
TECHNOLOGY TRANSFER THROUGH STAFF MOBILITY: III

E. O n y e n a d u m  a n d  B. T om lin*

T h is  is the  la s t o f  th re e  a rtic le s  d e ta ilin g  the  m ovem en t o f  execu tive-leve l 
s ta ff  o u t o f  tw o  la rg e  su b sid ia rie s  o f  a m u lti-n a tio n a l e lec trica l a n d  
e lec tro n ics  m a rm fa c tu re r , a n d  a tte m p tin g  to assess th e ir  p o te n tia l for 
techno logy  tra n s fe r  in to  th e ir  h o st co m pan ies. A fu r th e r  series o f  artic le s  
w ill d iscuss the in n o v a tio n s  they  m ad e  as evidence o f  a c tu a l tech n o lo g y  
tran sfe r.

T h e  first a rtic le  d e a lt  w ith  the  jo b s  they  h ad  held  in th e  so u rce  c o m p a n y  
a n d  e lsew here , a n d  sh o w ed  th a t  exits could  be d iv id ed  in to  th re e  su b ­
g ro u p s , each  w ith  c o n s id e ra b le  p o ten tia l for tran sfe r [O n y e n a d u m  an d  
T o m lin , 1 9 8 4 a ] .T h e  seco n d  a rtic le  d e a lt w ith  the  n a tu re  o f  th e  c o m p a n ie s  
they  w en t to , and  sh o w ed  th a t, w hile  m ost w ere foreign m u lti-n a tio n a ls , 
a su b s ta n tia l  n u m b e r  w ere  Irish : som e s ta r te d  by th e  ex its th em se lv es  
(a fte r a c o n s id e ra b le  d e la y ), o th e rs  w ere in the  S ta te  sec to r, w h e re  th e  
p o ss ib ility  o f  ‘b ro a d c a s tin g ’ techno logy  existed [O n y e n a d u m  a n d  
T o m lin , 1984b]. A lth o u g h  these  w ere w elcom e signs, it w as d is a p p o in tin g  
to  see how  few ex its  jo in e d  e s tab lish ed  Ir ish  m a n u fa c tu r in g  firm s. F u r th e r  
ligh t w ill be c a s t on th is  issue  in the  p re sen t artic le , w h ic h  d ea ls  w ith  the  
n a tu re  o f  the jobs, ta k e n  u p  in  h ost co m p an ies , to see h o w  fa r  th e se  jo b s ,  in 
te rm s o f  fu n c tio n a l a re a  a n d  h ie ra rc h ic  level, w ould  easily  p e rm it  the  
tra n s fe r  o f  tech no logy .

T able 1: Type o f Function carried out by Exits

Function
Last in Source 

per cent
First After Source 

per cent
C u rren t 
per cent

C.E.O. _ 11 25
Technical (a) 72 54 52
N onTechnical (b) 28 35 23

(a) Technical comprises m anufacture; ancillary activities such as quality contro l and p lan t 
m anagem ent; norv industria l technical work such as testing and technical consultancy.

(b) N on-technical comjtii ses accounting  and data  processing; personnel m anagem ent; m ark e tin g  
and m anagem ent co.n suiting.

* T he au th o rs  are, respectively, D octo ra l C and ida te  and  Lecturer in O rgan isa tio n a l B e h av io u r in 
th e  D epartm en t o f  B usiness A d m in istra tio n  a t  U niversity College, D ublin .
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Functional Area in H ost Com pany
A s th e  n u m b e r  o fjo b s  held  betw een  th e  tim e  o f leav in g  the  sou rce  a n d  the  
tim e  o f  th e  stu d y  w as very  la rg e  (p a r tic ip a n ts  often c h an g ed  jo b s  sev era l 
tim es w ith in  a single co m p an y ) it w o u ld  be im p ra c tic a l to  a n a ly se  th em  
all. W e sh a ll begin  o u r analysis  by e x a m in in g  th e ir  firs t jo b  on  ex it a n d  
th e ir  c u r re n t  jo b . S ince these  a re  u su a lly  very  s im i la r —  in d eed  they  a re  
often  th e  sam e in the  case o f  recen t ex its —  we sh a ll c o n c e n tra te  o u r  la te r  
an a ly se s  on  the ir c u rre n t jo b s  only . C le a rly  a m a jo r ity  left from , w en t to, 
a n d  re m a in e d  in  techn ica l jo b s . T a b le  2 show s how  little  ten d e n c y  th e re  
w as to  c h an g e  from  one a re a  to a n o th e r . M o st w ho left from  tech n ica l 
p o s itio n s  a re  now  e ith e r  C .E .O ., o r d o in g  tech n ica l w ork , m o st w ho  d id  
n o t a re  n o t.

