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Introduction

T h e  focus o f  th e  r e p o r te d  re se a rc h  w as th e  e x p lo ra tio n  o f  p o s s ib le  l in k s  
b e tw e e n  th e  s tr a te g ic  o b jec tiv es  o f  a  m a n a g e r ’s ro le  a n d  th e  p e r s o n a l i ty  
c h a ra c te r is t ic s  a n d  b u s in e ss  a t t i tu d e s  o f  th a t  m a n a g e r. S p ec ifica lly , s h o u ld  
ex e cu tiv es  p u r s u in g  a  s tra te g y  o f  g ro w th  a n d  in n o v a tio n  b e  d i f f e r e n t  to  
th o se  w h o se  s tra te g ic  o b je c tiv e  is to  m a x im is e  o n  a  s te a d y - s ta te  s i tu a t io n ?  
A  re la te d  q u e s t io n  c o n c e rn s  th e  o rg a n is a tio n ; how  d o e s  th e  in te r a c t io n  o f  
th e  b e h a v io u r  o f  th e  c h ie f  ex ecu tiv e  a n d  th e  c o -o rd in a t io n  o f  d i f f e r e n t  
s tra te g ic  ro le s  in  th e  c o m p a n y  p o r tfo lio  o f  ac tiv itie s  in f lu e n c e  c o r p o r a te  
success o r  fa ilu re ?

D o  c e r ta in  m a tc h e s  o f  m a n a g e rs  w ith  s tra te g ie s  lead  to  o v e ra ll su c c e s s  fo r  
th e  c o m p a n y  in  its a b i lity  to  in tro d u c e  c h a n g e  w h ile  m a in t a in in g  its  
e q u i l ib r iu m ?  T h is  d e lic a te  b a la n c e  —  th e  c o n tin u o u s  r e c o n c i l i a t io n  o f  
in n o v a tio n  a n d  e ffic ien cy  —  h a s  b e e n  te rm e d  th e  “ r e a d a p t iv e  p r o c e s s ” 
(L a w re n c e  a n d  D y e r , 1983). T h e  m a n a g e m e n t  o f  th e  r e a d a p t iv e  p ro c e s s  
in  c o m p a n ie s  to d a y  is a  key  success fa c to r  in  th e ir  su rv iv a l a n d  p r o s p e r i ty .

Managing Corporate Entrepreneurship
A n  im p o r ta n t  th e m e  o f  in d u s t r ia l  d e v e lo p m e n t a n d  th e  in t r o d u c t io n  o f  
in n o v a tio n  is  th e ' u se  o f  e x is tin g  la rg e r  b u s in e sse s  to  s p a w n  n e w  
e n te rp r is e s , a s  th e se  la rg e r  b u s in e sse s  a re  m o re  likely to  h a v e  th e  n e c e s s a r y  
re so u rc e s  th a n  sm a lle r  o n e s  (D ru c k e r , 1985). T h e  in g re d ie n ts  n e c e s s a r y  to  
g e n e ra te  th e se  trew  b u s in e sse s  a re  th e  p re se n c e  o f  e n t r e p re n e u r s  w i th in  th e  
c o rp o ra t io n  a n d  th e  o p p o r tu n i t ie s  fo r  in n o v a tio n  a ffo rd e d  to  s u c h  in t e r n a l  
e n t r e p re n e u r s .  T h is  p a ra lle ls  th e  v iew  th a t  r o o ts  th e  le v e l o f  
e n t r e p r e n e u r s h ip  o f  a n y  so c ie ty  in  th e  av a ila b ili ty  o f  e c o n o m ic  
o p p o r tu n i t ie s  a n d  th e  su p p ly  o f  e n t r e p re n e u r s  (M u rra y , 1981).

