n s h i p s  w i t h  c o g n i t i v e  

s t y l e  were  su p p o r te d .  F u r t h e r  i n v e s t i g a t i o n  r e v e a le d  a 

s i g n i f i c a n t  a s s o c i a t i o n  between c o g n i t i v e  s t y l e  and le v e l  of  

p o s i t i o n  in t h e  company. Top management (CEOs and VPs) a re  

p re d o m in a n t ly  I n t u i t i v e / t h i n k i n g  ty p e s .
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No hypotheses were o f f e r e d  t h a t  focused on each f a c t o r  

o f  th e  I n fo r m a t io n  input  dimension ( sens I n g / t h I n k I n g ) and 

d e c is io n -m a k in g  dimension ( t h I n k I n g / f e e I  In g ) .  When these  

f a c t o r s  were c r o s s t a b u la t e d  w i t h  leve l  o f  p o s i t i o n  In the  

company s e p a r a t e l y ,  i t  was found t h a t  a m a j o r i t y  o f  the  

respondents  a t  a l l  l e v e l s  were t h i n k i n g  ty p e s .

No hypotheses were o f f e r e d  t h a t  focused on o n ly  

o r g a n i c l t y  and ta s k  s u p p o r t ,  t a s k  In n o v a t io n  and s o c ia l  

r e l a t i o n s h i p s .  Yet  t h e r e  was a s i g n i f i c a n t  a s s o c i a t i o n  

found f o r  each type  o f  c u l t u r e  norm. High l e v e l s  o f  task  

s u p p o r t ,  t a s k  In n o va t io n  and s o c ia l  r e l a t i o n s h i p s  a r e  found  

In o r g a n ic  s u b u n i ts  w h i l e  low le v e l s  o f  each a r e  found In 

less o r g a n ic  s u b u n i t s .

No hypotheses were o f f e r e d  t h a t  focused on Just the  

a s s o c i a t i o n  between u n c e r t a i n t y  and ta s k  s u p p o r t ,  t ask  

In n o v a t io n  and s o c ia l  r e l a t i o n s h i p s .  However,  high l e v e l s  

o f  ta s k  suppor t  a r e  s i g n i f i c a n t l y  a s s o c ia te d  w i t h  c e r t a i n  

env ironm ents  in m anufac tu r ing  b u s in e sses .  A lso ,  h igh l e v e l s  

o f  t a s k  In n o v a t io n  a r e  s i g n i f i c a n t l y  a s s o c ia te d  w i t h  

u n c e r t a i n  env ironm ents  In m a n u fa c tu r in g  bus inesses .

In th e  next  c h a p te r ,  th e  t h e o r e t i c a l  s i g n i f i c a n c e  of  

these  f i n d i n g s  is e x p lo r e d .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

6 . 0  DISCUSSION, LIMITATIONS AND CONCLUSIONS 

T h is  c h a p te r  beg ins w i t h  a d is c u s s io n  and 

I n t e r p r e t a t i o n  o f  th e  r e s u l t s  r e p o r t e d  In Chapter  5.  The 

c o n c lu s io n s  drawn a r e  t e n t a t i v e  because o f  th e  l i m i t a t i o n s  

o f  t h i s  r e s e a r c h ,  which a r e  d iscussed in s e c t i o n  6 . 2 .  A 

summation o f  t h i s  study and recommendations f o r  f u r t h e r  

r ese arch  a r e  c o n ta in e d  in s e c t io n  6 . 3 .

6 .1 0  D Iscuss I  on 

There  a r e  s i x  broad c o n c lu s io n s  based on t h e  r e s u l t s  

r e p o r te d  In Chapter  5 reg a rd in g  smal l  h igh growth  

bus I n e s s e s .

(1 )  P e rc e iv e d  env ironm enta l  u n c e r t a i n t y ,  as measured by 

dynamism, c o m p l e x i t y ,  and m u n i f i c e n c e ,  has a s t ro n g  e f f e c t  

and s i g n i f i c a n t  I n t e r a c t i o n  e f f e c t s  w i t h  o r g a n i c l t y  on some 

types  o f  c u l t u r a l  norms.

P e rc e p tu a l  measures were used in th e  d a ta  an a lyses  t h a t  

e v a lu a te d  t h e  r e l a t i o n s h i p s  and a s s o c i a t i o n s  between the  

v a r i a b l e s :  env ironm enta l  u n c e r t a i n t y ,  o r g a n i c l t y ,  c o g n i t i v e  

s t y l e  and ty p e s  o f  c u l t u r a l  norms ( t a s k  s u p p o r t ,  task  

In n o v a t io n  and s o c ia l  re 111onshIp) .

T h is  s tu d y  was I n t e r e s t e d  s p e c i f i c a l l y  In the  

dependency o f  each o f  the v a r i a b l e s  on th e  o t h e r s  r a t h e r  

than th e  causa l  r e l a t i o n s h i p s  between them. T h e r e fo r e ,  th e  

p r im a ry  i n t e r e s t  is in the  i n t e r a c t i o n  e f f e c t  ( I . e .  does
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o r g a n i z a t i o n a l  s t r u c t u r e  enhance th e  dependency between  

env ironm enta l  u n c e r t a i n t y ,  and norms o f  t a s k  s u p p o r t ,  task  

in n o v a t io n  or  s o c ia l  r e l a t i o n s h i p s ? ) .

A s i g n i f i c a n t  i n t e r a c t i o n  term was found f o r  c u l t u r a l  

norms o f  task  sup por t  and task  In n o v a t io n  In s e r v i c e  

s u b u n i t s .  T h is  means t h a t  the  r e l a t i o n s h i p  between  

env ironm enta l  u n c e r t a i n t y  and task  In n o v a t io n  or  task  

support  changes as a c e r t a i n  leve l  o f  o r g a n i c l t y  Is 

reached.  More s p e c i f i c a l l y ,  when th e  o r g a n i z a t i o n a l  sub un i t  

is h i g h l y  o r g a n ic  ( 6 . 0 5  f o r  task  su p p o r t ;  5 .81  f o r  task  

In n o v a t io n  on a 7 - p o l n t  s c a l e ) ,  Inc rease s  In env ironm en ta l  

u n c e r t a i n t y  a r e  p o s i t i v e l y  r e l a t e d  t o  th e s e  c u l t u r a l  norms. 

For o r g a n i c l t y  l e v e l s  lower than 6 . 0 5  or  5 .81  r e s p e c t i v e l y ,  

inc reases  in e n v i ro n m en ta l  u n c e r t a i n t y  a r e  n e g a t i v e l y  

r e l a t e d  to  ta s k  suppor t  and task  i n n o v a t io n .

Environmenta l  u n c e r t a i n t y  was comprised o f  m u n i f ic e n c e ,  

c o m p le x i ty  and dynamism. M u n i f ic e n c e  measured th e  

importance and sc a re  I t y / p l e n t  1f u I  ness o f  re s o u rc e s  a v a i l a b l e  

t o  th e  o r g a n i z a t i o n a l  s u b u n i t .  C o m p lex i ty  measured th e  

Importance and t h e  deg ree  o f  d i v e r s i f i c a t i o n ,  

number o f  c o m p e t i t l o r s ,  customer buying h a b i t s  and 

d i f f e r e n c e s  In t h e  in p u t  necessary  f o r  p rodu c ing  pr im a ry  

product  or  s e r v i c e .  Dynamism measured th e  importance o f  and 

th e  r a t e s  o f  change in m a rk e t in g  p r a c t i c e s ,  obso lesence  o f  

p r o d u c t s / s e r v i c e s ,  c o m p e t i t o r s '  a c t i o n s ,  consumer demands 

and p r o d u c t i o n / s e r v i c e  t e c h n o lo g i e s .  U n c e r t a in  env ironments  

a r e  c h a r a c t e r i z e d  by s c a r c i t y  and above av e ra g e  l e v e l s  o f
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c o m p le x i t y  and dynamism. C e r t a i n  env ironm ents  a r e  

c h a r a c t e r i z e d  by p I e n t I f u I  ness and below ave rage  l e v e l s  o f  

c o m p l e x i t y  and dynamism.

A h i g h l y  o r g a n ic  o r g a n i z a t i o n a l  s u b u n i t  e x h i b i t s  th e  

f o l l o w i n g  c h a r a c t e r i s t i c s :  th e  e x t e n s iv e  use o f  loose  

In fo rm a l  c o n t r o l  measures; an emphasis on g e t t i n g  th in g s  

done even I f  t h i s  means d i s r e g a r d i n g  formal p ro ce d u res ;  an 

emphasis on a d a p t in g  f r e e l y  t o  changing c i rc u m s ta n c e s  

r e g a r d l e s s  o f  past  p r a c t i c e ;  a l l o w i n g  th e  e x p e r t  t o  have th e  

most say In a g iven  s l t u t a t l o n ,  and an open f lo w  o f  

im p o r ta n t  in fo rm a t io n  th ro u g h o u t  th e  u n i t .  I t  Is  when these  

c h a r a c t e r i s t i c s  a r e  found in abundance t h a t  I n c r e a s in g  

l e v e l s  o f  env ironm en ta l  u n c e r t a i n t y  p o s i t i v e l y  i n f l u e n c e  the  

norms o f  t a s k  In n o v a t io n  and ta s k  s u p p o r t .

The mean o f  ta s k  sup por t  Is 5 . 8 9 ,  which Is c l o s e  t o  th e  

maximum score  ( 7 )  f o r  t h i s  v a r i a b l e .  High l e v e l s  o f  task  

s u p p o r t  I n d i c a t e  t h a t  work groups c o o p e ra te  and sup por t  each  

o t h e r s '  w ork ,  share  i n f o r m a t i o n ,  complete  a l l  t a s k s ,  and 

a s s ig n  work f a i r l y .  T h e r e f o r e ,  f i n d i n g  t h a t  a h igh  le v e l  o f  

o r g a n i c l t y  a c t s  as a q u a s I -m o d e r a to r  In th e  r e l a t i o n s h i p  

between env ironm enta l  u n c e r t a i n t y  and ta s k  sup por t  Is  

s u p p o r t i v e  o f  th e  t h e o r y  o f  o t h e r  r e s e a r c h e r s .

Burns and S t a l k e r  ( 1 9 6 1 ) ,  in t h e i r  d e s c r i p t i o n  o f  

o r g a n ic  s t r u c t u r e s ,  p o in te d  out  t h a t  t h i s  ty p e  o f  s t r u c t u r e  

Is  found in success fu l  o r g a n i z a t i o n s  f a c in g  u n c e r t a i n  

e n v i ro n m e n ts .  They i n d ic a t e d  t h a t  an o r g a n ic  s t r u c t u r e  

would enhance work group c o o p e r a t io n ,  s h a r in g  o f  In fo r m a t io n
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and c o m p le t io n  o f  t a s k s .  A r g y r l s  (1 9 6 2 )  p u rp o r te d  t h a t  

b u r e a u c r a t i c  ( I . e . m e c h a n is t I c )  v a lu e s  tend to  s t r e s s  th e  

r a t i o n a l ,  ta s k  aspects  o f  th e  work and t o  Ignore  th e  human 

f a c t o r s  t h a t  r e l a t e  t o  the  t a s k .  Th is  may lead t o  poor ,  

m i s t r u s t f u l  r e l a t i o n s h i p s  among th e  m anag er ia l  c l a s s  which  

in t u r n  cou ld  decrease  the  e f f e c t i v e n e s s  o f  th e  o r g a n i z a t i o n  

(B e n n ls ,  1 9 6 6 ) .  Shepard and B lake  (1 9 6 2 )  compared th e  

n o r m a t iv e  go a ls  o f  m e c h a n is t ic  and o r g a n ic  systems.  

C h a r a c t e r i s t i c s  o f  th e  o r g a n ic  system a r e :  good 

r e l a t i o n s h i p s  between and w i t h i n  groups;  mutual c o n f id e n c e  

and t r u s t ;  In te rd e p e n d e n c ie s  and shared r e s p o n s i b i l i t y ;  

m u l t i g r o u p  membership and r e s p o n s i b i l i t y ;  w ide s h a r in g  o f  

c o n t r o l  and r e s p o n s i b i l i t y ;  and c o n f l i c t  r e s o l u t i o n  through  

b a r g a in i n g  or  problem s o l v i n g .  F i n a l l y ,  Dav is  (1 9 8 1 )  

contended t h a t  a s t ro n g  c u l t u r e ,  in t h e  absence o f  c a r e f u l l y  

fo r m u la t e d  systems and s t r u c t u r e s ,  can p l a y  an im p or tan t  

r o l e  in improving th e  c o o r d in a t i o n  o f  work between u n i t s  In 

t h e  same o r g a n i z a t i o n .

Thus, one can t e n t a t i v e l y  i n f e r  t h a t  under c o n d i t i o n s  

o f  in c r e a s in g  env ironm enta l  u n c e r t a i n t y ,  s e r v i c e  s u b u n i ts  

should  t r y  to  m a in ta in  h i g h l y  o r g a n ic  s t r u c t u r e s  I f  they  

d e s i r e  h igh  l e v e l s  o f  task  s u p p o r t .  However,  I t  should  be 

c a u t i o n e d ,  w h i l e  th e  I n t e r a c t i o n  term was not  weak ( p = . 0 4 ) ,  

t h e  c o r r e l a t i o n  between o r g a n i c l t y  and ta s k  suppor t  ( . 1 8 6 )  

was s i g n i f i c a n t  ( p = . 0 5 ) .  I t  may be t h a t  th e  v a r i a n c e  

a c c o u n t in g  f o r  th e  s i g n i f i c a n t  I n t e r a c t i o n  term Is due 

p r i m a r i l y  t o  o r g a n i c l t y .
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The mean on ta s k  In nova t ion  is 6 . 2 6  which Is c l o s e  to  

th e  maximum sco re  ( 7 )  f o r  t h i s  v a r i a b l e .  High l e v e l s  o f  

task  in n o v a t io n  i n d i c a t e  t h a t  work groups encourage  

c r e a t i v i t y ,  w i l l  make changes,  encourage and put  new Ideas  

in to  p r a c t i c e  and a r e  w i l l i n g  t o  t a k e  on new t a s k s .  

T h e r e f o r e ,  f i n d i n g  t h a t  a high leve l  o f  o r g a n i c l t y  a c t s  as a 

q u a s I -m o d e ra to r  In th e  r e l a t i o n s h i p  between en v ironm en ta l  

u n c e r t a i n t y  and ta s k  In n o va t io n  Is In l i n e  w i t h  th e  t h e o r y  

o f  o t h e r  r e s e a r c h e r s  as shown In th e  f o l l o w i n g  p arag raphs .

E m p i r ic a l  In n o v a t io n  l i t e r a t u r e  has dem onstra ted  an 

a s s o c i a t i o n  between d e c e n t r a l i z e d  and In form al  

o r g a n i z a t i o n a l  s t r u c t u r e s  and Increased l e v e l s  o f  

In n o v a t io n .  Burns and S t a l k e r  (1961 )  d e s c r ib e  a c o n t in g e n t  

r e l a t i o n s h i p  between s t r u c t u r e  and t h e  e x t e r n a l  

env ironm ent .  In t h e i r  p e r s p e c t iv e ,  u n c e r t a i n  env ironm ents  

n e c e s s i t a t e  o r g a n ic  s t r u c t u r e s  and In n o v a t io n .

They found t h a t  o r g a n ic  o r g a n iz a t i o n s  were b e t t e r  in n o v a to rs  

than m e c h a n is t i c  o r g a n i z a t i o n s ,  t h a t  I s ,  th e  r e l a t i o n s h i p  

between o r g a n ic  s t r u c t u r e s  and In n o v a t io n  was p o s i t i v e .  