B efore g o in g  on to ex am in e  th e ir  h ost co m p a n ie s , le t us ex am in e  th e  k ind  
o f  w ork  b e in g  ca rried  o u t, cu rre n tly  a n d  on first m ove, by th e  th ree  su b ­
g ro u p s  iso la ted  in  the  first a rtic le  (T a b le  3). S ince th o se  w ith  te c h n ic ia n  or 
low er q u a lific a tio n s , an d  those  w ho w ere  d ire c t re c ru it g ra d u a te s , w ere 
m o st like ly  to  leave from  tech n ica l p o s itio n s , it is n o t su rp r is in g  to  see th a t 
th ey  te n d e d  bo th  to m ove to  a n d  to s ta y  in te ch n ica l jo b s  (w e sha ll refer 
b ack  to  th is  find ing  in  the  section  below  on  h ie ra rc h ic  level a tta in e d ) .

T o  assess fully th e ir  cap ab ility  for te ch n o lo g y  tra n sfe r , we m u s t re la te  the 
jo b s  ta k e n  u p  by exits to th e  n a tu re  o f  th e ir  h o st c o m p an y , in te rm s o f  its

Table 2: Present Function by Last Source Function

Last Source Function
Function Technical O ther

per cent per cent

C.E.O. 28 17
Technical 67 13
O th e r 5 70

Table 3: First and Current Function by Exist Sub-Group

First Function C u rren t Function
Technical O ther Technical O ther

Sub-G roup per cent per cent per cent per cent

Technician Level 46 54 52 48
E xperienced G raduates 38 62 28 72
D irect Recruit G raduates 71 29 60 40 .
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in d u s tr ia l g ro u p in g  a n d  o w n ersh ip  (T ab les  4 and  5). W e h a v e  show n  
a b so lu te  n u m b e  rs r a th e r  th a n  p e rcen tag es  in T a b le  4  to  d ra m a tis e  th e  fac t 
th a t  no ex its a re  c u rre n tly  engaged  on techn ica l w ork in Ir ish  in d u s tr ia l  
firm s, w hile m a n y  do  su ch  w ork  in  foreign en te rp rises . T a b le  5 b eg in s  to 
sh ed  som e lig h t on w hy  th is  sh o u ld  be so, by show ing  in g re a te r  d e ta il  th e  
n a tu re  o f th e  ^industries in  w h ich  they  w ork. O b v io u sly  th e  v a s t b u lk  o f  
exits go in to  firm s m a n u fa c tu r in g  m ach in e ry  o f  one so rt o r a n o th e r , m o stly  
e lec tro n ic , a n d  are  c u rre n tly  e ith e r  ru n n in g  th e  co m p an y  o r d o in g  te c h n i­
cal w ork  in  it. T h is  is n o t su rp ris in g , for m ost exits a re  e n g in e e rs  w hose  
w ork  ex p e rien ce  is in th is  k ind  o f  in d u s try .

B u t h e re  is w h ere  th e  p ro b lem  arises. For there is virtually no established 
indigenous machinery industry fo r  them to go into. I r ish  in d u s try  h as  a lw ay s  b een  
p re d o m in a n tly  p ro cess-o rien ted . W e n ev er developed  a m a c h in e ry  in d u s ­
try  o f  an y  s tre n g th : in  1971 th e re  w ere only 34 co m p an ies  w ith  o v e r  100 
e m p lo y ees  in th is  sec to r. As O ’Sullivan an d  T o m lin  (1 9 8 5 )  sh o w  
th is  p a r tic u la r  seg m en t o f  in d ig en o u s in d u s try  w as h i t  w o rse  th a n  
m o s t b y  th e  recessio n s o f  th e  la s t 10 y ea rs : it is u n lik e ly  t h a t  as 
m an y  as h a lf  o f  th e se  co m p an ies  still survive. F u r th e rm o re , even

Table 4: Prea.nt Function by Type o f Host Company (No. o f Respondents)

Function
Industrial

Type of C om pany 
Foreign 

O th er Industria l
H ost

O th er

C.E.O. 7(a) 3 11 _
Technical — 11 32 —

O ther 1 11 7 —

Total 8 25 50 —

(a) Including five wh.o- sta rted  their own business.