I t  h a s  b e e n  a r g u e d  th a t  in  a  c o rp o ra t io n  w ith  a p o r tfo l io  o f  d i f f e r e n t  
b u s in e ss  u n i ts ,  m a n a g e rs  in  c h a rg e  o f  new , g ro w th  o r ie n te d  b u s in e s s  u n i t s

*T h e  a u th o r is S ta f f  d e v e lo p m e n t O f f ic e r  at R a d io  Telefis É ire a n n .
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n e e d  to  b e  m o re  e n tre p re n e u r ia l  th a n  th o se  in  c h a rg e  o f  s ta tic , m a tu r e  
u n i t s  ( G u p ta ,  1982; B u s in ess  W eek , 1984). T h e  n ew  b u s in e ss  u n i t ,  
l a u n c h e d  fo r  d iv e rs ific a tio n  o r  g ro w th  p u rp o s e s  r e q u ir e s  m a n a g e r ia l  
q u a l i t ie s  ty p if ie d  b y  c o rp o ra te  e n t r e p re n e u r s  or, a c c o rd in g  to  a  n ew ly  
c o in e d  p h ra s e , b y  “ in t r a p re n e u r s ” (P in c h o t,  1985). P in c h o t (1985) 
d e s c r ib e s  th e  in tr a p re n e u r ,  like th e  fo u n d e r -o w n e r  e n t r e p re n e u r ,  as 
m o t iv a te d  p r im a rily  to  sa tis fy  a  p e rs o n a l  n e e d  fo r  a c h ie v e m e n t by  
b r in g in g  in to  ex is ten ce  n ew  p ro d u c ts  a n d  se rv ices  th a t  a re  m e a n in g fu l to  
h im s e lf  a n d  the m a rk e tp la c e , a n d , as  c o m m it te d  to  a c tio n  th a t  m a k e s  a  
r e a l i ty  o f  h is  id eas. O th e r  fe a tu re s  th a t  p a r t ic u la r ly  ty p ify  th e  
i n t r a p r e n e u r  are : g o a l-o r ie n te d  a n d  s e lf-m o tiv a te d , b u t  a lso  re s p o n d s  to  
c o r p o r a te  re w ard s  a n d  re c o g n itio n ; cy n ic a l a b o u t  th e  sy s tem  b u t  
o p t im is t ic  a b o u t h is  a b ility  to  o u tw it  it; n o t  a f r a id  o f  b e in g  f ire d  so  likes 
m o d e r a te  risk ; p leases  self, c u s to m e rs  a n d  sp o n so rs ; w o rk s  o u t  p ro b le m s  
w i th in  th e  system  o r  b y p asses  it w ith o u t  le a v in g ; a d e p t  a t  g e t t in g  o th e rs  
to  a g re e  to  p r iv a te  v is io n ; so m e w h a t m o re  p a t ie n t  a n d  w illin g  to  
c o m p ro m is e  th a n  th e  e n t re p re n e u r ,  b u t  still a  “d o e r ”.

S u s b a u e r  (1979) spells o u t th e  c o n tra s t  b e tw e e n  th e  d e s ira b le  m a n a g e m e n t  
c h a ra c te r is t ic s  fo r n e w  v ersu s  o ld  b u s in e sse s . T h e  m a n a g e m e n t  ty p e  fo r  
n e w  b u s in e s s  r e q u ir in g  in n o v a tio n  is d e f in e d  b y  a n  e m p h a s is  o n  y o u n g , 
a m b i t io u s ,  agg ressive , c o m p e ti tiv e  e n t r e p r e n e u r s  w ith  s tro n g  d e v e lo p ­
m e n t  a n d  g ro w th  p o te n tia l ,  a n d  h ig h  r isk  to le ra n c e . O n  th e  o th e r  h a n d ,  
th e  m a n a g e m e n t  ty p e  n e c e s sa ry  fo r  th e  m a tu r e  b u s in e s s  u n i t ,  w ith  its 
d e m a n d  fo r  effic iency  is d e f in e d  b y  a n  e m p h a s is  o n  se a so n e d , e x p e r ­
ie n c e d ,  “ h a rd - n o s e d ” o p e ra to rs  w ith  low  c h a n g e  to le ra n c e  w h o  seek  p r o ­
d u c t iv i ty  a n d  in s ta n t  re su lts , h a v in g  a n  im m e d ia te  r a th e r  th a n  a  lo n g ­
te r m  d e v e lo p m e n ta l o r ie n ta t io n .