Lawrence and Lorsch ( 1 9 6 7 )  adopt a s i m i l a r  p e r s p e c t i v e ,  

p o i n t i n g  out  t h a t  d e c e n t r a l i z e d ,  less f o r m a l i z e d  ( I . e .  

o r g a n ic )  o r g a n i z a t i o n a l  sub u n i ts  a re  more e f f e c t i v e  a t  

responding t o  change in u n c e r ta in  env ironm ents  than more 

f o r m a l i z e d  ( m e c h a n i s t i c )  u n i t s .
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Meadows ( 1 9 3 0 ) ,  u t i l i z i n g  an e x p e r im e n ta l  s e t t i n g  to  

o p e r a t i o n a l i z e  t h i s  concept ,  a ls o  found t h a t  o r g a n i c l t y  was 

s t r o n g l y  and p o s i t i v e l y  c o r r e l a t e d  w i t h  in n o v a t iv e n e s s  In 

the  per formance o f  small  group t a s k s .

Kanter  (1 9 8 3 )  found t h a t  In n o v a t io n  Is  an outcome o f  

both s t r u c t u r a l  v a r i a b l e s  and c u l t u r a l  v a r i a b l e s .  In 

K a n t e r ' s  v ie w ,  in n o v a t i v e  c u l t u r e s  a r e  c h a r a c t e r i z e d  by 

freedom and looseness which encourage c r e a t i v i t y  and r i s k  

t a k in g  w i t h i n  th e  o r g a n i z a t i o n .

Thus, one can t e n t a t i v e l y  i n f e r  t h a t  under c o n d i t io n s  

of in c r e a s in g  env ironm enta l  u n c e r t a i n t y ,  s e r v i c e  s u b un i ts  

should t r y  t o  m a i n t a i n  h ig h ly  o r g a n ic  s t r u c t u r e s  i f  they  

d e s i r e  h igh  l e v e l s  o f  task  In n o v a t io n .  However,  I t  should  

be c a u t io n e d ,  w h i l e  th e  i n t e r a c t i o n  term was s i g n i f i c a n t  

( p = . 0 2 ) ,  th e  c o r r e l a t i o n  between o r g a n i c l t y  and task  

Innova t ion  ( . 3 5 8 )  was h i g h l y  s i g n i f i c a n t  ( p = . 0 0 1 ) .  I t  may 

be t h a t  th e  v a r i a n c e  account ing  f o r  th e  s i g n i f i c a n t  

I n t e r a c t i o n  term Is  due p r i m a r i l y  t o  o r g a n i c l t y .

The d i s t r i b u t i o n  f o r  o r g a n i c l t y  Is  n e g a t i v e l y  skewed.  

This  I n d i c a t e s  t h a t  th e  hump o f  th e  d i s t r i b u t i o n  curve  fo r  

the  scores on o r g a n i c l t y  is to  th e  r i g h t  o f  c e n te r  when 

compared t o  a normal d i s t r i b u t i o n  c u r v e .  T h e r e f o r e ,  t h e r e  

is a p o s s i b i l i t y  t h a t  th e  f i n d in g s  s t a t e d  above I n d ic a t e  a 

t h r e s h o ld  e f f e c t  in th e  r e l a t i o n s h i p  among env ironm enta l  

u n c e r t a i n t y ,  o r g a n i c l t y  and the  norms o f  t a s k  support  and 

task  in n o v a t io n .
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In o r d e r  t o  respond t o  I n c r e a s i n g  env ironm enta l

u n c e r t a i n t y  w i t h  a g r e a t e r  emphasis on norms o f  t a s k  sup por t

ans t a s k  in n o v a t io n ,  th e  o r g a n i z a t i o n  needs t o  be a lm ost  

t o t a l l y  c h a r a c t e r i z e d  by an o r g a n i c  s t r u c t u r e .  I f  th e  

o r g a n i z a t i o n  Is  Just m o d e r a te ly  ( o r  even l a r g e l y )  o r g a n i c ,  

I t s  managers who p e r c e iv e  a h i g h l y  u n c e r t a i n  env ironm ent  a r e  

a l s o  l i k e l y  to  e x h i b i t  lower sup por t  f o r  norms o f  task  

s up por t  and ta s k  In n o v a t io n .  Tha t  I s ,  in these  s i t u a t i o n s ,

work groups may not  be as c o o p e r a t i v e ,  share  as much

in f o r m a t i o n  or  be as s u p p o r t i v e  o f  each o t h e r s '  work.  

L i k e w i s e ,  work groups may not  encourage c r e a t i v i t y  o r  be as 

w i l l i n g  t o  make changes or  implement new ideas.

An i n t e r e s t i n g  q u e s t io n  a r i s e s  about  th e  f u n c t i o n a l i t y  

o f  t h e s e  observed r e l a t i o n s h i p s  f o r  o r g a n i z a t i o n s .  S c h o la rs  

who sup p o r t  th e  o r g a n ic  form o f  s t r u c t u r e  as th e  most 

e f f e c t i v e  way o f  responding t o  env ironm en ta l  u n c e r t a i n t y  

m ig ht  a rg u e  t h a t  th e  presence o f  any m e c h a n is t ic  f e a t u r e s  In 

th e  o r g a n i z a t i o n a l  s t r u c t u r e  is  d y s f u n c t I o n a I . a l l o w i n g  

managers t o  t i g h t e n  b u r e a u c r a t i c ,  a u t h o r a t l v e  c o n t r o l s  in 

t im e s  o f  g r e a t  u n c e r t a i n t y  and thus  f r e e z i n g  out  th e  ta s k  

s up por t  and in n o v a t iv e n e s s  t h a t  cou ld  h e lp  s t e e r  th e  

o r g a n i z a t i o n  through d i f f i c u l t ,  u n c e r t a i n  env ironm enta l  

s I t u a t I o n s .

One c o u ld  a l s o  a rgue ,  however,  t h a t  the  observed  

n o n l i n e a r  r e l a t i o n s h i p  may be f u n c t I o n a I  f o r  some 

o r g a n i z a t i o n s .  I f  the  o r g a n i z a t i o n  Is  not  f u l l y  o r g a n i c ,  a
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t i g h t e n i n g  o f  c o n t r o l s  under c o n d i t i o n s  o f  h igh  u n c e r t a i n t y  

and a c o r re s p o n d in g  r e d u c t io n  In ta s k  sup por t  and Innova t ion  

norms may be Just what th e  o r g a n i z a t i o n  needs t o  s u r v i v e .

In f a c t ,  B o urgeo is ,  e t  a l  ( 1981 )  r e p o r t e d  on t h r e e  

s t u d i e s  (see  page 57)  designed t o  t e s t  t h e  hy p o th e s is  t h a t :  

managers e n c o u n te r in g  t u r b u l e n t  env ironm ents  w i l l  r e a c t  by 

becoming more m e c h a n is t i c  and managers e n c o u n te r in g  more 

s t a b l e  env ironm en ts  w i l l  r e a c t  by becoming more o r g a n ic .

They found sup por t  f o r  t h i s  h y p o th e s is .  An e x p la n a t i o n  

o f f e r e d  by t h e  r e s e a r c h e r s  f o r  these  r e s u l t s  was t h a t  

companies f a c i n g  t u r b u l e n c e  may want t o  e x e r c i s e  g r e a t e r  

c o n t r o l  ove r  s u b o r d in a te s  because they  a r e n ' t  equipped to  

deal w i t h  u n c e r t a i n t y  In any o t h e r  way. L i k e w is e ,  In t imes  

o f  s t a b i l i t y ,  t h e r e  is not  as much concern  w i t h  u n c e r t a i n t y ,  

t h e r e f o r e ,  companies a l lo w  s u b o rd in a te s  more freedom and 

f I  ex Ib I  I I t y .

The i m p l i c a t i o n  seems to  be t h a t  i f  th e  o r g a n i z a t i o n  is  

not w h o l l y  o r g a n i c ,  norms o f  ta s k  su p p o r t  and ta s k  

I n n o v a t io n  w i l l  be weaker or  less c o n s i s t e n t  than th e y  would 

be In a f u l l y  o r g a n ic  o r g a n i z a t i o n .  I f  th e s e  norms a r e  

weaker or  I n c o n s i s t e n t ,  then managers e n c o u n te r in g  u n c e r t a i n  

env ironm ents  may e x e r c i s e  g r e a t e r  c o n t r o l  because th e y  do 

not have th e  necessary  h ig h er  leve l  o f  norms o f  ta s k  support  

and i n n o v a t io n  p re s e n t  which may h e lp  them s u r v i v e .
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( 2 )  The s u b u n i t ' s  type  o f  business may Impact th e  

r e l a t i o n s h i p  between env ironm enta l  u n c e r t a i n t y ,  o r g a n l c l t y  

and some typ es  o f  c u l t u r e  norms.

C o n t r a r y  t o  what one might  e x p e c t ,  In t h i s  sample th e r e  

a r e  more o r g a n ic  su b u n i ts  In m a n u fa c tu r in g  than In s e r v ic e  

bus inesses .  In th e  s e r v ic e  s e c to r  45% (4 4 )  o f  th e  sub un i ts  

a r e  o r g a n ic ,  compared to  66% (59 )  o f  t h e  m a n u fa c tu r in g  

s u b u n i t s .  M e c h a n is t i c  s t r u c t u r e s  c h a r a c t e r i z e  55% (5 4 )  of  

th e  s e r v i c e  s u b u n i t s  and 34% (3 1 )  o f  t h e  m a n u fa c tu r in g  

s u b u n i t s .  I t  is  p l a u s i b l e  t h a t  type  o f  bus iness  Is  se rv in g  

in t h i s  s tudy  as a s u r r o g a te  f o r  a n o th e r  v a r i a b l e  

- o r g a n i z a t i o n a l  s i z e -  t h a t  has been shown t o  have 

s i g n i f i c a n t  Impacts on o r g a n i z a t i o n a l  s t r u c t u r e  and 

c u l t u r e .  As i n d ic a t e d  p r e v i o u s ly  (page 1 0 9 ) ,  when comparing  

m an u fa c tu r in g  and s e r v i c e  su b u n i ts  on s a l e s ,  s i z e ,  age,  

c o m p e t i t i v e n e s s  o f  in d u s t ry  and f u t u r e  s a l e s  g row th ,  the  

o n ly  s i g n i f i c a n t  d i f f e r e n c e  between t h e  two was In s i z e  

( p < . 1 ) .  S e r v i c e  o r g a n i z a t i o n s  have an a v e ra g e  o f  253 more 

employees than do m anufac tu r ing  o r g a n i z a t i o n s  ( S e r v i c e  =

804;  M a n u fa c tu r in g  = 5 5 1 ) .  That i s ,  on t h e  a v e ra g e ,  the  

s e r v i c e  o r g a n i z a t i o n s  a re  45% l a r g e r  than t h e  m anufac tu r ing  

o r g a n i z a t i o n s  In t h i s  sample.

S i z e ,  as an o r g a n i z a t i o n a l  v a r i a b l e ,  has been shown to  

be p o s i t i v e l y  r e l a t e d  to  f o r m a l i z a t i o n  ( H a l l ,  Haas, Johnson, 

1967; Blau and Schoenherr ,  19 7 1 ) .  As an o r g a n i z a t i o n  

becomes l a r g e r ,  M ln tz b e rg  (1979 )  s t a t e d  I t  becomes more 

f o r m a l i z e d ,  s p e c i a l i z e d  and c e n t r a l i z e d ,  c r e a t i n g  a tendency
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to  become more b u r e a u c r a t i c  ( I . e .  m e c h a n i s t i c ) .  The r e s u l t s  

o f  th e  comparison o f  th e  s i z e  o f  s e r v i c e  versus  

m an u fac tu r in g  o r g a n i z a t i o n s  support  t h i s .  In t h i s  s tudy ,

55% o f  th e  s e r v i c e  o r g a n i z a t i o n s ,  which a r e  s i g n i f i c a n t l y  

l a r g e r  in s i z e ,  e x h i b i t e d  m e c h a n is t ic  c h a r a c t e r i s t i c s ,  

i n d i c a t i n g  a h ig h e r  degree  o f  f o r m a l i z a t i o n .  L ik e w is e ,  In 

th e  s i g n i f i c a n t l y  s m a l le r  o r g a n i z a t i o n s ,  most o f  which are  

engaged In m a n u f a c t u r in g ,  one would exp e c t  less  

f o r m a l i z a t i o n  and predominant  o r g a n ic  s t r u c t u r e s .  Indeed  

th e  d a ta  support  t h i s  as 66% o f  th e  s m a l le r  o r g a n i z a t i o n s  

a r e  organ I c .

These f i n d i n g s  beg th e  ques t ion  as t o  w hether  i t  may be 

th e  ty p e  o f  o r g a n i z a t i o n  t h a t  makes th e  d i f f e r e n c e  In the  

r e l a t i o n s h i p s  w i t h  some c u l t u r a l  norms, o r  Is  I t  th e  s ize?  

When o r g a n l c l t y  Is  not t r e a t e d  as a m odera tor  v a r i a b l e ,  I t  

has been shown to  have a s i g n i f i c a n t  main e f f e c t  on some 

types  o f  c u l t u r a l  norms (see  s e c t io n  5 . 4 ) .  S ince  o r g a n l c l t y  

was d e f in e d  in t h i s  s tudy  as th e  degree o f  f o r m a l i z a t i o n  of  

th e  s t r u c t u r e  (page 40 )  i t  cou ld  be argued t h a t  th e  s i z e  of  

th e  o r g a n i z a t i o n  is  more Important  than ty p e  o f  bus ine ss .

Counter  arguments t o  th e  above c ou ld  a l s o  be based on 

th e  f a c t  t h a t  t h e r e  Is something s p e c ia l  about  o r g a n l c l t y  In 

a s e r v i c e  s u b u n i t  versus  a m an u fac tu r in g  s u b u n i t .  That  

something s p e c ia l  p ro b a b ly  has t o  do w i t h  th e  c u l t u r a l  

norms. S e r v ic e  bus inesses  a re  p e o p l e - i n t e n s i v e ;  t h e r e f o r e ,  

work u n i t s  a r e  comprised o f  peop le  w ork in g  t o g e t h e r  r a t h e r  

than I n d i v i d u a l s  w ork ing  w i t h  machines . T h e r e f o r e ,  t h e r e
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may be a g r e a t e r  o p p o r t u n i t y  f o r  a work group c u l t u r e  to  

form and be r e i n f o r c e d .  The f i n d i n g s  o f  t h i s  study would  

suggest  t h a t  t h e  norms of  work group c u l t u r e  a re  in f lu e n c e d  

when a t h r e s h o l d  f o r  o r g a n l c l t y  has been reached;  t h a t  i s ,  

th e  s t r u c t u r e  o f  th e  sub u n i t  has t o  be a lmost  w h o l ly  

o r g a n ic  In o r d e r  f o r  a c o n s i s t e n t l y  s u p p o r t i v e  s e t  o f  norms 

f o r  t a s k  s u p p o r t  and task  in n o v a t io n  to  emerge.

S c h e i n 's  (1 9 8 5 )  t h e s i s  s t a t e s  t h a t  in th e  s tudy  o f  

c u l t u r e ,  g e n e r a t i o n a l  age, r a t h e r  than  o r g a n i z a t i o n a l  s i z e  

is o f  p r im a ry  Importance.  The g e n e r a t i o n a l  age o f  70% o f  

th e  o r g a n i z a t i o n s  in t h i s  s tudy  Is  e a r l y  growth .  The 

c u l t u r a l  t h r u s t  o f  o r g a n i z a t i o n s  in th e  e a r l y  growth s tag e  

comes from t h e  founders  and t h e i r  assumptions and b e l i e f s .  