Table 5: Present Function by Industry Group (No. o f Respondents)

Function
Electronic

M anufacture

Industry G roup

O ther M achinery Process 
M anufacture In dustries

No. % No. % No. %
C.E.O. 9 26 7 39 2 33
Technical 23 68 8 44 1 17
O ther 2 6 3 17 3 50

Total 34 100 18 100 6 100
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the  su rv iv o rs  h av e  been c u ttin g  b ack  on s ta ff  r a th e r  th a n  e x p an d in g . 
T h u s , the  em p lo y m en t o p p o rtu n itie s  in  in d ig en o u s  firm s la rg e  en o u g h  to 
offer scope to  good eng ineers have  s im p ly  been  n o n -ex is ten t.

I t  m ig h t be asked w h e th e r new  in d ig en o u s  firm s in th is  sec to r cou ld  not 
h av e  ab so rb e d  a g re a te r  n u m b e r. T h e  a n sw e r is th a t  they  p ro b a b ly  w ill —  
w ith  tim e. T h ese  new  firm s a re  p re d o m in a n tly  still sm all a n d , since  th e ir  
fo u n d e rs  la rgely  have  a tech n ica l b a c k g ro u n d , they  no d o u b t feel th ey  can 
h a n d le  th e ir  te c h n ic a l/m a n a g e ria l p ro b le m s th em selv es , u n til  the  
co m p a n y  becom es b igger.

T h u s  .we see th a t, w hen  a h o st co u n try  h as  a  p o o rly  d ev e lo p ed  sec to r, 
in v itin g  in foreign co m p an ies  can  re su lt in tech n o lo g y  tra n sfe r  in on ly  four 
w ays: (a) by  peop le  leav ing  foreign  co m p an ie s  to  s ta r t  th e ir  ow n firm s, 
w h ich  a fa ir  n u m b e r  have  d o n e  in th e  p re se n t case, a fte r  co n sid e rab le  
d e lay ; (b) by  peop le  go ing  to ce n tra l o rg a n isa tio n s  from  w h ich  th ey  can  
‘b ro a d c a s t’ technology  to the  e n v iro n m e n t —  w h ich  a fa ir n u m b e r  have  
d o n e ; (c) by  peop le  la te r  jo in in g  new' co m p an ie s  su ch  as those  in  (a) 
ab o v e , as soon as they  a re  b ig  en ough  to  a b so rb  th em ; (d) by s tim u la tin g  
w h a te v e r  ex isting  n a tiv e  b ase  exists to  m ak e  itse lf  a ttra c tiv e  to  h ig h ­
-quality  ex its  from  foreign firm s.

O b v io u s ly  we m u st a n tic ip a te  c o n s id e ra b le  lags before  we can  ex p ec t 
s u b s ta n tia l  technology  tra n sfe r  in to  an  a re a  w h ich  is poo rly  d ev e lo p ed  in 
th e  h o s t co u n try : th is  s tu d y  suggests  th a t  th e  b e t te r  p a r t  o f  a g e n e ra tio n  
w ill p ass  before it becom es sig n ifican t. T h is  is no t to  suggest th a t  wc 
sh o u ld  a b a n d o n  such  a po licy  —  it is c ru c ia l in  th e  p re se n t w orld  th a t  we 
d ev e lo p  a sign ifican t ca p a b ility  in the  e n g in e e rin g  in d u s try  g en era lly . B ut 
w e m ust' be  rea lis tic  a n d  p e rs is te n t in  ex ecu tin g  th is  po licy . As a co ro lla ry , 
it now  becom es obv ious th a t techno logy  tra n s fe r  w ill o ccu r m ore  read ily  
in  sec to rs  w here  th e  h ost c o u n try  a lre a d y  h as  som e c a p a b ility  [B a ran so n , 
1970; F re e m a n , 1977], Ifw e  a re  co n cern ed , for in s ta n c e , a b o u t the  te c h n i­
ca l level o f  our p rocess in d u s tr ie s  (m o stly  food a n d  d rin k ) we m ig h t 
c o n s id e r  p u rsu in g  foreign in v es tm en ts  in  th ese  sec to rs —  th o u g h  no d o u b t 
th is  m ig h t be  d a n g e ro u s  an d  o p p o sed  by in d ig e n o u s  co m p an ies  on o th e r  
g ro u n d s .