The Present Study

( i)  T he Subjects: Irish D airy Co-operatives
T h e  s tu d y  w as b a s e d  in  o n e  in d u s t ry  only, in  d a i ry  co -o p e ra tiv e s , so th a t  
u n c o n t ro l la b le  fa c to rs  a t t r ib u ta b le  to  in d u s t ry  d if fe re n c e s  th a t  m ig h t 
c r e a te  c o n fu s io n  in  th e  in te r p re ta t io n  o f  th e  re s u lts  w o u ld  b e  e l im in a te d . 
O n e  c a n  th e n  see th e  a t t r ib u te s  o f  f irm s , in c lu d in g  s tra te g ie s  o f  f irm s , as 
r e la t iv e  to  c o m p e ti to rs ’ s tra te g ie s . To r a te  a  b u s in e s s  o n  so m e  a b s o lu te  
sc a le  is p r im a r ily  to  c h a ra c te r is e  th e  k in d  o f  in d u s t ry  it is in  (H a m b r ic k ,  
1983).

T h e  d a i r y  sec to r is th e  m o s t im p o r ta n t  a g r ic u l tu r a l  se c to r  in  I re la n d . 
F a r m e r s ’ co -o p e ra tiv e s  a re  in tr in s ic a lly  id e n tif ie d  w ith  d a i ry in g  in  
I r e la n d .  U n fo r tu n a te ly , th r o u g h  th e se  c o -o p e ra tiv e s , I r e la n d  h a s  n o t 
m a x im is e d  th e  p o te n tia l  fo r  v a lu e -a d d e d  in  d a i r y in g  (N E S C , 1984).
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V a rio u s  re c o * r* n e n d a tio n s  to  se cu re  th e  w e ll-b e in g  o f  d a i r y  c o -o p e ra tiv e s  
h a v e  b e e n  ma*Le b y  p e o p le  close to  th e  in d u s t ry  ( H o r a n ,  1984; ID A  1984; 
R u sse ll , 1985 ; I C O S ,  1987). T h e se  re c o m m e n d a tio n s  a t te m p t  to  in c re a s e  
v a lu e -a d d e d  j) e r  w o rk h o u r  by  tw o m e a n s  —  (i) in n o v a tio n , i.e. s h if t in g  o f  
re so u rc e s  to  n ew  a c tiv itie s  th a t  c o m m a n d  a  h ig h e r  in te r n a t io n a l  p r ic e  p e r  
u n i t  o f  in p u t  th a n  h e re to fo re , a n d  (ii) efficiency, a c h ie v in g  m o r e  o u tp u t  
f ro m  th e  s a m e  o r  less in p u t  (N E S C , 1984). T h e  in n o v a t io n - o r ie n te d  
re c o m m e n d a tiio n s  e m p h a s is e  th e  n ec ess ity  to  d iv e rsify  o u t  o f  c o m m o d ity  
d a i ry  p r o d u c ts  su c h  a s  b u t te r  a n d  sk im  m ilk  p o w d e r  in to  h ig h e r  v a lu e -  
a d d e d  p ro d u c ts  su c h  a s  cheeses, “ h e a lth  fo o d s”, e tc . W i th  r e s p e c t  to  
e ffic ien c y  th e re  m u s t  b e  a  r e d u c tio n  in  costs th ro u g h  a  r e d u c t io n  in  th e  
p r ic e  p a id  for th e  b a s ic  ra w  m a te r ia l,  m ilk , a  re d u c tio n  in  l a b o u r  c o s ts  a n d  
a  g e n e ra l  r a t io n a l is a t io n  a n d  s tre a m lin in g  o f  o p e r a t io n s  b y  v a r io u s  
m e a n s ,  in c lu d i ng  a  d ra s t ic  r e d u c tio n  in  th e  la rg e  n u m b e r  o f  c o -o p e ra tiv e s  
f ro m  a b o u t  fi% to  th re e .

T h e  10 c o -o p e ta tiv e s  in  th e  s tu d y  all fall w ith in  th e  to p  2 0 0  o f  I r e l a n d ’s 
c o m p a n ie s  base*! o n  1985 tu rn o v e r  a n d  8 o f  th e  10 a re  w i th in  th e  to p  o n e  
h u n d r e d .  S ev ern y -fiv e  p e r c e n t  o f  m ilk  su p p lie d , 60 p e r c e n t  o f  tu r n o v e r  
a n d  70 p e r c e n t  o f  a s se ts  e m p lo y e d  in  th e  d a iry  se c to r  a r e  a c c o u n te d  fo r  
by  th e  10 s a m p le  c o -o p e ra tiv e s . ( IC O S , 1986). I t  w o u ld  b e  f a ir  to  c o n c lu d e  
th a t  th ese  co-og*eratives r e p re s e n t  th e  m a jo r  p a r t  o f th e  a c tiv i tie s  in  th e i r  
sector.