C u l t u r e  a c t s  as th e  p s y c h o lo g ic a l  "g lu e"  t h a t  holds th e  

group t o g e t h e r  and is l i k e l y  t o  be v e r y  s t r o n g .  W h i le  

c u l t u r a l  norms a r e  p rese n t  In a l l  o r g a n i z a t i o n s ,  based on 

t h e  h igh means found f o r  ta s k  sup p o r t  ( 5 . 8 8 ) ,  task  

In n o v a t io n  ( 6 . 2 6 )  and s o c ia l  r e l a t i o n s h i p s  ( 5 . 4 4 ) ,  one can 

t e n t a t i v e l y  suggest  t h a t  t h e r e  was a d i s t i n c t  leve l  o f  

c u l t u r a l  norms In th e  o r g a n i z a t i o n s  s t u d i e d .  Schein  

( 1 9 8 5 :2 3 4 )  l i s t e d  th e  f o l l o w i n g  as reasons f o r  t h i s  s t r e n g t h  

a )  th e  p r im a r y  c r e a t o r s  o f  th e  c u l t u r e  a r e  s t i l l  p r e s e n t ;  b) 

th e  c u l t u r e  he lp s  th e  group d e f i n e  I t s e l f  and make I t s  way 

i n t o  a p o t e n t i a l l y  h o s t i l e  e n v i ro n m en t ;  c )  many e lem ents  o f  

th e  c u l t u r e  have been learned as de fenses  a g a in s t  a n x i e t y  as 

th e  group has s t r u g g l e d  to  m a i n t a in  and b u i l d  I t s e l f .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

1 6 5

A ls o ,  Kilmann (1 9 8 4 )  suggests  t h a t  tremendous s o c ia l  energy  

Is  un leashed In th e  fo rm a t io n  o f  a new company, thus team 

b u i l d i n g  and mutual dependence on o t h e r s  Is  necessary  fo r  

t h e  company t o  succeed.

W h i le  s i z e  may be an Im p or tan t  d e te r m in a n t  in the  

f i n d i n g s  on s e r v i c e  versus m a n u fa c tu r in g  s u b u n i t s ,  I t  Is 

a l s o  f e l t  t h a t  t h e  g e n e r a t io n a l  age o f  t h e  companies,  th e  

high  l e v e l  o f  presence o f  some typ es  o f  c u l t u r a l  norms as 

w e l l  as th e  peop le  In te n s iv e n e s s  n a t u r e  o f  s e r v i c e  

o r g a n i z a t i o n s  c ou ld  a ls o  c o n t r i b u t e  t o  th e s e  f i n d i n g s .

( 3 )  The p r e f e r r e d  In fo rm a t io n  Inpu t  d imension ( s e n s i n g /  

I n t u i t i o n )  and th e  p r e f e r r e d  dec I s Io n -m a k In g  dimension  

( t h I n k I n g / f e e I  In g ) o f  th e  manager do not  Impact th e  way 

he /s h e  p e r c e iv e s  l e v e l s  o f  e nv ironm en ta l  u n c e r t a i n t y ,  

o r g a n l c l t y  or  types  o f  c u l t u r a l  norms, r e g a r d l e s s  o f  the  

s u b u n i t ' s  t y p e  o f  bus iness.

I n d i v i d u a l s  o r g a n iz e  and e v a l u a t e  s t i m u l i  through a 

v a r i e t y  o f  p e rc e p tu a l  p rocesses .  A ls o ,  t h e r e  a r e  

d i f f e r e n c e s  among I n d i v i d u a l s  In t h e i r  p e r c e p t i o n s  and t h e i r  

t o l e r a n c e s  f o r  a m b ig u i ty  ( B e r l y n e ,  1 9 6 8 ) .  W h i le  t h e r e  Is 

s t r o n g  s up por t  In the  l i t e r a t u r e  r e g a r d in g  th e  Importance o f  

m an ag er ia l  p e r c e p t io n s  in e n a c t in g  th e  env ironm ent  or  

I n f l u e n c i n g  th e  s t r u c t u r e  (Duncan, 1972; M i l e s ,  Snow, 

P f e f f e r ,  1974; P f e f f e r ,  1982)  t h i s  s tudy  d i d  not  uncover any
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s i g n i f i c a n t  r e l a t i o n s h i p s  when an I n d i v i d u a l ' s  percep tu a l  

process was o p e r a t i o n a l i z e d  v i a  the  Myers B r ig g s  c o g n i t i v e  

s t y l e  s c a l e .

A p o s s i b l e  e x p la n a t i o n  as t o  why t h e r e  were no 

s i g n i f i c a n t  f i n d i n g s  in the  h yp o th es ized  r e l a t i o n s h i p s ,  may 

be t h e  f a c t  t h a t  t h e  s t r e n g t h  o f  the  o r g a n i z a t i o n a l  b e l i e f  

systems as embodied through types  o f  c u l t u r e  norms as w e l l  

as t h e  s t ro n g  I n f l u e n c e  o f  o r g a n i z a t i o n a l  s t r u c t u r e  overrode  

any p o s s i b l e  c o n t r i b u t i o n  t h a t  an i n d i v i d u a l ' s  s t y l e  of  

human I n fo r m a t io n  process ing  cou ld  have made. For task  

In n o v a t io n  t h i s  is  supported by a s tudy on I n d iv id u a l  

c h a r a c t e r i s t i c s  t h a t  was conducted by B a l d r i d g e  and Burnhan 

( 1975 )  on th e  d e te r m in a n ts  o f  In n o v a t io n  In s e v e ra l  school  

d i s t r i c t s .  They found t h a t  no I n d i v i d u a l  c h a r a c t e r  I s t i c  o f  

managers had any s i g n i f i c a n t  In f lu e n c e  on th e  Innova t ion  

p r o c e s s .

( 4 )  The le v e l  o f  o r g a n l c l t y  o f  a s u b u n i t  may have a 

s t r o n g e r  a s s o c i a t i o n  w i t h  some types  o f  c u l t u r a l  norms than  

does en v i ro n m e n ta l  u n c e r t a i n t y .

W h i l e  th e  res e a rc h  model f o r  t h i s  s tudy  d id  not a s s e r t  

d i r e c t l y  th e  r e l a t i o n s h i p  between o r g a n l c l t y  and types of  

c u l t u r a l  norms, t h e r e  was s t ro n g  e v id en ce  t o  suggest  t h a t  a 

s i g n i f i c a n t  r e l a t i o n s h i p  d id  e x i s t  I f  o r g a n l c l t y  were not  

t r e a t e d  as a m odera tor  v a r i a b l e .  The f i n d i n g s  o f  the
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a s s o c i a t i o n s  between l e v e l s  o f  o r g a n l c l t y  and ta s k  s u p p o r t ,  

t a s k  i n n o v a t io n  and s o c ia l  r e l a t i o n s h i p s  were s i g n i f i c a n t  

and a r e  r e p o r t e d  in s e c t i o n  5 . 4 .

Schein  ( 1 9 8 5 )  suggests t h a t  s t r u c t u r e  Is  a secondary  

r e l n f o r c e r  o f  c u l t u r e .  The f in d in g s  o f  t h i s  s tudy  would  

suggest  a much s t r o n g e r  r e l a t i o n s h i p  when th e  c u l t u r a l  norms 

a r e  t a s k  s u p p o r t ,  t a s k  In nova t ion  or  s o c ia l  r e l a t i o n s h i p s .  

Higher  l e v e l s  o f  each o f  these  c u l t u r a l  norms were found In 

o r g a n ic  s u b u n i t s  r a t h e r  than less o r g a n ic  ones.

W r i t t e n  r u l e s  and procedures reduce a m b ig u i ty  and 

u n c e r t a i n t y  and a r e  c h a r a c t e r i s t i c  o f  b u r e a u c r a t i c  

o r g a n i z a t i o n s .  W i l k i n s  and Ouch I ( 1 9 8 3 )  suggested t h a t  

c u l t u r e  w i l l  p l a y  a le s s e r  r o l e  In th e  way t h e  b u r e a u c r a t i c  

o r g a n i z a t i o n  Is  managed. These au th o rs  a l s o  suggested t h a t ,  

In a c o m p e t i t i v e  env ironm en t ,  market  f a c t o r s  gu id e  th e  

b e h a v io rs  o f  th e  members o f  the  o r g a n i z a t i o n .  Thus, In 

o r g a n i z a t i o n s  t h a t  a r e  not b u r e a u c r a t i c  or  do not  o p e r a t e  in 

In a s t a b l e  c o m p e t i t i v e  environment (o r  b o t h ) ,  c u l t u r e  may 

be a more i n f l u e n t i a l  f o r c e  In g u id in g  th e  b e h a v io r  o f  the  

o r g a n i z a t i o n ' s  members. The respondents in t h i s  sample  

I n d ic a t e d  t h a t  they  were In i n d u s t r i e s  t h a t  were e x t r e m e ly  

c o m p e t I t I v e .

The c h a r a c t e r i s t i c s  o f  an o r g a n ic  s t r u c t u r e  a r e  l i s t e d  

In ( 1 )  above. High l e v e l s  o f  the  norms o f  t a s k  suppor t  were  

s i g n i f i c a n t l y  a s s o c ia te d  w i t h  more o r g a n ic  s t r u c t u r e s .

Th is  f i n d i n g  c o r r o b o r a t e s  th e  f i n d i n g s  o f  Bennls  ( 1 9 6 6 ) ,  

Sheppard and B lake  ( 1 9 6 2 ) ,  and A r g y r l s  ( 1 9 6 2 ) .  That  I s ,
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o r g a n ic  s t r u c t u r e s  sup por t  th e  e x i s t e n c e  o f  norms 

encourag ing  work groups t o  coo p era te  and suppor t  each  

o t h e r ' s  work ,  t o  share  I n fo r m a t io n ,  and t o  com ple te  t a s k s .  

A ls o ,  In an o r g a n ic  o r g a n i z a t i o n a l  d e s ig n ,  d e c is i o n  making,  

c o n t r o l  and g o a l - s e t t i n g  processes a r e  d e c e n t r a l i z e d  and 

shared a t  a I I l e v e l s  o f  t h e  o r g a n i z a t i o n .  These p r a c t i c e s  

a r e  In tended t o  implement a b a s ic  assumption o f  t h e  o r g a n ic  

model ,  which s t a t e s  t h a t  an o r g a n i z a t i o n  w i l l  be e f f e c t i v e  

t o  t h e  e x t e n t  t h a t  i t s  s t r u c t u r e  a l lo w s  maximum p r o b a b i l i t y  

f o r  I n t e r a c t i o n  In a l l  r e l a t i o n s h i p s  In th e  o r g a n i z a t i o n .  

Thus each member, In l i g h t  o f  h i s / h e r  v a lu e s  and e xp ec t  Ions  

w i l l  v iew  th e  e x p e r ie n c e  as s u p p o r t iv e  ( L i k e r t ,  1961; 1 9 6 7 ) .

The f i n d i n g s  and r e l a t e d  research  on ta s k  In n o v a t io n  

a r e  more e x t e n s i v e  than t h a t  f o r  task  support  or  s o c ia l  

r e l a t i o n s h i p s .  In a d d i t i o n  t o  the  seminal r e s e a rc h  quoted  

In ( 1 )  above under th e  d is c u s s io n  on t a s k  I n n o v a t i o n ,  Cohn

( 1 9 8 0 )  found t h a t  In n o v a t io n  was in v e r s e l y  r e l a t e d  t o  degree  

o f  f o r m a l i z a t i o n ,  t h a t  I s ,  th e  g r e a t e r  th e  f o r m a l i z a t i o n  the  

less th e  in n o v a t io n .  Shepard (1967 )  s t a t e s  t h a t  a low 

degree  o f  f o r m a l i z a t i o n  ( I . e .  use o f  s e t  r u l e s  and 

p ro ce d u res )  a l lo w s  f o r  more freedom and openness In an 

o r g a n i z a t i o n  which r e s u l t s  in an Increased I n i t i a t i o n  o f  new 

Ideas .  Formal s t r u c t u r e  tends to  reduce or  more s e v e r e l y  

channel  communicat ion and In fo rm a t io n  f low s  among members o f  

th e  o r g a n i z a t i o n ,  c o n s e q u e n t ly  managers a r e  less  l i k e l y  to  

be aware o f  I n n o v a t I v e  o p p o r t u n I t I e s .  A ls o ,  t h e  formal
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r u l e s  o f  a m e c h a n is t i c  o r g a n i z a t i o n  co u ld  c o n s t r a i n  a c t io n s  

of  managers even I f  th e y  were aware o f  I n n o v a t io n  

o p p o r t u n I t I e s .

E m p i r ic a l  i n n o v a t io n  l i t e r a t u r e  has dem onstra ted  an 

a s s o c i a t i o n  between d e c e n t r a l i z e d  and In fo rm a l  

o r g a n i z a t i o n a l  s t r u c t u r e s  and Increased l e v e l s  o f  

in n o v a t io n .  There fore . ,  t h e  f a c t  t h a t  in n o v a t io n  was found 

to  be s t r o n g l y  p o s i t i v e l y  a s s o c ia te d  ( p = . 0 0 9 )  t o  o r g a n l c l t y  

Is not  s u p r i s l n g .  What Is  s i g n i f i c a n t ,  however,  Is  th e  f a c t  

t h a t  t h i s  r e l a t i o n s h i p  has been found In smal l  o r g a n i z a t i o n s  

as th e  most o f  th e  s u p p o r t in g  research  in t h i s  a r e a  has been 

w i t h  l a r g e r  o r g a n i z a t i o n s .

The a s s o c i a t i o n  between s o c ia l  r e l a t i o n s h i p  norms and 

o r g a n l c l t y  was s i g n i f i c a n t  but  weak ( p = . 0 9 ) .  High l e v e l s  o f  

norms s u p p o r t in g  s o c ia l  r e l a t i o n s h i p s  I n d i c a t e  t h a t  work 

groups a r e  w i l l i n g  t o  mix f r i e n d s h i p s  w i t h  b u s in e s s ,  ge t  to  

know p eo p le  in t h e i r  work group,  s o c i a l i z e  w i t h  each o ther  

and w i t h  members o f  o t h e r  work groups both on and o f f  the  

Job.

T h is  f i n d i n g  has mixed support  in th e  l i t e r a t u r e .  A 

m e c h a n is t i c  system may a l s o  be r e f e r r e d  t o  as a b u r e a u c r a t i c  

system. A c h a r a c t e r i s t i c  o f  an Ideal b u re a u c ra c y  is 

im p e r s o n a l i t y  o f  i n t e r p e r s o n a l  r e l a t i o n s h i p s  (Weber,  1946; 

H a l l ,  1 9 6 3 ) .  Yet  B lau and S c o t t  (1962 )  found a s t ro n g  

In fo rm al  s t r u c t u r e  In b u re a u c ra c ie s  which can deve lop  

commitment t o  work groups and which a l lo w s  s o c i a l  

i n t e r a c t i o n .  Bennls (1966  p . 188) p o i n t s  o u t  t h a t  In the

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

170

o r g a n ic  o r g a n i z a t i o n  t h e r e  w i l l  be less l o y a l t y  t o  th e  work  

group and "people  w i l l  le a rn  to  deve lo p  quick  and In te n s e  

r e l a t i o n s h i p s  on th e  Job and le a rn  t o  bear the  loss o f  more 

end u r in g  work r e l a t i o n s h i p s " .  T h is  Is  due to  th e  f l u i d  

n a t u r e  o f  th e  s t r u c t u r e .  Sheperd and B lake  (1962 )  s t a t e  

t h a t  r e l a t i o n s h i p s  w i t h i n  and between groups Is  g r e a t e r  In 

t h e  o r g a n ic  system. The norms o f  s o c ia l  r e l a t i o n s h i p s  

I n d ic a t e d  above a r e  not o f  th e  same n a t u r e  as th e  s o c ia l  

I n t e r a c t i o n  r e f e r r e d  t o  by Blau and S c o t t  ( 1 9 6 2 ) .  They 

s t u d i e d  s o c i a l  i n t e r a c t i o n  on th e  Job. The s o c ia l  

r e l a t i o n s h i p  norms Inc lude  t h i s  i n t e r a c t i o n ,  but  a l s o  

In c lu d e  s o c i a l i z i n g  o f f  th e  Job and w i t h  business c l i e n t s .