H ierarch ic  Level in H ost Com pany
W e now  ex am in e  th e  h ie ra rc h ic  level a t ta in e d  in h o st co m p an ies , b o th  to 
see w h e th e r  exits h av e  the  p o w er to  in n o v a te  (a n d  w h a t in n o v a tio n s  to 
e x p ec t)  a n d , as a su b sid ia ry  issue , to  see w h o  do es w ell an d  in  w 'hat k ind  
o f  firm . E x its  a tta in  po sitio n s o f  som e im p o r ta n c e  on leav in g  —  n a tu ra lly  
re p re s e n tin g  a s te p -u p  on th e ir  exit level —  a n d  c o n tin u e  to im p ro v e  th e ir  
p o s itio n  as tim e passes, a n d  as they  m ove. T h e se  h ig h e r  level po sitio n s are
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s u b s ta n tia lly  m ore likely to  have been a tta in ed  in in d u s try  th a n  in 
serv ices, becam se m a n y  o f  those  in the  service sec to r a re  in  la rg e  s ta te -  
sp o n so re d  agenc ies w ith  d eep  h ie ra rch ies , an d  w here  an  ex it is th e re fo re  
less likely to  go to the  to p  quick ly . (T ab les  6 an d  7).

G iv en  th a t m ost o f  tho se  in in d u s try  a re  in fo re ign -ow ned  co m p a n ie s , a n d  
a t sen io r  m a n a g e m e n t level, we m igh t expect from th e m  a p re p o n d e ra n c e  
o f  te c h n ic o -m a n a g e ria l o r  system  in n o v a tio n s. W e sh o u ld  ex p ec t p u re ly  
tech n ica l in n o v a tio n s  to  com e from  tech n ica l s ta ff  a t a low er h ie ra rc h ic  
level. As w e sTall see in  la te r  a rtic les, th is  ex p ec ta tio n  is b o rn e  o u t.

O u r  a n a ly s is  s-ofar sugg ests  th a t exits a re  strong ly  p la c e d  to  in s t i tu te  a n d  
e n co u rag e  in n o v a tio n s  o f  a  p a r tic u la r  k ind . ( I t  m u s t n o t be fo rg o tte n  th a t  
these  exits a re  by no  m ean s  fin ished m ov ing  o n w ard s  a n d  u p w a rd s , so 
th e ir  p o w er w ill c o n tin u e  to  in c rease ). W e shall close th is  a r tic le  b y  a sk in g  
b riefly  w h e th e r th e re  a re  ca ree r  a d v a n ta g e s  in co m in g  from  a  p a r t ic u la r  
b a c k g ro u n d  o r  in  go in g  to  a p a r tic u la r  k ind  of firm .

T a b le  8 sugg ests  th a t  a techn ica l b ack g ro u n d  is a sso c ia ted  w ith  m o re  
v a rie d  c a re e r  p o ss ib ilitie s : a g re a te r  p ro b a b ility  o f  b eco m in g  a C .E .O .,  b u t  
also  a sm alle r p ro b a b ility  o f  beco m in g  a h ead  o ffu n c tio n . T h is  in  fac t d oes 
less th a n  j u s t i «  to  tech n ica l staff, for they  a re  m ore likely  th a n  n o n - te c h n i-

T ab le  6: Hierarchic Level Attained by Exits

Last Source First Post- C u rre n t
H ierarchic Level Level Source Level Level

per cent per cent per cent

C.E.O. _ 14 25
H ead of Function 6 34 36
O th er M anagem ent 77 41 33
Supervisory 17 10 5

Table 7: Hierarchic Level by Type o f Host Company

Industrial Type of C om pany O th er
H ierarchic Level No. per cent No.- per cent

C.E.O. 18 (11) 31 (22) 3 13
H ead of Function 22 (21) 38 (42) 8 33
O ther M anagem ent 14 (14) 24 (28) 13 - 54
Supervisor 4 (4) 7 (8) — —

Total 58 (50) 100 (100) 25 100

T he figures in parerntlicses are, respectively, the num bers and percentages at each h ierarch ic  level 
in foreign  industrial fi r*ns. All non-industria l em ploym ent is in Irish firms.
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cal s ta ff  to have e ith e r low er levels o f  q u a lif ica tio n s  o r less ex perience  
(d irec t r e c ru it  g ra d u a te s ) . T h ey  a re  a lso  m o re  likely to  h av e  left recen tly  
a n d  still to  b e  in th e ir  first p o st-ex it p o sitio n . T a b le  9 show s th e  difference 
in  level a t ta in e d  by d ifferen t su b -g ro u p s. I f  th ese  v a r ia b le s  a sso c ia ted  w ith  
a  te c h n ic a l b ack g ro u n d  w ere  c o n tro lled , its re la tiv e  a d v a n ta g e  w ould  
beco m e c le a re r.' A lso, it is in te re s tin g  to  ob serv e  th a t  m a n y  w ho  left from  
re la tiv e ly  low  levels, o r w ith  low er levels o f  q u a lif ic a tio n s , h av e  n o n e th e ­
less re a c h e d  high positions.