I t  w as necessairy  to  c a te g o ris e  th e  10 co -o p e ra tiv e s  in  te rm s  o f  t h e i r  r é ­
a d a p ta t io n ,  i .e . th e i r  a t ta in m e n t  o f  in n o v a tio n  a n d  effic ien cy , th e  tw o  key  
c r i te r ia  o f  succoess th a t  h a v e  e m e rg e d  in  th e  in d u stry .

In n o v a tio n  w is: m e a s u re d  by  m e a n s  o f  a n  In n o v a tiv e n e s s  R a t in g  S c a le  
d e v e lo p e d  b y  tJue a u th o r  to  e v a lu a te  level o f  in n o v a tio n  in  e a c h  o f  th e  c o ­
o p e ra tiv e s  w ith  re sp e c t: (i) to  n ew  p ro d u c t d e v e lo p m e n t, ( ii)  te c h n o lo g y , 
( iii)  m a rk e tin g ,  a n d  (iv ) g e n e ra l b u s in e ss  b eh a v io u r. I t  w as  f ille d  o u t  by  
in d u s t ry  e x p e r ts  w h o  w e re  fa m ilia r  w ith  th e  co -o p e ra tiv e s .

E ffic ie n c y  fo r  eacch c o -o p e ra tiv e  w as m e a s u re d  by  th e  r a t io  o f  R e t u r n  o n  
N e t  A sse ts  (R O N A )  o v e r th e  la s t 3 y e a r  p e r io d  as  a  g o o d  in d ic a to r  o f  h o w  
p ro d u c tiv e ly  th e  a s se ts  o f  th e  b u s in e ss  w ere  b e in g  p u t  to  u se .

B y  p la c in g  e a c l  >of th e  10 c o -o p e ra tiv e s  ab o v e  o r  b e lo w  th e  m e a n  o f  th e  
ra n g e  fo r  innow a-tiveness a n d  fo r  efficiency, it w as p o s s ib le  to  d e r iv e  4 
g ro u p s  o f  c o -o p e ra tiv e s  b a s e d  o n  th e ir  re la tiv e  a c h ie v e m e n t o f  r é a d a p t a t ­
io n , as  follow s:—

G ro u p  E + I  4- —  h ig h  efficiency , h ig h  in n o v a tio n  (3  c o - o p e ra t iv e s )
G ro u p  E - I  +  —  low  efficiency , h ig h  in n o v a tio n  (3 c o -o p e ra t iv e s )
G ro u p  E + I — —  h ig h  efficiency , low  in n o v a tio n  (1 c o - o p e ra t iv e )
G ro u p  E - I -  —  low  efficiency , low  in n o v a tio n  (3 c o -o p e ra t iv e s )



(ii)  The Co-operative Executives
T h e  c h ie f  ex ecu tiv e  a n d  2 s e n io r  m a n a g e rs  f ro m  e a c h  o f  th e  10 c o ­
o p e ra tiv e s  w ere  in te rv ie w e d . T h is  gave a  to ta l  o f  30  su b je c ts , a ll m a le . T h e  
2 s e n io r  m a n a g e rs  w ere  ch o sen  a c c o rd in g  to  th e  fo llo w in g  r e q u ir e m e n ts :
—  C a te g o r y  A —  a  m a n a g e r  in  c h a rg e  o f  a n  ‘o ld ’ m a tu r e  b u s in e s s  u n i t ,  

t r a d i t io n a l  to  th e  c o -o p e ra tiv e  c o n c e rn e d , re c e iv in g  v e ry  li t t le  in v e s t­
m e n t  a n d /o r  b e in g  m a n a g e d  f ru g a lly  to  m a x im is e  s h o r t- te r m  c a sh  
flow. T h e  m a n a g e rs  p ic k e d  fo r  th is  c a te g o ry  te n d e d  to  b e  in  c h a rg e  o f  
f a c to ry  p ro c e ss in g  m a in ly  o f  c o m m o d itie s , o r  t r a d in g  in  fa rm  in p u ts ,  
a n d  h a d  a  go o d  d e a l o f  c o n ta c t w ith  fa rm e rs .