I t  is  d i f f i c u l t  t o  make in fe r e n c e s  re g a rd in g  s o c ia l  

r e l a t i o n s h i p  norms because o f  th e  low le v e l  o f  s i g n i f i c a n c e  

o f  th e  f i n d i n g s  o f  t h i s  s tudy  and th e  d i f f i c u l t y  in 

ass ess ing  th e  Importance o f  s o c i a l i z i n g  w i t h  o th e r  company 

members. I t  Is s a fe  t o  i n d i c a t e  t h a t  th e  o r g a n ic  s t r u c t u r e  

would more e a s i l y  p e rm i t  s o c ia l  I n t e r a c t i o n  I f  t h a t  is  

d e s I r a b I e .

One can t e n t a t i v e l y  conc lude  t h a t  an o r g a n ic  s t r u c t u r e  

Is  p o s i t i v e l y  a s s o c ia te d  w i t h  th e  c u l t u r a l  norms o f  task  

s u p p o r t ,  t a s k  innova t ion  and s o c i a l  r e l a t i o n s h i p s .

( 5 )  Some dimensions o f  c o g n i t i v e  s t y l e  a r e  more predominant  

than o t h e r s  In top management ( I . e .  CEOs and VPs) o f  small  

high growth companies.
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The predominant c o g n i t i v e  s t y l e  e x h i b i t e d  by top  

management of  small  h igh growth companies was 

I n t u i t i v e / t h i n k i n g  (N T ) .  Th is  f i n d i n g  is  c o n t r a r y  t o  Myers '  

(1 9 7 0 )  f in d in g s  on predominant  c o g n i t i v e  s t y l e s  and 

o c c u p a t io n s .  She found STs t o  be th e  predominant  c o g n i t i v e  

s t y l e  In business and a d m i n i s t r a t i v e  r o l e s .  The i n t u i t i v e  

dimension was e x h i b i t e d  by respondents  1 .5  t im es  more 

f r e q u e n t l y  than th e  sensing d im ens ion .  The t h i n k i n g  

dimension was e x h i b i t e d  by respondents  2 . 4  t im es  more 

f r e q u e n t l y  than th e  f e e l i n g  d im ension .

The i n t u i t i v e  typ e  Is c h a r a c t e r i z e d  as f o l l o w s :  

r l s k - t a k e r ;  concerned w i t h  th e  whole ;  g e n e r a l i s t ;  

s p e c u l a t i v e ;  i n v e n t i v e ;  u n c o n v e n t io n a l ;  l i v e s  in th e  f u t u r e  

and l i k e s  to  produce many a l t e r n a t i v e  Ideas .  The t h i n k i n g  

ty p e  Is  c h a r a c t e r i z e d  as f o l l o w s :  l o g i c a l ;  a n a l y t i c a l ;  

s c i e n t i f i c ;  Impersonal;  t h e o r e t i c a l  d is p a s s io n a t e ;  and 

concerned w i th  r a t i o n a l i t y .

Many t imes In s t u d i e s  o f  c o g n i t i v e  s t y l e  (B r ig g s  and 

McCauley, 1985) ,  a dichotomy Is  drawn between th e  ST and NF 

as th e y  re p re s e n t  the  p o l a r i t i e s  o f  th e  combined in fo rm a t io n  

Input  and d ec is io n -m ak in g  d im ensions.  The NT Is  not t a lk e d  

about  much. Th is  c o g n i t i v e  s t y l e ,  th e  I n t u i t i v e / t h i n k i n g  

t y p e ,  may be b e t t e r  in t o d a y ' s  w or ld  o f  In c re a s in g  dynamic  

c o m p le x i t y  which Is f r a u g h t  w i t h  ambiguous r a t h e r  than w e l l  

s t r u c t u r e d  problems.  The NT is  a b le  to  deal w i t h  th e  whole
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even when I t  i s n ' t  w e l l  d e f in e d  and then a b le  t o  make 

l o g i c a l ,  a n a l y t i c a l ,  r a t i o n a l l y  based d e c is io n s  re g a r d in g  

ambiguous problems.

T h is  c o g n i t i v e  s t y l e  b lends  w e l l  w i t h  th e  management 

needs o f  th e  smal l  h igh  growth f i r m .  Managers must be 

c o m f o r t a b le  w i t h  t a k i n g  r i s k s  bu t  a t  th e  same t im e  be a b le  

t o  c o n c e p t u a l i z e  in a w h o l i s t l c  manner th e  o v e r a l l  d i r e c t i o n  

o f  t h e  f i r m .  Because th ese  f i r m s  a r e  f a c in g  r a p i d  inc rease s  

In s a l e s  and o t h e r  changes In th e  e nv ironm en t ,  a t t e n t i o n  t o  

t h e  o p e r a t i o n a l  d e t a i l s  o f  th e  f i r m  Is  a ls o  e x t r e m e ly  

Im p or tan t  f o r  o v e r a l l  success.  The i n t u i t i v e / t h i n k i n g  ty p e  

e x h i b i t s  th e s e  c h a r a c t e r i s t i c s  and may be best  s u i t e d  t o  be 

In a top management r o l e ,  a l l  o t h e r  s k i l l s  be ing e q u a l .

Task In n o v a t io n  e x h i b i t e d  th e  most s i g n i f i c a n t  

r e l a t i o n s h i p s  w i t h  th e  o th e r  v a r i a b l e s  In t h i s  s tu d y .  Cohn

(1 9 8 1 )  found in a s tudy  o f  m anag er ia l  a t t i t u d e s  on th e  

process  o f  in n o v a t io n  t h a t  t h e r e  was a p o s i t i v e  r e l a t i o n s h i p  

between In n o v a t io n  ad o p t io n  and m anager ia l  p r o p e n s i t y  toward  

r i s k .  G e r s t e n f e l d  and Sumlyoshl (1 9 8 0 )  s t a t e  t h a t  Japanese  

f i r m s  have become more I n n o v a t iv e  than t h e i r  American  

c o u n t e r p a r t s  because Japanese managers a r e  encouraged to  

t a k e  r i s k s .  The smal l  high growth s e r v i c e  f i r m s  In t h i s  

s tu d y  e x h i b i t  high l e v e l s  o f  t ask  In n o v a t io n  and th e  

managers a r e  predominant  i n t u i t i v e  ty p e s .  I n t u i t i v e  types  

have a p r o p e n s i t y  toward r i s k  and a r e  I n v e n t i v e .  Thus, one
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c o u ld  t e n t a t i v e l y  conclude t h a t  s u b u n i ts  t h a t  a re  headed by 

managers who a r e  I n t u 1 1 1  v e / t h  In k In g  types  w i l l  e x h i b i t  

h ig h e r  l e v e l s  o f  t a s k  In n o v a t io n .

( 6 ) The I n c l u s i o n  o f  th e  resource  dimension along w i t h  

I n fo r m a t io n  d imensions In th e  c o n c e p t u a l i z a t i o n  o f  

e n v i ro n m e n ta l  u n c e r t a i n t y  Is  a p p r o p r i a t e .

T h is  s tudy  in c o rp o ra te d  a measure f o r  env ironm enta l  

u n c e r t a i n t y  t h a t  Inc luded both an in fo r m a t io n  dimension  

( c o m p l e x i t y  and dynamism) and a re s o u rc e  dimension  

( m u n i f i c e n c e ) .  T h is  was done as t h e o r i s t s  (Lawrence, 1981;  

Dess and Beard ,  1984)  have suggested t h a t  both dimensions  

a r e  Im p o r tan t  when measur ing e nv ironm en ta l  u n c e r t a i n t y .

The measure o f  env ironm enta l  u n c e r t a i n t y  was comprised  

o f  m u n i f i c e n c e ,  c o m p le x i ty  and dynamism. M u n i f ic e n c e  

measured t h e  Importance and scare  I t y / p I e n t I f u I  ness o f  

resou rc es  a v a i l a b l e  t o  th e  o r g a n i z a t i o n a l  s u b u n i t .

C o m p le x i ty  measured the  Importance and th e  degree o f  

d i v e r s i f i c a t i o n ,  number o f  c o m p e t I t l o r s ,  customer buying  

h a b i t s ,  and d i f f e r e n c e s  In the  input  necessary  fo r  producing  

p r im a ry  p ro d u c t  or  s e r v i c e .  Dynamism measured the  

Importance and th e  r a t e s  o f  change in m a rk e t in g  p r a c t i c e s ,  

o bso lesence  o f  p r o d u c t s / s e r v i c e s ,  c o m p e t i to r s  a c t i o n s ,  

consumer demands and p r o d u c t i o n / s e r v i c e  te c h n o lo g ie s .  

U n c e r ta in  env ironm ents  were c h a r a c t e r i z e d  by s c a r c i t y  and
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above ave rag e  l e v e l s  o f  c o m p le x i ty  and dynamism. C e r t a i n  

env ironm ents  were c h a r a c t e r i z e d  by p I e n t I f u I  ness and below  

average  l e v e l s  o f  c o m p le x i ty  and dynamism.

A l l  t h r e e  o f  th e  subscales  ( c o m p l e x i t y ,  dynamism and 

m u n i f i c e n c e )  c o r r e l a t e d  p o s i t i v e l y  and s i g n i f i c a n t l y  

( p = . 0 0 1 ) w i t h  t h e  composite  measure o f  env ironm enta l  

u n c e r t a i n t y  (see  T a b le  5 . 4 ) .  However, th e  c o e f f i c i e n t  f o r  

m u n i f i c e n c e  ( . 3 2 7 )  was about  h a l f  t h a t  o f  c o m p le x i ty  ( . 7 5 0 )  

and dynamism ( . 7 6 3 ) .  Due t o  th e  lower c o r r e l a t i o n  o f  th e  

m u n i f i c e n c e  su b s c a le  w i t h  the  o v e r a l l  measure,  and th e  f a c t  

t h a t  I t  had a lower a lp h a  score  ( . 6 4 ) ,  s e r i o u s  c o n s id e r a t i o n  

should  be g iv e n  t o  th e  development  o f  a d d i t i o n a l  subscale  

I terns f o r  t h e  measurement o f  scare  I c I t y / p I e n t I f u I  ness o f  

r e s o u r c e s .

When each o f  th e  subsca les  was c o r r e l a t e d  w i t h  each 

type  o f  c u l t u r a l  norm, dynamism was n e g a t i v e l y  ( - . 1 6 6 ;  

p = .0 5 )  r e l a t e d  t o  ta s k  s u p p o r t .  That  I s ,  as th e  r a t e s  o f  

change In m a r k e t in g  p r a c t i c e s ,  obso lesence o f  

p r o d u c t s / s e r v i c e s ,  c o m p e t i to r s  a c t i o n s ,  consumer demands and 

p r o d u c t i o n / s e r v i c e  t e c h n o lo g ie s  in c r e a s e ,  t a s k  support  

d ec re ases .  C o m p le x i ty  was not s i g n i f i c a n t l y  r e l a t e d  t o  any 

o f  th e  c u l t u r a l  norms. M u n i f ic e n c e  had a s i g n i f i c a n t  

n e g a t i v e  ( - . 1 6 1 ;  p = .0 5 )  r e l a t i o n s h i p  w i t h  ta s k  In n o v a t io n .

Th is  may be I n t e r p r e t e d  as f o l l o w s :  when resources  

de c re a s e ,  t a s k  In n o v a t io n  decreases ;  c o n s e q u e n t ly ,  the  

amount o f  reso u rc es  t h a t  a s ub un i t  has access t o  may Impact  

how I n n o v a t i v e  t h a t  s u b u n i t  i s .  I f  a work group Is
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committed t o  a c h ie v in g  some o b j e c t i v e ,  a s c a r c i t y  o f  

resources  p re s s u re s  th e  group to  be less I n v e n t i v e  about  how 

i t  uses th o se  resou rces  t o  meet I t s  o b j e c t i v e s .  A d d i t i o n a l  

I m p l i c a t i o n s  o f  t h i s  f i n d i n g  a r e  t h a t  th e  s c a r c i t y /  

p I e n t I f u I  ness o f  resources  may have a g r e a t e r  Impact than  

c o g n i t i v e  s t y l e ,  m anag er ia l  s t y l e ,  s t r a t e g y  and o t h e r  

organ I z a t o n a I  v a r i a b l e s  in how In n o v a t iv e  a s u b u n i t  may 

b e .

Now t h a t  s i g n i f i c a n t  r e l a t i o n s h i p s  have been found 

between ta s k  in n o v a t io n  and m u n i f ic e n c e ,  t h e  In c l u s io n  o f  a 

measure o f  t h e  re s o u rc e  dimension f o r  re s e a r c h  purposes  

seems t o  be J u s t i f i e d .  These f in d in g s  su p p o r t  t h e o r i s t s '  

view (Lawrence,  1980; Dess and Beard,  1984) t h a t  an 

im portan t  a sp ec t  o f  env ironm enta l  u n c e r t a i n t y  is  th e  

resou rce  d im ens ion .

C o m p le x i ty  and dynamism a r e  s i g n i f i c a n t l y  and 

p o s i t i v e l y  r e l a t e d  ( . 4 0 1 ;  p = . 0 0 1 ) .  I t  may w e l l  be t h a t  a 

more p a rs lm ln ous  measure o f  env ironm enta l  u n c e r t a i n t y  can be 

o b ta in e d  from combining these  two s u b sca les .

I t  can be t e n t a t i v e l y  concluded t h a t  t h e  i n c l u s io n  of  

the  reso u rc e  d imension to  th e  t r a d i t i o n a l  c o n c e p t u a l i z a t i o n  

o f  en v ironm en ta l  u n c e r t a i n t y  ( I . e .  In fo r m a t io n  d imension:  

c o m p le x i ty  and dynamism) may be use fu l  and a p p r o p r i a t e .

6 . 2  L i m i t a t i o n s

Any s tudy  is  s u b je c t  t o  l i m i t a t i o n s .  The f o l l o w i n g  a re  

f e l t  t o  be th e  key l i m i t a t i o n s  o f  t h i s  re s e a r c h  s tu d y .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

176

( 1 )  Measurement l i m i t a t i o n s  may have In f lu e n c e d  t h i s  

s t u d y .

Arno ld  (1 9 8 2 )  In d ic a t e d  t h a t  th e  a c c u r a t e  d e t e c t i o n  of  

I n t e r a c t o n  e f f e c t s  Is  impaired  when measures a r e  used t h a t  

e x h i b i t  im p e r fe c t  r e l i a b i l i t y .  The a lp h a  scores  were above  

t h e  a c c e p t a b le  minimum ( . 6 ) f o r  t h i s  s tu d y ,  however,  th e  

env ironm en ta l  u n c e r t a i n t y  a lp h a  was o n ly  . 6 7 ,  w i t h  

o r g a n l c l t y  a t  . 7 4 .  W h i le  th e s e  lower r e l i a b i l i t y  scores  

pre s e n t  a problem, Arno ld  (1 9 8 2 )  has shown t h a t  i n f e r e n t i a l  

problems a r i s i n g  from th e  use o f  measures w i t h  Im p e r fe c t  

re  I a 1bI I 111es decrease  as th e  sample s i z e  In c re a s e s .  The 

l a r g e r  th e  sample s i z e  th e  s m a l le r  th e  p r o b a b i l i t y  o f  a Type 

I I  e r r o r .  More s p e c i f i c a l l y ,  an e r r o r  o f  t h i s  n a t u r e  in 

t h i s  s tudy  would In v o lv e  c o n c lu d in g  t h a t  o r g a n l c l t y  does not  

moderate th e  r e l a t i o n s h i p  between e nv ironm en ta l  u n c e r t a i n t y  

and some types  o f  c u l t u r e  norms when in f a c t  i t  does 

moderate t h i s  r e l a t i o n s h i p .

( 2 )  L l k e r t  typ e  r a t i n g  s c a le s  were used f o r  th e  o r g a n l c l t y  

and env ironm en ta l  u n c e r t a i n t y  measures.

The o r d i n a l  r a t i n g  s c a l e s ,  however,  were t r e a t e d  

a n a l y t i c a l l y  as r a t i o  r a t i n g  s c a l e s .  Each r e s p o n d e n t 's  mean 

score  on th e  s c a le  i tems was used as th e  d a ta  Input  f o r  the  

respondent  on a p a r t i c u l a r  s c a l e .  T h e r e f o r e ,  d i f f e r e n t  

response p a t t e r n s  among th e  m e as u re 's  i tems cou ld  p o s s ib ly
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r e s u l t  in th e  same scores  on t h e  measure and th e  d a ta  

a n a l y s i s  would not d e t e c t  c o n d i t i o n s  t h a t  may be m a n i fe s te d  

d i f f e r e n t l y  in th e  s u b u n i t s  o f  th e  respondent .