W e  saw  in T a b le  7 th a t  exits ten d ed  to d o  so m ew h a t b e tte r  in m a n u fa c tu r­
in g  firm s th a n  in o th e rs , p a r tly  b ecau se  th ey  a re  sm a lle r. I t  is te m p tin g  to 
ask  w h e th e r  they do  b e tte r  in Ir ish  th a n  in foreign  firm s. U n fo rtu n a te ly , 
th is  q u e s tio n  is co m p lica ted  by the  fact th a t  m ost o f th o se  in  I r ish  firm s a re  
in  la rg e r serv ice  co m pan ies, w h ereas  m o st o f  tho se  in  foreign firm s a re  in 
sm a lle r  m a n u fa c tu r in g  concerns. F u r th e rm o re , m o st o f  tho se  in Ir ish  
m a n u fa c tu r in g  co m p an ies  have  s ta r te d  th e ir  ow n, a n d  co n seq u en tly  a re  
C .E .O .’s. T o  m ake a fa ir co m p ariso n  b e tw een  n a tio n a litie s  o f  o w n ersh ip  
it is th e re fo re  necessary  to  con tro l for a ll th ese  fac to rs. T h e  re su lt is to

Table 8: Present Hierarchic Level by Last Source Function

H ierarch ic  Level
Last Source

Technical 
per cent

Function
O ther 

per cent

C.E.O. 29 17
H ead of Function 29 57
O th er M anagem ent 37 22
Supervisory 5 4

Total 100 100

Table 9: Present Hierarchic Level by E xit Sub-group

P resent H ierarchic 
Level

Technician 
or Lower 

No. % No

S ub-G roup G raduate  
D irect Previous 
Recruit Experience 

% No. %

C.E.O. 5 17 7 28 9 36
H ead  of Function 8 27 8 32 12 48
O th e r M anagem ent 13 43 10 40 4 16
Supervisory 4 13 — — — —

Total 30 100 25 100 25 100

'A m ong non-technical staiT, personnel m anagers did well. In several cases they had jo ined  a t stai t-up, 
w orking under an  expatriate chief executive. H aving set up the com pany with him. they w ere then left 
in charge w hen he returned home.
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m ak e  som e o f the  n u m b e rs  very  sm all indeed . T h e y  a re  n ev e rth e le ss  
rep o rted  b ecau se  o f  th e ir  in tr in s ic  in te rest.

T a b le  10 show s th a t  th e  m a jo rity  o f  those go in g  to  in d u s try  e n te r  
so m ew h a t la rg e r  foreign  co m p an ies , b u t th a t they  d o  less w ell in  th e m  (so 
fa r a t least) th a n  tho se  w ho  jo in  sm alle r foreign firm s, a n d  fa r less well 
th a n  th e  tin y  n u m b e r  w ho  jo in  sm all Ir ish  firm s. M a n y  o f  th ese  sm a lle r  
firm s w ill, o n e  hopes, g row  su b s ta n tia lly . T h e  m ora l a p p e a rs  to  be  th a t  it 
is b e tte r  to  jo i it a  sm a ll g ro w in g  firm  —  th ough  not n e c e ssa rily  a t  s ta r t -u p  
—  th a n  an a lre a d y  e s ta b lish e d  foreign firm . I f  this re m a in s  tru e , a n d  if  it 
w ere  m ore  w id e ly  know n am o n g  p o ten tia l exits, it w o u ld  su g g es t m u c h  
scope for sm a ll n ew er Ir ish  com pan ies to a ttra c t  s ta ff  from  m u lt i-n a t io n ­
als: b u t  on ly  if they  can  offer th em  b o th  techn ica lly  v a lu a b le  e m p lo y m e n t 
(in the  case o fy o u n g e r  staff) an d  h ie ra rch ic  p o sitio n s c o m p e titiv e  w ith  
sm all in co m in g  foreign  firm s.