—  C a te g o r y  B —  a  m a n a g e r  in  c h a rg e  o f  a  “ n e w ” re c e n tly  in tro d u c e d  
p ro d u c t / fu n c t io n ,  novel to  th e  c o -o p e ra tiv e  c o n c e rn e d ,  a  b u s in e s s  
r e c e iv in g  a g e n e ro u s  level o f  in v e s tm e n t w ith  r e tu r n s  e x p e c te d  in  th e  
m e d iu m  to lo n g - te rm . T h e  a c tiv itie s  u n d e r  th is  h e a d in g  in c lu d e d  
R & D , n ew  b u s in e ss  d e v e lo p m e n t/m a rk e t in g  fu n c tio n s  a n d  n e w  p r o ­
d u c ts /d iv is io n s  such  as cheeses o r  m ea ts . T h e y  w ere all a t  th e  e m b ry o n ic  
s ta g e , s u r ro u n d e d  b y  u n c e r ta in ty  b u t  w ith  h o p e  a n d  p ro m is e ;  tw o  o f  
th e  m a n g e r s  sp o n ta n e o u s ly  u se d  th e  te rm  “ th e  je w e l in  th e  c ro w n ” to  
d e s c r ib e  th e  ro le  o f  th e ir  e n te rp r is e  in  th e i r  c o -o p e ra tiv e s ’ p o r tfo lio s  o f  
b u s in e s s  un its .

( i i i)  M ethod: Repertory Grid Technique.
T h e  c e n tr a l  re se a rc h  m e th o d  em p lo y e d  in  th e  s tu d y  w as R e p e r to r y  G r id ,  
a  te c h n iq u e  d ev e lo p ed  by  p sy c h o lo g is ts  to  m e a s u r e  how  w e p e rc e iv e  th e  
w o r ld  a n d  th e  in te r re la t io n s h ip s  a m o n g s t  th e  v a r io u s  p e o p le  a n d  o b je c ts  
in  o u r  e n v iro n m e n t  (E d e n  a n d  J o n e s ,  1984). R e p e r to r y  G r id  w as u se d  in  
th is  s tu d y  to  a s c e r ta in  w h a t h y p o th e se s  th e  su b je c ts  a p p l ie d  a b o u t  m a n a g ­
e r ia l  c h a ra c te r is tic s  w ith  re sp e c t to  b u s in e s s  su ccess  in  c e r ta in  s tra te g ic  
s i tu a t io n s ,  a n d  how  th e y  th e m se lv es  o p e r a te d  o n  th e se  h y p o th e se s  in  th e i r  
o w n  lives.

R e p e r to r y  G rid  resolves th e  conflic t b e tw e e n  th e  t id y  s tru c tu re  o f  q u e s tio n ­
n a i r e s  w h ic h  give th e  re s p o n d e n t lit tle  f re e d o m  o f re sp o n se , b u t  d o  e n a b le  
s ta t is t ic a l  a n a ly s is , a n d  a lte rn a tiv e ly , o p e n - e n d e d  in te rv ie w s  w h ic h  g ive  
f r e e d o m  to  the  re s p o n d e n t b u t  p la y  h a v o c  w ith  s ta tis t ic a l an a ly s is . W i th  
R e p e r to r y  G rid , b a s ic a lly  th e  in te rv ie w e e  in tro d u c e s  th e  c o n c e p ts  th a t  a r e  
m e a n in g f u l  to h im ; th e se  a re  s u b s e q u e n tly  su b je c te d  to  e x a m in a t io n  o f  th e  
in te r r e la t io n s h ip s  a m o n g s t  th e m . T h e s e  c o n c e p ts  (c a lle d  constructs) a r e  
th e r e  to  b e  e lic ited  f ro m  th e  in te rv ie w e e  r a th e r  th a n  su p p lie d  to  h im .