T h is  l i m i t a t i o n  may be less  s i g n i f i c a n t  than I t  seems 

I f  one remembers t h a t  th e  m anag er 's  p e r c e p t io n  o f  

env ironm en ta l  u n c e r t a i n t y  - n o t  any " o b j e c t i v e "  measure o f  

u n c e r t a i n t y -  is th e  v a r i a b l e  be ing used. I f  a group o f  

managers p e r c e iv e  th e  env ironm ent  as be ing  h i g h l y  u n c e r t a i n ,  

t h i s  may be a more im p o r ta n t  g u ide  t o  t h e i r  beh av io r  than  

any d i f f e r e n c e s  among them on whIch p o r t i o n s  o f  th e  

env ironm ent  seem u n c e r t a i n .

( 3 )  T h is  s tudy r e l i e d  on p e r c e p tu a l  measures r a t h e r  than  

o b j e c t i v e  measures.

W h i le  i t  Is  f e l t  t h i s  t y p e  o f  measure was a p p r o p r i a t e ,  

i t  Is  im possib le  t o  Judge t o  what e x t e n t  th e  d a ta  a c c u r a t e l y  

r e f l e c t  a c tu a l  o r g a n i z a t i o n a l  s u b u n i t  c o n d i t i o n s .  A number 

of  a n a l y s t s  ( D i I  I 1957, Lawrence and Lorsch ,  1967, and 

Duncan 1 9 7 2 ; ) ,  argued t h a t  i t  made sense t o  measure th e  

env ironm ent  In terms o f  t h e  p e r c e p t i o n s  o f  the  p a r t i c i p a n t s  

w i t h i n  th e  o r g a n i z a t i o n .  The reason ing  behind t h i s  approach  

Is  t h a t  o n ly  f a c t o r s  t h a t  a r e  p e r c e iv e d  can e n t e r  I n t o  th e  

d e c i s i o n  making beh av io r  o f  p a r t i c i p a n t s  ( S c o t t  1 9 8 1 ) .  

W e i c k 's  (1969 )  concept  o f  enactment  a l s o  supported t h e  use 

o f  a p e rc e p tu a l  measure.  However,  P f e f f e r  and Sa lane  Ik 

(1 9 7 8 )  c a u t io n  t h a t  w h i l e  p e r c e p tu a l  measures a r e  necessary  

I f  one wishes t o  p r e d i c t  t h e  c h o ic e s  a n d /o r  b e h av io r  o f  

o r g a n i z a t i o n a l  p a r t i c i p a n t s ,  th e y  may not  be s u f f i c i e n t  t o
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p r e d i c t  t h e  outcome o f  th e s e  c h o ic e s .  That  I s ,  th e  

o b j e c t i v e  r e a l i t y  may be such t h a t  th e  outcome Is  d i f f e r e n t  

than th e  p r e d i c t i o n .

( 4 )  The respondents  chosen f o r  t h i s  s tudy  were employed by 

bus inesses  t h a t  were r e p r e s e n t a t i v e  o f  h igh growth  

bus inesses  but  not  r e p r e s e n t a t i v e  o f  a l l  small  p u b l i c l y  

t r a d e d  companies.

The c r i t e r i a  f o r  success o f  th ese  bus inesses was th e  

a b i l i t y  o ver  a f i v e  year  p e r io d  t o  c o n t i n u a l l y  grow a t  a 

100%+ r a t e  and by December, 1985 t o  have gone p u b l i c .  These  

bus inesses  may not  per form  as w e l l  on o t h e r  f i n a n c i a l  

c r i t e r i a  and t h e r e f o r e ,  may not  be con s id e red  by o t h e r s  as 

" s u c c e s s f u l " .  T h i s ,  in t u r n  cou ld  In f l u e n c e  th e  

i n t e r p r e t a t i o n  o f  th e  f i n d i n g s  o f  t h i s  re s e a rc h .

( 5 )  The means on task  s u p p o r t ,  t ask  In n o va t io n  and s o c ia l  

r e l a t i o n s h i p s  and o r g a n l c l t y  were high when compared t o  th e  

m i d - p o i n t s  o f  t h e i r  r e s p e c t i v e  s c a le s  ( I . e .  3 . 5 ) .

T h is  d id  not  a l lo w  f o r  much v a r i a n c e  in th e  a n a l y s i s ,  

nor d id  I t  a l lo w  f o r  th e  median to  be used as th e  d i v i d i n g  

p o i n t  f o r  th e  h i g h / lo w  groupings In th e  c ro ss ta b u  111 on 

a n a l y s i s .  T h e r e f o r e ,  in some cases t h e r e  was not  an equal  

m arg ina l  d i s t r i b u t i o n  which may have impacted th e  

s t a t i s t i c a l  a n a l y s i s .

However,  th e  f i n d i n g s  do suggest  t h a t  t h e r e  may be a 

th r e s h o l d  f o r  o r g a n l c l t y  In terms o f  I t s  m odera t ing  e f f e c t s  

on r e l a t i o n s h i p s  between env ironm enta l  u n c e r t a i n t y  and
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c u l t u r a l  norms. That I s ,  an o r g a n i z a t i o n a l  sub u n i t  may have 

t o  be a lm ost  w h o l l y  o r g a n ic  In o rd e r  f o r  an Increase  in 

en v i ro n m en ta l  u n c e r t a i n t y  t o  enhance t h e  norms o f  task  

suppor t  and ta s k  In n o v a t io n .  In which case ,  th e  data  w h i l e  

being  n e g a t i v e l y  skewed, may have indeed a l lo w e d  the  

r e s e a r c h e r  t o  I n v e s t i g a t e  a r e l a t i o n s h i p  t h a t  might  have  

o t h e r w is e  gone u n n o t ic e d .

6 . 3  Conclus ion

O r g a n i z a t i o n  c u l t u r e  has r e c le v e d  a g r e a t  deal o f  

a t t e n t i o n  In th e  re c e n t  l i t e r a t u r e .  Much o f  t h i s  research  

has c e n te r e d  on th e  phenomenon o f  c u l t u r e  a t  th e  

o r g a n i z a t i o n a l  l e v e l ,  r a t h e r  than s u b u n i t  l e v e l .  A lso ,  

p r e v io u s  work has not  p r i m a r i l y  d e a l t  w i t h  how c u l t u r e  

i n t e r r e l a t e s  w i t h  o th e r  o r g a n i z a t i o n a l  c o n s t r u c t s .

T h is  re s e a rc h  study a t tem p ted  t o  i d e n t i f y  the  

In te rd e p e n d e n c ie s  between env ironm enta l  u n c e r t a i n t y ,  

o r g a n l c l t y ,  c o g n i t i v e  s t y l e  and the  c u l t u r a l  norms o f  task  

s u p p o r t ,  t a s k  In n o v a t io n  and s o c ia l  r e l a t i o n s h i p s .  I t  was 

h y p o th e s iz e d  t h a t  o r g a n l c l t y  would moderate  t h e  r e l a t i o n s h i p  

between env ironm en ta l  u n c e r t a i n t y  and types  o f  c u l t u r a l  

norms.

Data  were c o l l e c t e d  from 92 bus iness f i r m s  located  

th roughou t  th e  U n i te d  S t a t e s .  A p p ro x im a te ly  equal numbers 

o f  m a n u fa c tu r in g  and s e r v i c e  bus inesses a r e  rep res en ted  In 

th e  sample.  The average  s i z e  In number o f  employees is 

681.  The mean annual s a le s  were 7 1 . 3  m i l l i o n  d o l l a r s .  The 

mean age o f  th e  companies is 7 . 8  y e a r s .
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The bus inesses  in th e  sample were  th e  INC. 100 l i s t  f o r  

1986. T h is  Is a l i s t i n g  o f  th e  100 f a s t e s t  growing small  

p u b l i c l y  t ra d e d  f i r m s .  A m a i le d  q u e s t i o n n a i r e  was used to  

c o l l e c t  t h e  d a t a .  The sample members were 188 managers In 

th e  boundary spanning subsystems o f  th e  o r g a n i z a t i o n  ( i . e .  

m a r k e t i n g ,  p u b l i c  r e l a t i o n s ,  purchas ing  and p e r s o n n e l ) .  The 

response r a t e  was 55%.

O r g a n i z a t i o n  c u l t u r e  was o p e r a t i o n a l i z e d  as th e  

p e r c e iv e d  norms o f  behav ior  o f  members in s u b u n i ts  In th e  

o r g a n i z a t i o n .  Pe rc e iv ed  en v i ro n m e n ta l  u n c e r t a i n t y  was 

o p e r a t i o n a l i z e d  a long t h r e e  d im ens ions:  dynamism, c o m p le x i ty  

and m u n i f i c e n c e .  These t h r e e  d imensions r e p r e s e n t  both th e  

I n f o r m a t i o n  and resource  dependence approaches t o  th e  

env ironm ent  as suggested by Lawrence (1 9 8 1 )  and Dess and 

Beard ( 1 9 8 4 ) .

The n a t u r e  o f  the  s t r u c t u r e  o f  t h e  o r g a n i z a t i o n  was 

o p e r a t i o n a l i z e d  v i a  th e  concept  o f  o r g a n l c l t y .  High  

o r g a n l c l t y  was c h a r a c t e r i s t i c  o f  a more f l e x i b l e / a d a p t i v e  

s t r u c t u r e ,  w h i l e  low o r g a n l c l t y  was c h a r a c t e r i s t i c  o f  a more 

m e c h a n i s t i c / b u r e a u c r a t i c  s t r u c t u r e .  C o g n i t i v e  s t y l e  was 

used t o  o p e r a t i o n a l i z e  the  human In fo r m a t io n  process ing  

asp ec t  r e l e v a n t  t o  s tu d ie s  which use managers'  p e rc e p t io n s  

as p a r t  o f  t h e  measure.

Moderated  re g r e s s io n  a n a l y s i s  was used t o  t e s t  the  

hypotheses which had o r g a n l c l t y  as a m odera tor  v a r i a b l e .

The degree  t o  which o r g a n l c l t y  moderated th e  env ironm en ta l
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u n c e r t a i n t y - c u l t u r a l  norms r e l a t i o n s h i p  was d e te rm in ed  by 

t h e  I n t e r a c t i o n  e f f e c t s  o f  env ironm enta l  u n c e r t a i n t y  and 

o r g a n l c l t y  on types  o f  c u l t u r a l  norms.

For th e  t o t a l  sample,  th e  o n ly  s i g n i f i c a n t  I n t e r a c t i o n  

t h a t  was found occ u r re d  w i t h  norms o f  t a s k  I n n o v a t i o n .  When 

th e  sample was si  p i t  In to  m an u fa c tu r in g  and s e r v i c e  

b u s in e s s e s ,  s i g n i f i c a n t  I n t e r a c t i o n s  were  found w i t h  task  

sup por t  and ta s k  In n o v a t io n .

O r g a n l c l t y  had a s i g n i f i c a n t  c o r r e l a t i o n  w i t h  task  

s u p p o r t ,  t a s k  in n o v a t io n  and s o c ia l  r e l a t i o n s h i p s ,  which  

means t h a t  i t  is  a q u a s I -m o d e ra to r  o f  t h e  r e l a t i o n s h i p  

between en v i ro n m en ta l  u n c e r t a i n t y  and c u l t u r a l  norms. In 

g en era l  t h e  f i n d i n g s  suggest t h a t  o r g a n l c l t y  does not  seem 

t o  be a good m odera tor  o f  th e  env ironm en ta l  u n c e r t a i n t y  -  

c u l t u r a l  norms r e l a t i o n s h i p  In s m a l l ,  h l g h -g r o w th  companies.

C h i - s q u a r e  con t in g en c y  t a b l e s  were  used t o  t e s t  th e  

h y p o th e s iz e d  a s s o c i a t i o n s  o f  th e  f o l l o w i n g  v a r i a b l e s :  

e n v i ro n m en ta l  u n c e r t a I n t y - o r g a n i c I t y ; c o g n i t i v e  

s t y  I e - o r g a n I c I t y ; c o g n i t i v e  s t y l e - c u l t u r a l  norms and 

c o g n i t i v e  s t y l e - e n v i r o n m e n t a l  u n c e r t a i n t y .  No s i g n i f i c a n t  

a s s o c i a t i o n s  were  found.

A d d i t i o n a l  s t a t i s t i c a l  an a lys es  found a s i g n i f i c a n t  

a s s o c i a t i o n  between o r g a n ic  s u b u n i ts  and h igh  l e v e l s  o f  the  

norms o f  ta s k  s u p p o r t ,  and between ta s k  I n n o v a t io n  and 

s o c ia l  r e l a t i o n s h i p s .  The i n t u i t i v e / t h i n k i n g  c o g n i t i v e  

s t y l e  was predominant  among top managers.  A ls o ,  I t  was
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concluded t h a t  th e  a d d i t i o n  o f  a re s o u rc e  dimension t o  th e  

t r a d i t i o n a l  measure o f  env ironm en ta l  u n c e r t a i n t y  is  

a p p r o p r i a t e  and v a l i d .

These f i n d i n g s ,  however,  must be I n t e r p r e t e d  w i t h  

c a u t i o n  because o f  th e  l i m i t a t i o n s  o f  t h i s  s tu d y .  These  

l i m i t a t i o n s  I n v o lv e  the  accuracy  o f  th e  d a ta  due t o  th e  use 

o f  p e r c e p tu a l  measures; the  low r e l i a b i l i t i e s  o f  two o f  th e  

measures;  and th e  low v a r i a b i l i t y  on ta s k  s u p p o r t ,  task  

i n n o v a t io n  and s o c ia l  r e l a t i o n s h i p s .

S e v e ra l  recommendations f o r  f u t u r e  rese arch  can be

made.

( 1 )  F u r t h e r  e x p l o r a t i o n  should be done w i t h  o r g a n i z a t i o n a l  

s u b u n i ts  t h a t  e x h i b i t  p re d o m in a n t ly  m e c h a n is t i c  

c h a r a c t e r i s t i c s  t o  a s c e r t a i n  i f  t h e  same " th re s h o ld "  e f f e c t  

appears  as d id  w i t h  the  o rg a n ic  s u b u n i t s  in t h i s  s tu d y .  I f  

so, t h i s  may have i m p l i c a t io n s  f o r  t h e o r i s t s  who suppor t  the  

view  t h a t  th e  presence o f  s t r u c t u r a l  c h a r a c t e r i s t i c s  In an 

o r g a n i z a t i o n  can be measured on a s l i d i n g  s c a l e .

( 2 )  C a u s a l i t y  cannot  be demonstrated  w i t h  c r o s s - s e c t i o n a l  

d a ta  c o l l e c t e d  a t  one p o in t  in t im e .  L o n g i t u d in a l  rese arch  

on c u l t u r a l  norms may he lp  t o  uncover t h e  causal  l in k a g e s  

between o r g a n l c l t y ,  env ironm enta l  u n c e r t a i n t y ,  or  o th e r  

v a r i a b l e s ,  such as performance ,  t h a t  a r e  o f  I n t e r e s t  to  

advanc ing  t h e  knowledge o f  o r g a n i z a t i o n  c u l t u r e .
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( 3 )  D i f f e r e n t  samples o f  bus inesses ( I . e .  small  in s i z e ,  

but  not h igh  growth )  should  be used in o r d e r  t o  assess th e  

genera I I z a b I  I I t y  o f  th e  f i n d i n g s .