C onclusion
T h is  a rtic le  has show n th a t  the  positions taken  u p  by  ex its, b o th  in  te rm s  
o f  th e ir  fu n c tio n  a n d  h ie ra rc h ic  level, a re  very  co n d u c iv e  to  te ch n o lo g y  
tra n sfe r , p a r tic u la r ly  p e rh a p s  o f  a system  or te c h n ic o -m a n ag e ria l n a tu re . 
I t also points to  the  fact th a t o u r capacity to receive technology  from  these 
a n d  s im ila r  co m p a n ie s  is very  lim ited , because  of th e  w eak  s ta te  o f  th e  
re le v a n t in d ig en o u s  sec to r. T h e  only  rea lis tic  sh o rt- te rm  a v e n u e s  o p e n  —  
s ta r t in g  o n e ’s ow n c o m p a n y  o r en te rin g  a su p p o rt a g en cy  —  a re  in fac t 
b e ing  follow ed. M o v e m e n t in to  ex isting  ind igenous firm s m u s t a w a it  th e  
g ro w th  o f these  n ew ly -e s tab lish ed  com pan ies to  the p o in t  w h ere  th e y  n eed  
a n d  can  a b so rb  fu r th e r  te c h n ic a l m a n a g e m e n t. T h is  re -e m p h a s ise s  th e  
p o in t in the  last a rtic le , th a t  in d u s tr ia l policies a im ed  a t d e v e lo p in g  new  
c a p a b ilitie s  a rc  slow  to  m a tu re .

Table Id: Present Hierarchic Level by Ownership and Size o f Firm  
(Indiestrial Firms only, excluding Owner-Managed Firms)

H ierarchic
Level

Ow nership and Size 
Irish  Firm s 

1-99 100 +
Employees Employees 

No. % No. %

of Firm
Foreign

1-99 
Employees 

No. %

Firm s
100 + 

Em ployees 
No. %

C.E.O. 2 67 _ _ 6 33 4 13
H ead of Function 1 33 —  — 7 39 14 45
O ther M anagem ent _  _ — — 4 22 10 32
Supervisory —  — — — 1 6 3 10

Total 3 100 — — 18 100 31 100
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Book R eview s Editor: M. F. Bradley

Marketing Management — An Introduction by John A. Murray. Dublin. Gill and 
Macmillan. 1984. £

At a time when marketing is receiving considerable attention, for example in the 
National Plan, The White Paper, etc. the publication of this book by a local Irish 
author, isindeed timely. Dr. Murray lectures in marketing in UCD and has experience 
of teaching marketing to undergraduates, post-graduates and executive groups, as 
well as practical “field” experience.

The book, which is divided into four parts, is aimed at students of marketing as 
well as at marketing managers, general managers or chief executives. It is o f  par­
ticular interest to those o f the latter groups who wish to formalise what they have 
learned through experience o f  marketing and to stay abreast o f developments in the 
discipline. Its perspective objective — which is very useful for those intimately  
involved in the marketing function — is that of a manager planning the marketing 
activity of a company, developing a comprehensive new product plan for it, or 
auditing and reformulating its marketing plans and operations.

Part I deals with the role o f marketing in the individual company from two  
view points. First, it discusses the implications o f a marketing perspective for the 
manner in which a business is managed and for the nature of its development over 
time. Fundamental to this is the management perception that the purpose and 
viability of an organisation rests on a basic concern for the needs o f  customers 
in the market place. An organisation makes sense, and will survive and prosper, only  
in so far as it identifies customers needs and mobilises its resources to  serve these 
needs in a profitable manner. Part I also discusses the implementation o f  the 
marketing approach through the marketing function within a com pany, and the 
fundamental importance of this task to the creation of the strategic underpinnings 
of any business. The point is made that a marketing approach, implemented through 
good marketing strategy, is not just a good idea: it pays off. Considerable empirical 
research testifies to a strong direct relationship between a com m itm ent to market­
ing and company profitability.

The second part o f the book deals with the analysis o f  customer needs, com ­
pany resources, and com petition that must be undertaken before marketing decisions 
can be made. These three vital areas must be thoroughly and rigorously analysed so 
that alternatives for action may be identified and evaluated for relative merit. The 
author discusses various analytical steps which provide a manager with a logical 
basis which he can usefully apply to his own situation. Market information (market­
ing research), what information, the way it is collected and how it is analysed, 
stored and communicated is also discussed.