( 4 )  The s tudy  cou ld  be r e c o n c e p tu a I I  zed t o  t r e a t  o r g a n l c l t y  

as an Independent v a r i a b l e  a long  w i t h  en v ironm en ta l  

u n c e r t a i n t y ,  ty p e  o f  bu s in e ss ,  f u n c t io n a l  r e s p o n s Ib I  I t y  o f  

t h e  respondent ,  and Job le v e l  o f  the  respondent  t o  measure  

t h e  Impact o f  each o f  th e  v a r i a b l e s  on types  o f  c u l t u r a l  

norms.

( 5 )  D i f f e r e n t  measures o f  human in fo rm a t io n  p r o c e s s in g ,  

c u l t u r e ,  e nv ironm en ta l  u n c e r t a i n t y  and o r g a n l c l t y  should  be 

used in f u t u r e  r e s e a r c h .  The use o f  d i f f e r e n t  measures In 

f u t u r e  s t u d i e s  may he lp  t o  h i g h l i g h t  th e  b ia s e s  o f  any one 

measurement method.
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SECTION 1

KILMANN-SAXTON CULTURE-GAP SURVEY ITEMS (K l lm ann and 
Saxton ,  1983)

TS-Task Support  T I -T a s k  In n o v a t io n
PF-Persona l  Freedom SR -Soc la l  R e l a t i o n s h i p s

I n s t r u c t i o n s :  P le a s e  c i r c l e  th e  "A" or  "B" which best  
d e s c r ib e s  th e  a c t u a l  norm In your group.  I t  Is  Im portan t  
t h a t  you choose th e  norm acc o rd in g  t o  th e  p re s s u re s  your  
work group pu ts  on I t s  members. T h is  may be d i f f e r e n t  than  
how you behave.

(Note  
I n the

t o  t h e  
f i n a l

r e a d e r :  th e  f o l l o w i n g  norms had a mixed o rd er  
fo rm at  o f  th e  survey )

TS (0 )
( 1 )

1 . A.
B.

Put  down th e  work o f  o t h e r  groups.  
S upport  th e  work o f  o t h e r  g roups .

TS (1 ) 
( 0 )

5 . A.
B.

Share  I n fo rm a t io n  to  h e lp  o t h e r  groups  
Share  I n fo rm a t io n  w i t h  o t h e r  groups o n ly  
when I t  b e n e f i t s  your own work group.

TS(0 )
( 1 )

9 . A.
B.

D o n ' t  d i v i d e  and ass ign  work f a i r l y .  
D i v i d e  and as s ig n  work f a i r l y .

TS (1 ) 
( 0 )

13. A.
B.

Complete  a l l  t a s k s  In th e  b e s t  p o s s ib le  way.  
Do as l i t t l e  as necessary  t o  g e t  by.

T S (0 )
( 1 )

17. A.
B.

Share  in fo r m a t io n  o n ly  when I t  b e n e f i t s  you.  
Share  in fo rm a t io n  to  he lp  t h e  o r g a n i z a t i o n  
make b e t t e r  d e c is i o n s .

TS (1 ) 
( 0 )

2 1  . A.
B.

He lp  o t h e r s  complete  t h e i r  t a s k s .  
C o n c e n t r a te  o n ly  on your own t a s k s .

TS(0 )
( 1 )

25 . A.
B.

Compete w i t h  o t h e r  work groups.  
C o opera te  w i t h  o th e r  work groups.

T I ( 1) 
( 0 )

2 . A.
B.

Encourage c r e a t i v i t y .  
Disco urage  c r e a t i v i t y .

Tl  (0 )  
( 1 )

6 . A.
B.

Keep t h in g s  th e  same. 
Make changes.

Tl (1 )  
( 0 )

1 0 . A.
B.

T ry  new ways o f  doing t h i n g s .  
D o n ' t  "rock th e  b o a t . "

Tl ( 0 )  
( 1 )

14. A.
B.

D o n ' t  t r y  t o  change.  
Always t r y  t o  Improve.
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T l ( 1 )  18.  A. Help  o th e rs  put  new Ideas I n to  p r a c t i c e .
( 0 )  B. R e s is t  p u t t i n g  new Ideas I n to  p r a c t i c e .

T l ( 0 )  22 .  A. R e s is t  t a k in g  on new t a s k s .
( 1 )  B . Be wI I I Ing t o  ta k e  on new t a s k s .

T I ( 1 )  26 .  A. Encourage new Ideas .
( 0 )  B. D iscourage new Ideas .

SR(0 )  3 .  A. D o n ' t  s o c i a l i z e  w i t h  your work group.
( 1 )  B. S o c i a l i z e  w i t h  your work group.

S R (1) 7 .  A. M ix in g  f r i e n d s h i p s  w i t h  business I f  f i n e .
( 0 )  B. D o n ' t  mix f r i e n d s h i p s  w i t h  bus iness .

SR(0 )  11. A. D o n ' t  develop f r i e n d s h i p s  w i t h  your
c o - w o r k e r s .

( 1 )  B. Develop f r i e n d s h i p s  w i t h  your co -w o rk e rs .

SR( 1 )  15. A. Encourage s o c i a l i z i n g  on th e  Job.
( 0 )  B. D iscourage s o c i a l i z i n g  on th e  Job.

SR(0 )  19. A. D o n ' t  bother  g e t t i n g  t o  know the  peop le  In 
your work group.

( 1 )  B. Get t o  know th e  peo p le  in your work group.

SR( 1 )  2 3 .  A. P a r t i c i p a t e  In s o c ia l  a c t i v i t i e s  w i t h  o t h e r s  
in your o r g a n i z a t i o n .

( 0 )  B. D o n ' t  p a r t i c i p a t e  in s o c ia l  a c t i v i t i e s  w i t h
o t h e r s  In your o r g a n i z a t i o n .

SR(0 )  27 .  A. D o n ' t  s o c i a l i z e  w i t h  those  In o th e r  work 
groups.

(1 )  B. S o c i a l i z e  w i t h  those  In o t h e r  work groups.

PF( 1 )  4 .  A. Dress as you l i k e .
( 0 )  B. Dress In th e  accepted  manner.

PF( 0 )  8 . A. D o n ' t  go o u t s i d e  th e  r e g u l a r  l in e s  o f
communicat ion.

(1 )  B. Feel f r e e  to  communicate w i t h  anyone.

PF( 1 )  12.  A. Use your own Judgement in f o l l o w i n g  r u l e s  
and r e g u l a t i o n s .

( 0 )  B. Comply w i t h  a l l  r u l e s  and r e g u l a t i o n s .

PF( 0 )  16. A. P leas e  the  o r g a n i z a t i o n .
( 1 )  B. Do what p leases  you.

P F ( 1) 20 .  A. Express your personal  p r e fe r e n c e s  on th e  Job.
( 0 )  B. Keep your personal  p r e f e r e n c e s  to  y o u r s e l f .

PF (0 )  24 .  A. L iv e  fo r  your Job o r  c a r e e r .
( 1 )  B. L iv e  fo r  y o u r s e l f  o r  your f a m i l y .
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PF( 1 )  2 8 .  A. B e l i e v e  In your own v a l u e s .
( 0 )  B. B e l i e v e  In th e  o r g a n i z a t i o n ' s  va lues ,

SECTION 2 
ORGANIC ITY ITEMS (Khandw al la ,  1977; Bourgeouls  e t  a l  

1982; Cov in ,  1985)

1. T i g h t  formal c o n t r o l  
o f  most o p e r a t i o n s  
by means o f  
s o p h i s t i c a t e d  c o n t r o l  
and I n fo rm a t io n  
systems

2.  S t rong  emphasis on 
a lw ays  g e t t i n g  
personnel  t o  
f o l l o w  th e  f o r m a l l y  
l a i d  down procedures

3.  A s t r o n g  emphasis on 
h o ld in g  f a s t  to  t r u e  
and t r i e d  management 
p r i n c i p l e s  d e s p i t e  
any changes in b u s i 
ness c o n d i t io n s

4 .  S t rong  emphasis on 
g I v I n g  th e  most to  
say In d e c is io n  
making t o  formal
I Ine managers

1 2 3 4 5 6  7

5 .  S t rong  in s i s t e n c e  
on a uni form man
ager  l a  I s t y l e  
th roughou t  th e  
bus iness  u n i t

1 2 3 4 5 6  7

1 2 3 4 5 6  7

1 2 3 4 5 6  7

1 2 3 4 5 6  7

S t rong  emphasis on 
g e t t I n g  I Ine and 
s t a f f  personnel  to  
adh ere  c l o s e l y  to  
formal  Job d e s c r i p t i o n s

1 2 3 4 5 6  7

Loose,  Informal  
c o n t r o l ;  heavy 
dependance on 
In fo rm a l  r e l a t i o n 
sh ip s  and norm o f  
c o o p e r a t io n  fo r  
g e t t i n g  work done

S trong  emphasis on 
g e t t i n g  th in g s  
done even I f  t h i s  
means d i s r e g a r d in g  
formal  procedures

A s t r o n g  emphasis 
on a d a p t in g  f r e e l y  
t o  changing c i r 
cumstances w i th o u t  
too  much concern  
f o r  p a s t  p r a c t i c e

S trong  tendancy  
t o  l e t  th e  e x p e r t  
In a g iven  s i t u 
a t i o n  have th e  
most t o  say in 
d e c is i o n  making 
even i f  t h i s  
means temporary  
bypassing  o f  f o r 
mal I Ine  author  I t y

M an a g e r 's  o p e ra -  
1 1 ng s t y  Ies a I low
ed t o  range f r e e 
ly  from the  v e ry  
formal  t o  very  
In fo rm a I

S t rong  tendency  
t o  l e t  th e  r e q u i r e 
ments o f  the  s i t u 
a t i o n  and the  In 
ti I v I d u a I ' s p erso n -  
a I  I t y  d e f I n e  
prope r  on-Job be
h a v io r
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H i g h l y  s t r u c t u r e d  
channel  o f  communica
t i o n  and a h i g h l y  
r e s t r i c t e d  access to  
Im p or tan t  f i n a n c i a l  
and o p e r a t i n g  In fo rm a-  
t  Ion

SECTION 3
ENVIRONMENTAL UNCERTAINTY

1 2 3 4 5 6  7 Open channels  o f  
communI c a t  Ion 
w i t h  Important  
f i n a n c i a l  and 
o p e r a t i n g  In form 
a t i o n  f lo w in g  
q u i t e  f r e e l y  
th roughout  the  
business u n i t

ITEMS ( M i l l e r  and F r l e s e n ,  1982)

DynamIsm

1 2 3 4 5 6  7Our f i r m  must r a r e l y  
change in I t s  m a rk e t 
ing p r a c t i c e s  t o  keep 
up w i t h  th e  m arket  and 
competI  t o r s

How im p o r ta n t  is  t h i s  f a c t o r  t o  t h e  
bus I ness?

not  im portan t

Our f I r m  must 
change I t s  
m a rk e t in g  p ra c 
t i c e s  e x t re m e ly  
f r e q u e n t l y  ( e . g .  
semI a n n u a l ly )  

success o f  your

1 2  3 4 5 6  7 e x t r e m e l y  important

The r a t e  a t  which  
p r o c u c t s / s e r v  ices  
a r e  g e t t i n g  o b s o le te  
In th e  I n d u s t r y  Is  
v e r y  s low ( e . g .  ba s ic  
metal  l i k e  copper)

1 2 3 4 5 6  7 The r a t e  o f  obso
lescence Is  very  
f a s t  (as  In some 
f a s h io n  goods and 
sem I -c o n d u c to rs )

How Im p o r tan t  is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not im p or tan t  1 2 3 4 5 6  7 e x t r e m e ly  Important

3 .  A c t io n s  o f  c o m p e t i to rs  1 2  3 4 5 6  7 A c t io n s  o f  comp
a r e  q u i t e  easy to  e t i t o r s  a r e  un-
p r e d l c t  (as  In some p r e d i c t a b l e
p r im a ry  I n d u s t r i e s )

How Im p o r tan t  Is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  Im p or tan t  1 2 3 4 5 6  7 e x t r e m e ly  Important

Demand and consumer 
t a s t e s  a r e  f a i r l y  
easy t o  f o r e c a s t  
( e . g .  f o r  m i l k  
companIes)

1 2 3 4 5 6  7 Demand and t a s t e s  
a r e  a lmost  unpre
d i c t a b l e  ( e . g .  
high fash io n  
goods)

How Im p o r tan t  Is  t h i s  f a c t o r  t o  t h e  success o f  your  
business?

not  Im p or tan t  1 2 3 4 5 6  7 e x t r e m e ly  Important
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5. The p r o d u c t i o n /
s e r v i c e  te c h n o lo g y  
is  not  s u b j e c t  to  
v e r y  much change  
and Is  we I I e s t a b -  
bI I shed ( e . g .  in 
s t e e l  companies)

1 2 3 4 5 6  7 The modes o f  p r o 
duct  l o n / s e r v i c e  
change o f t e n  and 
In a m ajor  way 
( e . g .  advanced  
e l e c t r o n i c  com
ponents)

How Im p o r ta n t  Is  t h i s  f a c t o r  t o  t h e  success o f  your  
bus I ness?

not  im p o r tan t  1 2 3 4 5 6  7 e x t r e m e l y  Importan t  

Comp I ex I t y

6 . We a r e  v e r y  u n d lv e r -  
s I f I e d  f i r m  and c a t e r  
t o  t h e  same buyers  
( e . g .  lo ca l  beer  f i r m s )

1 2 3 4 5 6  7 We a r e  a h i g h l y  
dI v e r s  I f 1 ed con
g lo m e r a te  and 
o p e r a t e  in unre 
l a t e d  I n d u s t r i e s

How Im p o r ta n t  is  t h i s  f a c t o r  t o  t h e  success o f  your  
bus I ness?

not  im p o r tan t  1 2 3 4 5 6  7 e x t r e m e l y  im portan t

7 .  Our c o m p e t i t i o r s  a r e  1 2  3 4 5 6  7 Our c o m p e t i to rs  
v e r y  d i f f e r e n t  from a r e  few and ve ry
one a n o th e r  and a r e  h e a v I l y  concen-
e v e n ly  d i s t r i b u t e d  in t r a t e d  In our
our b u s iness  e nv ironm en t .  busn less  e n v i r o n .

How Im p o r ta n t  is  t h i s  f a c t o r  t o  t h e  success o f  your  
bus I ness?

not  Im p o r ta n t  1 2 3 4 5 6  7 e x t r e m e l y  importan t

8 . Customers '  buying  
in our  in d u s t r y  a r e  
v e r y  much a I I k e .

1 2 3 4 5 6  7 Custom ers ' buy Ing 
h a b i t s  In our in 
d u s t r y  a r e  e x t r e 
mely v a r i e d .

How Im p o r ta n t  Is  t h i s  f a c t o r  t o  t h e  success o f  your  
business?

not  Im p o r tan t  1 2 3 4 5 6  7 e x t r e m e l y  Im portan t

The n a t u r e  o f  the  
c o m p e t i t i o n  f o r  our  
p ro d u c ts  o r  s e r v i c e s  
Is  v e r y  much a I i k e .

1 2 3 4 5 6  7 The n a t u r e  o f  the  
c o m p e t i t i o n  f o r  
our p rodu c ts  or  
s e r v i c e s  Is ex 
t r e m e ly  v a r i e d .

How Im p o r ta n t  Is  t h i s  f a c t o r  t o  t h e  success o f  your  
bus I ness?

not  Im p o r ta n t  1 2 3 4 5 6  7 e x t r e m e l y  im portan t
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10.  M a rk e t  dynamism and 1 2 3 4 5 6  7 M arke t  dynamism 
u n c e r t a i n t y  f o r  our and u n c e r t a i n t y
p ro d u c ts  or  s e r v ic e s  f o r  our p ro d u c ts
v e r y  much a l i k e .  or s e r v i c e s  is

e x t r e m e ly  v a r i e d .

How im por tan t  Is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  Important  1 2 3 4 5 6  7 e x t r e m e ly  im p o r tan t

11. The In p u ts  necessary  1 2 3 4 5 6  7 The In p u ts  neces-
t o  produce our p r l -  s a ry  t o  produce our
mary product  or  s e r -  p r im a ry  p ro d u c t  or
v i c e  a r e  very  much s e r v i c e  a r e  e x t r e -
a l i k e .  mely v a r l e d .

How Im portan t  is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  Importan t  1 2 3 4 5 6  7 e x t r e m e ly  im p or tan t

M u n I f I c e n c e

12. The r a t e  o f  s a l e s  1 2 3 4 5 6  7 The r a t e  o f  s a le s
growth o f  our p r l -  growth o r  our p r i 
mary product  or  s e r -  mary p ro d u c t  or
v i c e  Is  very  low. s e r v i c e  is  q u i t e

h igh .

How Im por tan t  Is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  important  1 2 3 4 5 6  7 e x t r e m e ly  Im p or tan t

13. The r a t e  o f  growth 1 2 3 4 5 6  7 The r a t e  o f  growth
o f  th e  t o t a l  market  o f  th e  t o t a l  m ar -
f o r  our  p r im a ry  p r o d -  k e t  f o r  our  p r l -
u c t  o r  s e r v i c e  Is  mary p ro d u c t  or
v e r y  low. s e r v i c e  Is  h igh .

How Im por tan t  is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  Important  1 2 3 4 5 6  7 e x t r e m e ly  im p or tan t

14. The le v e l  o f  p r o f i t -  1 2 3 4 5 6  7 The l e v e l  o f  p r o f -  
a b l l l t y  o f  our Indus-  I tab  I I I t y  o f  our
t r y  is  low compared t o  In d u s t r y  Is  high
o t h e r  I n d u s t r i e s .  compared t o  o th e r

I n d u s t r I e s .

How im por tan t  Is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  important  1 2 3 4 5 6  7 e x t r e m e ly  Im p or tan t
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RATE THE ABUNDANCE OF THE FOLLOWING IN THE BUSINESS 
ENVIRONMENT IN WHICH YOU COMPETE.

15. F i n a n c i a l  c a p i t a l  is 1 2  3 4 5 6  7 F i n a n c ia l  c a p i t a l  
s c a race  a n d /o r  is  q u i t e  p l e n t i -
q u l t e  e x p e n s iv e .  f u l .

How Im p o r tan t  is t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  Im p o r tan t  1 2  3 4 5 6  7 e x t r e m e ly  Important

16. S k i l l e d  labor  Is 1 2 3 4 5 6 7  S k i l l e d  labor Is
v e ry  s c a rc e  a n d /o r  q u i t e  p l e n t i f u l ,
q u i t e  e x p e n s iv e .

How im p o r tan t  Is t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  Im p o r tan t  1 2  3 4 5 6  7 e x t r e m e ly  Important

17. M a t e r i a l  s u p p l i e s  a r e  1 2  3 4 5 6  7 M a t e r i a l  s u p p l ie s
v e ry  s c a rc e  a n d /o r  a r e  q u i t e  p l e n t i -
q u l t e  e x p e n s iv e .  f u l .

How Im p o r tan t  Is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not  im p o r tan t  1 2  3 4 5 6  7 e x t r e m e ly  Important

18. M a n a g e r ia l  t a l e n t  Is  1 2  3 4 5 6  7 M anage r ia l  t a l e n t
v e ry  s c a rc e  a n d /o r  is  q u i t e  p l e n t l -
q u l t e  e x p e n s iv e .  f u l .

How im p or tan t  Is  t h i s  f a c t o r  t o  th e  success o f  your  
bus I ness?

not im p or tan t  1 2  3 4 5 6  7 e x t r e m e ly  important

SECTION 4
BACKGROUND INFORMATION
1. What is  your Job t i t l e ?

a .  What Is  your f u n c t io n a l  r e s p o n s i b i l i t y ?

2 .  How many y e a rs  have you worked f o r  t h i s  f i rm ?

3.  What is  th e  p r im a ry  business o f  t h i s  f i rm ?

4 .  The a p p ro x im a te  annual s a le s  revenue o f  t h i s  f i r m  is  .

5 .  The a p p ro x im a te  number o f  employees In t h i s  f i r m  Is  .

6 . The number o f  ye a rs  t h i s  f i r m  has been In business Is
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7 .  How would r a t e  t h e  c o m p e t i t i v e n e s s  o f  your Ind u s t ry?
1 = e x t r e m e ly  c o m p e t i t i v e
2  = v e ry  c o m p e t i t i v e
3 = c o m p e t I t I v e
4 = not  v e r y  c o m p e t i t i v e
5 a not  a t  a l l  c o m p e t i t i v e

8 . How would you c h a r a c t e r i z e  t h i s  f i r m ' s  s a le s  growth in 
t h e  nex t  f i v e  years?

1 = l a r g e  decrease
2  = decrease
3 = s te a d y  s a le s
4 = in c re a s e
5 = la r g e  In c re a s e

SECTION 5
MYERS-BRIGGS TYPE INDICATOR FORM AV

P a r t  I :  Which answer comes c l o s e s t  t o  t e l l i n g  how you
u s u a l l y  f e e l  or ac t?

1. When you go somewhere f o r  th e  day ,  would you r a t h e r
A. p la n  what you w i l l  do and when, or
B. Just go?

2 . I f  you were a t e a c h e r ,  would you r a t h e r  teach
A. f a c t  c o u rs e s ,  or
B. courses  in v o lv in g  theory?

3 .  Are you usuaI Iy
A. a "good m i x e r " ,  or
B. r a t h e r  q u i e t  and reserved?

4 .  Do you p r e f e r  t o
A. a r r a n g e  d a t e s ,  p a r t i e s ,  e t c . ,  w e l l  in advance,  or
B. be f r e e  to  do w hatevever  l o o ls  I ike  fun when th e

t Im e  comes?

5 .  Do you u s u a l l y  g e t  a long b e t t e r  w i t h
A. I m a g in a t i v e  p e o p le ,  or
B. r e a l i s t i c  people?

6 . Do you more o f t e n  l e t
A. your h e a r t  r u l e  your head, or
B. your head r u l e  your hea r t?

7 .  When you a r e  w i t h  a group o f  peo p le ,  would you r a t h e r
A. Join  In th e  t a l k  o f  th e  group,  or
B. t a l k  w i t h  one person a t  a t ime?

8 . Are  you more suc cess fu l
A. a t  d e a l i n g  w i t h  the  unexpected and see ing  q u i c k l y  

what should  be done, or
B. a t  f o l l o w i n g  out  a c a r e f u l l y  worked out  p lan?
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9 .  Would you r a t h e r  be co n s id e re d
A. a p r a c t i c a l  pe rso n ,  or
B. an Ingenious person?

10. In a l a r g e  group,  do you more o f t e n
A. In t ro d u c e  o t h e r s ,  or
B. g e t  In troduced?

11. Do you admire more t h e  peop le  who a r e
A. c o n v e n t io n a l  enough nover t o  make them selves

c o n s p lc lo u s ,  or
B. to o  o r i g i n a l  and I n d i v i d u a l  t o  c a r e  whether  they  

a r e  c o n s p lc lo u s  o r  not?

12.  Does f o l l o w i n g  a sch edu le
A. appeal t o  you
B. cramp you?

13.  Do you tend t o  have
A. deep f r i e n d s h i p s  w i t h  a v e r y  few p e o p le ,  or
B. broad f r i e n d s h i p s  w i t h  many d i f f e r e n t  people?

14.  Does th e  Idea o f  making a l i s t  o f  what you should  ge t  
done over  a weekend
A. appeal t o  you, or
B. leave  you c o l d ,  or
C. p o s i t i v e l y  depress  you?

15. Is  i t  a h ig h er  compliment  t o  be c a l l e d
A. a person o f  r e a l  f e e l i n g ,  or
B. a c o n s i s t e n t l y  re a s o n a b le  person?

16.  Among f r i e n d s ,  a r e  you
A. one o f  t h e  l a s t  t o  hear what Is go ing on,  or
B. f u l l  o f  news about  everybody?

(On t h i s  nex t  q u e s t io n  o n l y ,  i f  two answers a r e  t r u e ,  mark 
b o th )
17. In your d a i l y  work,  do you

A. r a t h e r  e n jo y  an emergency t h a t  makes you work  
a g a in s t  t im e ,  or

B. ha te  t o  work under p r e s s u r e ,  or
C. u s u a l l y  p la n  your work so t h a t  you w o n ' t  need to  

work under pressure?

18.  Would you r a t h e r  have as a f r i e n d
A. someone who Is  a lw ays  coming up w i t h  new id e a s ,  or
B. someone who has both  f e e t  on th e  ground?
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19. Do you
A. t a l k  e a s i l y  t o  a lm ost  anyone f o r  as long as you 

have t o ,
or

B. f i n d  a l o t  t o  say o n ly  t o  c e r t a i n  people  or  under  
c e r t a i n  c o n d i t io n s ?

20.  When you have a s p e c ia l  Job t o  do, do you l i k e  to
A. o r g a n iz e  I t  c a r e f u l l y  b e f o r e  you s t a r t ,  or
B. f i n d  ou t  what Is  necessary  as you go along?

21 .  Do you usuaI Iy
A. v a lu e  s e n t im e n t  more than  l o g i c ,  or
B. v a l u e  l o g ic  more than sen t im ent?

2 2 . In r e a d in g  f o r  p l e a s u r e ,  do you
A. e n jo y  odd or o r i g i n a l  ways o f  say in g  t h in g s ,  or
B. l i k e  w r i t e r s  t o  say e x a c t l y  what th ey  mean?

23 .  can th e  new peo p le  you meet t e l l  what  you a re  
i n t e r e s t e d  In
A. r i g h t  away, or
B. o n ly  a f t e r  th e y  r e a l l y  g e t  t o  know you?

24 .  When I t  Is  s e t t l e d  w e l l  In advance t h a t  you w i l l  do a 
c e r t a i n  t h i n g  a t  a c e r t a i n  t im e ,  do you f in d  i t
A. n ic e  t o  be a b l e  t o  p lan  a c c o r d i n g l y ,  or
B. a l i t t l e  u n p le a s a n t  to  be t i e d  down?

25 .  In doing something t h a t  many o th e r  peop le  do, does I t  
appeal  t o  you more t o
A. do I t  In th e  accep ted  way, or
B. Inven t  a way o f  your own?

26.  Do you u s u a l l y
A. show your f e e l i n g s  f r e e l y ,  or
B. keep your f e e l i n g s  t o  y o u r s e l f ?

P a r t  I I :  Which word in each p a i r  ap p e a ls  t o  you more? Think  
what th e  words mean, not  how th e y  look or  how they  sound.

27.  A. scheduIed B. unpIanned
28 .  A. gent  Ie B. • f  I rm
29.  A. f a c t s B. I deas
30 .  A. t h I n k I n g B. f e e  I Ing
31 . A. h e a r t y B. qu I e t
32 .  A. c o n v In c In g B. touch Ing
33 .  A. s ta tem en t B. concept
34.  A. ana I y I z e B. sym path Ize
35. A. s y s tm a t Ic B. spontaneous
36.  A. Just ice B. mercy
37.  A. rese rv ed B. t a l k a t I v e
38.  A. compass Ion B. f o r e s  Ig h t
39.  A. systemat  ic B. casuaI
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40 .  A. calm
41 .  A. b e n e f I t s
42 .  A. t h e o r y
43 .  A. d e t e r n i n e d
44 .  A . I I t e r a I
45 .  A. f i rm -m in d ed
46 .  A. I m a g in a t i v e
47 .  A. peacemaker
48 .  A. make
49 .  A. s o f t
50 .  A. s e n s i b l e

B . I I v e I y
B. b le s s in g s
B. c e r t a i n t y
B. devoted
B . . f I g u r a t I v e
B. warm-hear ted
B. m a t t e r - o f - f a c t
B. Judge
B. c r e a t e
B. hard
B. f a s c i n a t i n g
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SuiwjwffiycK
UNI\iiRSITY

SUpivry Rivl', Priitisylivnu I60S7-IJ26

<NAME>
<T IT L E >
<COMPANY»
<ADDRESS>
<CITY> <STATE> <ZIP>

November 14, 1986

□ear <SALUTATION> <LAST NAME>:

I am c u r r e n t ly  In the process o f c o l le c t in g  data  fo r  my doctora l  
d is s e r t a t io n .  In t h is  research I am concerned w i th  the way 
managers p e rce ive  the  re la t io n s h ip s  between the  c u l t u r e  and 
s t r u c tu r e  o f  t h e i r  work group under d i f f e r i n g  le v e ls  of 
u n c e r ta in ty  In t h e i r  business environment. By understanding  
these In te r r e la t io n s h ip s ,  I t  Is hoped th a t  recommendations can be 
made to  managers concerning the r o le  o f o rg a n iz a t io n  c u l t u r e ,  
given c e r t a in  perceived environmental co n d it ion s  and 
o rg a n iz a t io n a l  s tru c tu re s .

I am w r i t i n g  to  request your p a r t i c ip a t io n  In completing  the  
enclosed q u e s t io n n a ire .  The q ues t io n n a ire  Is designed so th a t  no 
d ata  or f i l e  search on your p a r t  Is req u ired . You were se lec ted  
to  p a r t i c i p a t e  In t h is  study because of the fu n c t io n a l  
r e s p o n s i b i l i t i e s  you have w i th in  your company. I can guarantee  
complete c o n f i d e n t i a l i t y  of a l l  your responses. Only summary, 
aggregate In form ation  w i l l  ever be repo rted . W hile  the  
q u e s t io n n a ire  has an Id e n t i f i c a t io n  number, I t  Is  fo r  m a i l in g  
purposes o n ly .  This Is so I can check your name o f f  the  m a i l in g  
l i s t  when your q uest ion na ire  Is re tu rned . Your name w i l l  never 
be p laced on the q ues t io n na ire .

Only a small sample o f  In d iv id u a ls  Is being surveyed. Thus your 
response Is  c ru c ia l  to  the successful completion o f  my d octora l  
d is s e r t a t io n .  I f  you have any questions p lease do not h e s i ta t e  
to  c a l l  me anytim e, e i th e r  a t  my o f f i c e  (412 -7 94 -7 3 2 4 )  or a t  home 
(412-748-4641  ) .

A summary o f  the f in d in g s  w i l l  be provided to  you a f t e r  I 
complete the d is s e r t a t io n .  Thank you fo r  your a s s is ta n c e .

S in c e re ly ,

Carol J. Matteson  
Doctora l Candidate

CJM:cm 
Enclosure
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November 21 ,  1986
Last  week a q u e s t i o n n a i r e  seek ing your response  
about work group c u l t u r e ,  env ironm enta l  c o n d i 
t io n s  and s t r u c t u r e  was m a i le d  t o  you.

I f  you have a l r e a d y  completed and r e tu r n e d  I t  
to  me, p le a s e  a c c e p t  my s in c e r e  thanks .  I f  n o t ,
I would a p p r e c i a t e  your response as soon as 
p o s s i b l e .  Because I t  was sent to  on ly  a smal l  
sample of  p r o f e s s i o n a l s ,  I t  Is e x t re m e ly  Impor
t a n t  t h a t  your response be Inc luded In th e  s tu d y .

I f  by some chance you d id  not r e c e i v e  th e  ques
t i o n n a i r e ,  or i t  got  m is p la ced ,  p le a s e  c a l l  me 
( 4 1 2 - 7 9 4 - 7 3 2 4 )  and I w i l l  mal l  you a n o th e r .

December 5 ,  1986 
Last  week you r e c e i v e d  t h e  second m a i l i n g  o f  a 
q u e s t i o n n a i r e  s e e k in g  your p e r c e p t io n s  about  
work group c u l t u r e ,  env ironm enta l  c o n d i t i o n s  
and s t r u c t u r e .  The o r i g i n a l  was m a i le d  t o  you 
on November 17, 1986.

I f  you have a l r e a d y  completed and r e tu r n e d  I t  
to  me, p l e a s e  a c c e p t  my s i n c e r e  thanks .  I f  n o t ,  
I would a p p r e c i a t e  your response as soon as 
p o s s ib le  as I t  Is  c r u c i a l  to  the  suc cess fu l  
co m p le t io n  o f  my d o c t o r a l  d i s s e r t a t i o n .