With the basic analysis necessary for the foundations of a marketing decision  
covered in Parts I and II, Part III progresses to describe the structure o f  marketing 
decisions, building on prior analysis. Of great importance is the segmentation  
decision. This has to do with customer groupings, their identification and their 
importance as generic individual targets (with differing consuming, demographic 
characteristics, etc) in the build up to the final marketing strategy. When the target 
customer group is chosen through segmentation analysis, the manager has to

I
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“position” the product or service relative to the preferences of the target group 
and relative to existing and anticipated competitive offerings. To make a position­
ing decision, the manager must first know (a) customer purchase criteria (eg, price, 
performance), (b) customer preferences concerning product performance according 
to each criterion,and (c) customer perceptions of competing products. The manager 
who has made a decision on positioning strategy now knows the customers with 
whom he wishes to build a relationship and the position that is most appropriate 
for his product relative to customer perceptions and preferences. The author then 
goes on to discuss the “marketing m ix”. This refers to the four essential elements of 
a marketing strategy decision necessary to execute the segmentation and com ­
petitive positioning strategy. Specifically, this includes the product or service to be 
produced, at what price, how it will be communicated and sold to the market and 
how  distribution will take place.

Part IV discusses the planning and implementation of marketing decisions. This 
begins with “strategic marketing” where a company goes through the process of  
deciding what business it is in, its mission or objectives in being in that business, 
the functional marketing strategy required to achieve the objectives, and the budget 
necessary to programme and control implementation. Good strategies and plans 
have to be implemented through organisational structures and processes. Structures 
and processes are not just features o f larger formalised organisations. They must 
also be designed into small firms and new ventures. Structures should be developed 
that fit with and enhance the chosen marketing strategy. They should facilitate 
company-wide integration of activities to achieve marketing objectives and allocate 
responsibility and authority clearly while containing the flexibility necessary to 
ensure continuing marketing adaptation. Alternative structures (ie, functional, 
product-based, market-based and complex combinations of these) must be evaluated 
for their relevance to chosen marketing strategies.

This book contains much useful information which will be o f benefit to executives 
with an interest in marketing. The same executives might, however, find it a difficult 
book to read as it contains a lot o f jargon unfamiliar to m ost. It is a well ordered, 
logically presented, though cramped book and as the topics covered will often  
require further analysis by the reader, the inclusion of readings lists at the end of 
each chapter is to be commended.

Dr Murray has written and presented a tim ely, pragmatic offering aimed at Irish 
senior management, students and all o f those interested in promoting and develop­
ing a genuine marketing “culture” in this country. I sincerely hope that his efforts 
are rewarded with appropriate success.

M anaging D irector,
I .M .S .-C o n d o n  In terna tiona l L td  SEAN M. CONDON

John Murray has written a book that the market has needed for a long time. 
For those familiar with marketing texts he has written the Irish version of Kotler, 
albeit much slimmed down. However, lack o f size should not imply lowering of 
standards in regard to coverage of the subject at a basic level. It is basic, but it is 
excellent as those familiar with Dr. Murray’s work might expect. Within the con­
fines of one hundred and seventy-six pages, approximately one-third the size of 
the standard US marketing text, the author has provided us with a taste of the 
marketing function in business today. He takes us through the conceptual foun­
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dations o f marketing — what i t ’s all about, analysis of markets and com petitors, 
the role o f  research in the firm, marketing decision making and strategy — the 
building blocks of marketing and finally to questions of strategic and organisational 
interest.

One aspect that the reader new to marketing may not appreciate is the sharpness 
of the language, the relevance of the illustrations and the notes o f caution which 
are a feature df the book and which provide a welcome contrast to other texts. 
An example of this is his paragraph on the misuse o f marketing. This is important 
in Ireland which has only recently discovered marketing at a general public level, 
and which is b«ing suggested, perhaps too naively, as the answer to our econom ic 
problems.

What is the m e st welcome feature of till is the numerous illustrations and references 
to Irish companies. Students of marketing in this country have been asking for this 
for a long tim e. However, it is not an inward looking book as there are a range o f  
internationally recognisable names there also.

Dr. Murray is operating in very confined space to the delight o f  the student 
perhaps. In doing so he can only give us brief glimpses of many topics. He has 
tried to cover tike field and to include mention of most o f the significant literature 
from the international arena. Depth has obviously to be sacrificed in this situation  
which is a pity because the writer has done an excellent job in producing a very 
readable and interesting text and one feels that one could take some more of the 
same in most chapters.

One final com m ent relates to the presentation of the book. His publisher has, I 
feel, done the aaithor a grave injustice in regard to the style adopted in the printing. 
The print is to« small and gives the appearance of trying to pack so many words 
into a given number o f pages. In the next edition, for I believe this will be inevitable, 
I would hope that some lessons will be drawn from the content o f the book in 
regard to makimg the presentation attractive to the reader. Overall I would recom ­
mend this b o o l. to  anybody who wants a good introduction to the subject that is 
up to date, of particular relevance to Ireland, and not too tim e consuming.

P rofessor o f  M arketing ,
U niversity College G alw ay  J.J. WARD

Managing the Training and Development Function by Alan Pepper. London. Gower 
Press. 1984.

Alan Pepper’s first book declares its intentions right at the outset. This is not a 
book on training methods nor is it about management techniques. Its aim rather is 
to provide the  ti ridge between the general skills and theories o f  management and 
their special use in training, an ambitious undertaking, perhaps, but one that is over­
due and will beTvelcomed by a profession which to date has been unduly technique 
rather than management oriented.

Managing the Training and Development Function means two things to the 
author. It is firstly about forging close and necessary relationships between training 
and other organisation parts and functions. Part One of the book, which the author 
calls THE MANAGEMENT OF TRAINING, deals with this topic and presents 
training as a collaborative venture shared between the training specialist and line 
management.

I t’s secondly about coupling the function with the broader activities o f the 
personnel function. Part Two which is titled THE MANAGEMENT OF MAN-
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POWER DEVELOPMENT addresses this issue which is essentially to do with 
integration. The book is thus concerned in one way or another with how the 
training function should be positioned vis-a-vis other parts o f the organisation.

While the book’s focus is novel, much of the content is familiar with topics 
such as Evaluation of Training, Cost/Benefit Analysis, The Use o f Objectives and 
Career Development all meriting separate chapters. Still there are many things 
worth being reminded of and few specialists will not benefit from such a clear 
restatement o f basics. The repeated emphasis on Training’s fu tu r e  orientation is 
particularly good. Here the author stresses the futility o f  allowing training func­
tions to operate and be evaluated in terms of volume o f activities (“menu-driven” 
as Americans would say) rather than in terms of future contribution to the organi­
sation. The objectives of Training must derive from the wider objectives of the 
organisation as a whole, otherwise the function subsists in a vacuum, enjoys pre­
carious tenure and is typically one of the first casualties o f a recession. The author 
is correct to dwell on this issue because sadly Training and Development is a peri­
pheral and discretionary commodity in many organisations.

The emphasis on training as a means of maintaining employee adaptability 
is also very useful. Training is not simply about changing people its also about 
developing people’s ability and readiness to cope with change when it occurs. 
This is a valuable if somewhat illusive concept.

The overall aim o f the book is ambitious and in a number o f ways it falls short 
of what could be expected. It’s a “neither nor” sort o f book that provides only 
partial treatment o f each subject dealt with. To give an example, the chapter on 
Cost/Benefit Analysis dwells at length on the measurement of training costs yet 
provides few original ways of calculating training benefits even though it is measure­
m ent o f the latter which tends to be problematic.

A  more basic disappointment is the overall scope o f  the book. The author 
delimits his subject in such a way that Organisation Development is treated as a 
separate discipline and set o f activities — closely related, certainly, but separate all 
the same. My quarrel with the author on this issue is both semantic and practical. 
If, as he correctly insists, the objectives o f Training and Development derive from 
broader organisational objectives, distinctions between these two disciplines reduce 
to terminology only; Training and Development is also Organisation Development. 
Training moreover is often used, quite deliberately, as an intervention in planned 
organisation change; it’s part of the “software” o f Organisation Development. 
Regrettably, its uses in such circumstances are dealt with in only a cursory way 
and their implications for the management o f  the function largely overlooked.

Disappointing also is the book’s failure to outline how the function can directly 
influence corporate strategy. While it must be conceded that thinking on this 
subject is still rather nascent (in the United States it answers to the decidedly gran­
diose title o f  Strategic Human Resource Management) at its centre is the powerful 
proposition that Manpower is an organisational variable which imposes strategic 
limitations (in the short-term) and offers strategic opportunities (in the longer- 
term) for the organisation as a whole. Manpower Development can therefore be 
managed very proactively and with considerably more impact than heretofore. 
The author eschews such possibilities however. His approach to managing the 
function is fundamentally more conservative and incremental.

So to a conclusion. Training and Development is an exciting subject but this 
som ehow manages to be quite a dull book. It offers lots o f sound and emminently 
practical advice but manages to be ambitious in intent rather than scope; it has 
ultimately more to do with efficiency than overall impact and influence. A worth­