I f  by some chance you d i d  not r e c e i v e  th e  ques
t i o n n a i r e ,  p l e a s e  c a l l  me a t  ( 4 1 2 - 7 9 4 - 7 3 2 4 ) .

S i n c e r e l y ,
Caro l  Matteson  
D o cto ra l  C a n d id a te

S i n c e r e l y ,
Carol M atteson  
D o cto ra l  C a n d id a te
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SECTION 1: TYPES OF CULTURE NORMS 
Task Support
v a lu e  f requency mean s t d .  dev. mode mln/max

.0 0  3 
1 .00  5
2 . 0 0  7
3 . 0 0  8

4 . 0 0  6

5 . 0 0  16
6 . 0 0  57
7 . 0 0  101

5 . 8 9 1 .65 7 . 0 0 . 0 / 7 . 0

Task In n o v a t io n
v a l u e  f requency mean s t d .  dev . mode mIn/max

.00  4 
1 .00  4
2 . 0 0  3
3 . 0 0  4
4 . 0 0  7
5 . 0 0  10
6 . 0 0  25
7 . 0 0  146

6 . 2 6 1 .57 7 . 0 0 . 0 / 7 . 0

S o c ia l  R e l a t i o n s h i p s
v a l u e  f requency mean s t d .  dev . mode mIn/max
0 . 0 0  4 
1 . 0 0  8

2 . 0 0  9
3 . 0 0  12
4 . 0 0  17
5 . 0 0  19
6 . 0 0  56
7 . 0 0  78

5 . 4 5 1 . 8 6 7 . 0 0 . 0 / 7 . 0

Personal  Freedom
v a l u e  f requency mean s t d .  dev . mode mIn/max
0 . 0 0  8  

1 . 0 0  1 0  

2 . 0 0  2 2

3 . 0 0  44
4 . 0 0  55
5 . 0 0  37
6 . 0 0  2 1  

7 . 0 0  6

3 .7 3 1 .5 9 4 . 0 0 . 0 / 7 . 0

SECTION 2 ORGANIC ITY
mean s t d .  dev . mode mi n/max

Q uest ion  1 4 .9 3 1 .54 5 . 0 1 . 0 / 7 . 0
Q uest io n  2 5 .0 8 1 .58 6 . 0 1 . 0 / 7 . 0
Q uest ion  3 5 .2 6 1 .53 6 . 0 1 . 0 / 7 . 0
Q uest ion  4 4 .6 2 1 .65 6 . 0 1 . 0 / 7 . 0
Q uest io n  5 5 .41 1 .43 6 . 0 1 . 0 / 7 . 0
Q ues t io n  6 5 . 0 8 1 .59 6 . 0 1 . 0 / 7 . 0
Q uest ion  7 4 .8 6 1 .71 5 . 0 1 . 0 / 7 . 0
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S E C T IO N  3 E N V IR O N M E N T A L  C O N D IT IO N S

E n v r 1onmentaI I tems mean s t d .  dev. mode mIn/max
Quest Ion 1 5 . 3 7 1 .62 7 . 0 1 . 0 / 7 . 0
Quest  Ion 2 4 . 8 2 1 .92 6 . 0 1 . 0 / 7 . 0
Quest Ion 3 5 .4 3 . 1 .81 7 . 0 1 . 0 / 7 . 0
Quest Ion 4 4 . 3 6 1 .65 5 . 0 1 . 0 / 7 . 0
Quest Ion 5 4 . 2 6 1 .63 5 . 0 1 . 0 / 7 . 0
Quest Ion 6 3 .2 2 1 .83 2 . 0 1 . 0 / 7 . 0
Quest Ion 7 5 . 0 0 1 .70 6 . 0 1 . 0 / 7 . 0
Quest  Ion 8 3 . 8 6 1 .77 2 . 0 1 . 0 / 7 . 0
Quest 1 on 9 3 . 3 5 1 .77 2 . 0 1 . 0 / 7 . 0
Quest Ion 1 0 4 . 0 2 1 .76 4 . 0 1 . 0 / 7 . 0
Quest  Ion 1 1 3 . 6 8 1 .96 2 . 0 1 . 0 / 7 . 0
Quest  1 on 1 2 2 . 8 9 1 . 8 6 1 . 0 1 . 0 / 7 . 0
Quest ion 13 3 . 0 5 1 .87 2 . 0 1 . 0 / 7 . 0
Quest  1 on 14 3 . 5 3 1 .82 3 . 0 1 . 0 / 7 . 0
Quest  1 on 15 3 . 7 9 1.91 3 . 0 1 . 0 / 7 . 0
Quest Ion 16 3 . 9 2 1 . 8 6 3 . 0 1 . 0 / 7 . 0
Quest  1 on 17 2 . 8 7 1 . 6 8 2 . 0 1 . 0 / 7 . 0
Quest Ion 18 4 . 4 3 1 .90 7 . 0 1 . 0 / 7 . 0

Importance Items mean s t d .  dev. mode mIn/max
Quest  Ion 1 5 . 9 4 1 .42 7 . 0 1 . 0 / 7 . 0
Quest 1 on 2 5 . 4 3 1 .81 7 . 0 1 . 0 / 7 . 0
Quest  1 on 3 5 . 2 2 1 .62 7 . 0 1 . 0 / 7 . 0
Quest I on 4 5 . 2 7 1 .53 6 . 0 1 . 0 / 7 . 0
Quest Ion 5 5 . 2 0 1 . 6 6 7 . 0 1 . 0 / 7 . 0
Quest  I on 6 4 . 7 3 1 .73 4 . 0 1 . 0 / 7 . 0
Quest I on 7 5 . 2 6 1 .54 7 . 0 1 . 0 / 7 . 0
Quest 1 on 8 5 . 0 0 1 .60 6 . 0 1 . 0 / 7 . 0
Quest Ion 9 4 .81 1 .67 6 . 0 1 . 0 / 7 . 0
Quest Ion 1 0 4 . 7 4 1 .55 4 . 0 1 . 0 / 7 . 0
Quest ion 1 1 4 . 5 9 1 .85 6 . 0 1 . 0 / 7 . 0
Quest ion 1 2 6 . 0 7 1 .33 7 . 0 1 . 0 / 7 . 0
Quest ion 13 5 . 8 0 1 .48 7 . 0 1 . 0 / 7 . 0
Quest ion 14 5 . 6 5 1 .39 7 . 0 1 . 0 / 7 . 0
Quest I on 15 5 . 6 0 1 .49 7 . 0 1 . 0 / 7 . 0
Quest Ion 16 5 . 3 0 1 .58 7 . 0 1 . 0 / 7 . 0
Quest  ion 17 4 . 8 6 1 .85 7 . 0 1 . 0 / 7 . 0
Quest Ion 18 5 . 6 9 1 .53 7 . 0 1 . 0 / 7 . 0

SECTION 4 BACKGROUND INFORMATION
Quest Ion 1 Job T i t l e Frequency

CEO 26
V ic e Pres I dent 64
D i r e c t o r  or lower 1 1 2

Q uest io n  1a F u n c t io n a l  R e s p o n s i b i l i t y  Frequency
P u b l i c  R e la t i o n s  45
M a r k e t in g  60
Personnel 39
Purchasing 58
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SECTION 4 CONT'D
Q u e s t io n  2 Years Worked f o r  F i rm Mean ■

S td .  Dev..  
Mode .
Min/Max

3 . 6 6
3 .1 3
2 . 1
1/27

Quest Ion P r im ary  Business o f  F i rm  Frequency  
M a n u fa c tu r in g  100
S e rv ic e s  103

Quest I on Annual Sa les  Revenue 
( I n  m i l l i o n s  o f  d o l l a r s )

Q u e s t io n  5 Number o f  Employees

Mean
S t d .  Dev, 
Mode 
Mln/Max

Mean
S td .  Dev, 
Mode 
Mln/Max

71 .30
103 .45
1 0 0

. 4 / 6 0 0

681
1027
1 0 0

8 /6 0 0 0

Q u e s t io n  6  Years  F irm In Business

Quest  I on

Mean
S td .  Dev, 
Mode 
Mln/Max

7 .8 2
4 . 4 7
6.0
2 / 4 0

C o m p e t i t iv e n e s s  o f  I n d u s t r y
E x trem ely  C o m p e t i t i v e
Very  C o m p e t i t i v e
C o m p e t I t I v e
Not v e ry  C o m p e t i t i v e

Va lue  Frequency
1
2
3
4

113
63
21

6

Mean = 1 .6 0  S td .  Dev. = .79  Mode = 1 .0  Mln/Max = 1 /4

Quest I on P r o je c t e d  S a les  Growth nex t  5 Year  
Large Decrease 1

Decrease 2

Steady S a les  3
Increase  4
Large Inc rease  5

3
4 

18 
78

1 0 0

Mean 4 . 3 2  S td .  Dev. = .83 Mode = 5 . 0  Mln/Max = 1 /5

SECTION 5 COGNITIVE STYLE
I n fo r m a t io n  Input  dimension
Type Frequency P e rc e n t

M is s in g  9 4 . 4
I n t u I t I o n  116 57 .1
Sensing 78 3 8 . 4
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SECTION 5 CONT'D 
D e c is io n  Making Dimension  
Type Frequency P ercen t
M is s in g  g 4 . 4

F e e l i n g  57 28 .1
T h in k in g  137 6 7 .5

Comb II ned c o g n i t i v e s t y  Ies
Type Frequency P ercen t
MI ss II ng 9 4 . 4
Sens II n g / t h I n k I n g 6 6 3 2 . 5
I n tu l 1 1  i o n / t h  In k In g 71 3 5 . 0
I n tu l I t l o n / f e e l I n g 45 2 2 . 2
Sens Il n g / f e e I  Ing 1 2 5 . 9
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T A B L E  5 . 2 9

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  C R O S S T A B U L A T I O N  O F  - - - -
STR U CT RE L E V E L  OF O R G A N I C I T V  BY C O G S TV LE  C O G N I T I V E  S T Y L E

C O GSTYLE
COUNT I

ROW PCT 1 S T  NT NF SF ROW
COL PCT I T O T A L
T O T  PCT I 1 . 0 0 1 2 . 0 0 1 3 . 0 0 1 4 . 0 0 1

S TRUCTRE ---------------- ------------------- - -----------------♦ - -----------------♦ - -----------------+

1 . 0 0 I 3 0  I 2 8  I 21  I 6  I 8 5
M E C H A N IS T I C I 3 5 . 3  I 3 2 . 9  I 2 4 . 7  I 7 . 1  I 4 5 . 2

I 4 7 . 6  I 4 0 . 0  I 4 7 . 7  I 5 4 . 5  I
I 1 6 . 0  I 1 4 . 9  I 1 1 . 2  I 3 . 2  I

2 . 0 0 I 3 3  I 4 2  I 2 3  I 5  I 1 0 3
O R G A N IC I 3 2 . 0  I 4 0 . 8  I 2 2 . 3  I 4 . 9  I 5 4 . 8

I 5 2 . 4  I 6 0 . 0  I 5 2 . 3  I 4 5 . 5  I
I  1 7 . 6  I  2 2 . 3  I  1 2 . 2  I  2 . 7

COLUMN 6 3 7 0 4 4 1 1 18 8
T O T A L 3 3 . 5 3 7 . 2 2 3  . 4 5 . 9 1 0 0 . 0

C H I - S Q U A R E D . F  . S I G N I F I C A N C E M I N  E . F . C E L L S  W IT H  E , F . <  5

1 . 4 1 4 2 3 0 . 7 0 2 2 4 . 9 7 3 1 OF 8 ( 1 2 . 5 % )

S T A T I S T I C S Y M M E TR IC
W I T H  STRUCTRE 
DEP E N D E N T

W I T H  C O GSTYLE 
DEP E ND E N T

LAMBOA
U N C E R T A IN T Y  C O E F F I C I E N T
S OM ER S ' 0
ETA

S T A T I S T I C

0 . 0 1 4 7 8
0 . 0 0 3 9 1

- 0 . 0 0 9 3 5

V A L U E

0 . 0 1 1 7 6  
0 . 0 0 5 4 8  

- 0 . 0 0 8 0 3  
0 . 0 8 6 7 3

S I G N I F I C A N C E

0 . 0 1 6 9 5
0 . 0 0 3 0 4

- 0 . 0 1 1 1 9
0 . 0 1 9 6 0

C R A M E R 'S  V
C O N T IN G E N C Y  C O E F F I C I E N T  
K E N D A L L ' S  TAU B 
K E N D A L L ' S  TAU C 
P E A R S O N 'S  R 
GAMMA

0 . 0 8 6 7 3  
0 . 0 8 6 4 1  

- 0 . 0 0 9 4 8  
- 0 . 0 1 1 0 9  
- 0 . 0 1 9 6 0  
- 0 . 0 1 6 1 3

0 . 4 4 4 6
0 . 4 4 4 6
0 . 3 9 4 7

I
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T A B L E  5 . 3 1
I, -  -  ‘    C R O S S T A B U L A T I O N  O F   ----------------

BV C O G S T Y LE  C O G N I T I V E  S T Y L E

C O G S T Y LE
COUNT I

ROW PCT 1S T NT NF SF ROW
COL PCT I T O T A L
TO T PCT I 1 . 0 0 1  2 . 0 0 1 3 . 0 0 1 4 . 0 0 1

T I L E V E L ------------------- + — —  -  —  - ♦ ---------------- — — --------- ♦  — -------------- ♦
1 . 0 0 I 1 6  I  21  I 13  I 4  I 5 4

LOW T I I 2 9 . 6  1 3 8 . 9  I 2 4 .  1 I 7 . 4  I 2 8 . 7
I 2 5 . 4  I  3 0 . 0  I 2 9 . 5  I 3 6 . 4  I
I 8 . 5  I  1 1 . 2  I 6 . 9  I 2 . 1  I

2 . 0 0 I 4 7  I  4 9  I 31  I 7 I 1 3 4
H I G H  T I I 3 5 . 1  I  3 6 . 6  I 2 3 .  1 I 5 . 2  I 7 1 . 3

I 7 4 . 6  I  7 0 . 0  I 7 0 . 5  I 6 3 . 6  I
I 2 5 . 0  I  2 6 . 1  1 1 6 . 5  I 3 . 7  I

COLUMN 6 3  7 0 4 4 1 1 1 8 8
T O T A L 3 3 . 5  3 7 . 2 2 3 . 4 5 . 9 1 0 0 . 0

C H I - S Q U A R E  D . F .

0 . 7 2 4 4 1  3

S T A T I S T I C

S I G N I F I C A N C E

0 . 8 6 7 4

SY M M E T R IC

M IN  E . F .  C E L L S  W I T H  E . F . <  5

3 . 1 6 0  1 OF 8  C 1 2 . 5 % )

W IT H  T I L E V E L  
D E P E ND E N T

W I T H  COG S TY LE  
D EPEND EN T

LAMBDA
U N C E R T A IN T Y  C O E F F I C I E N T
SO M E R S ' D
ETA

S T A T I S T I C

0 . 0 0 0 0 0
0.0020B

- 0 . 0 4 7 5 2

V A LU E

0 . 0 0 0 0 0
0 . 0 0 3 1 9

- 0 . 0 3 7 B 4
0 . 0 6 2 0 7

S I G N I F I C A N C E

0 . 0 0 0 0 0
0 . 0 0 1 5 4

- 0 . 0 6 3 8 5
0 . 0 5 4 2 9

fDiUCD' C U
C O N T IN G E N C Y  C O E F F I C I E N T  
K E N D A L L 'S  TAU B 
K E N D A L L ' S  TAU C 
P E A R S O N 'S  R 
GAMMA

0 . 0 6 2 0 7
0 . 0 6 1 9 6

- 0 . 0 4 9 1 5
- 0 . 0 5 2 2 9
- 0 . 0 5 4 2 9
- 0 . 0 9 1 9 6

0 . 2 3 5 1  
0 .  2 3 5 1  
0 . 2 2 9 7
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