F o r  e a c h  su b je c t th e  a d m in is t r a t io n  o f  th e  R e p e r to r y  G r id  w as p re c e d e d  
b y  a n  in te rv ie w  w h ic h  co v e red  v a r io u s  p o in ts ,  in c lu d in g  th e  in d iv id u a l’s 
c a r e e r  h is to ry  to  d a te  a n d  h is  sp ec ific  fu n c t io n  w ith in  h is  c o -o p e ra tiv e .
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(iv ) Results
A n  in it ia l  c la s s if ic a tio n  w as c a r r ie d  o u t o f  all the  c o n s tru c ts  t h a t  w e re  
e l ic i te d  f ro m  th e  30  ex ecu tiv es . T h is  w ou ld  in d ic a te  th e  so r ts  o f  c o n c e p ts ,  
id e as , a n d  m a n a g e r ia l  c h a ra c te r is tic s  th a t  th ese  ex ecu tiv es  a s so c ia te d  w ith  
b u s in e s s  b e h a v io u r . I t  is a s s u m e d  th a t  th e  im p o r ta n c e  o r  m e a n in g fu ln e s s  
o f  th e  c o n s tru c ts  c a n  b e  e s t im a te d  f ro m  th e  n u m b e r  o f  p e o p le  o u t  o f  th e  
m a x im u m  o f  30 f ro m  w h o m  th e  c o n s tru c t w as e lic ited ; th e  g r e a te r  th e  
n u m b e r  o f  p e o p le  s p o n ta n e o u s ly  in tro d u c in g  a c o n s tru c t ,  th e  m o r e  
im p o r ta n t  is th a t  c o n s tru c t.

A  to ta l  o f  29  c o n s tru c ts  w ere  e lic ited . T h e  to p  10, i.e. th e  m o s t im p o r ta n t  
c o n s tru c ts  a r e  as follow s ( n u m b e r  o f  execu tives o u t  o f  th e  3 0  w h o  
p r o d u c e d  th e  c o n s tru c t  a p p e a rs  in  b rack e ts):
—  r isk  ta k in g  v e rs u s  c a re fu l, c a u tio u s  (30),
—  in n o v a tiv e  v ersu s co n se rv a tiv e , tr a d i t io n a l  (29),
—  in s ig h tfu l , u n d e r s ta n d s  in d u s try , fo resees fu tu re  d e v e lo p m e n ts  a n d  

th e i r  s tra te g ic  im p lic a tio n s  (26 ),
—  d y n a m ic , g ro w th -o r ie n te d  (26),
—  re s o u rc e fu l ,  e n te rp r is in g ,  d ec is iv e  (26),
—  g o o d  ju d g e m e n t ,  b u s in e s s  a c u m e n  (22),
—  e n e rg e tic , c o m m itte d , h a rd -w o rk in g  (21),
—  m a x im is e s  p ro f i t ,  h a s  a n  eye o n  th e  b o tto m  lin e  (17),
—  le a d e rs h ip  a b ilitie s , c o m m a n d s  re sp e c t f ro m  a n d  m o tiv a te s  s u b o r d in ­

a te s  (16),
—  p la n n e r ,  se ts c le a r  s h o r t- te rm  ob jec tiv es  (16).

I t  c a n  b e  se en  th a t  c h a ra c te r is t ic s  th a t  p e r ta in  to  e n t r e p r e n e u r s h ip  f e a tu r e  
v e ry  s tro n g ly  a t  th e  to p  o f  th e  lis t. In  p a r tic u la r , w e  h a v e  r is k - ta k in g ,  
in n o v a tiv e n e ss , a  lo n g - te rm  s tra te g ic  o u tlo o k  a n d  a g ro w th  o r ie n t a t io n  a s  
th e  to p  f o u r  c o n s tru c ts .  T h is  aw a re n ess  o f  a n d  in  in te r e s t  in  
e n t r e p r e n e u r ia l  b e h a v io u r  is r e m a rk a b le  in  a n  e c o n o m ic  s e c to r  w h ic h  in  
th e  p a s t ,  h as  h a d  a  re la tiv e ly  t r a d i t io n a l  co n se rv a tiv e  o u tlo o k .

T h e  n e x t s tag e  o f  th e  a n a ly s is  w as to  e x a m in e  how  th e  e x e c u t iv e s  saw  
th e m se lv e s  in  te rm s  o f  th e  c o n s tru c ts  th a t  th e y  h ad  p r o d u c e d .  W h a t  s o r t  
o f  p e o p le  d id  th e y  re c k o n  w e re  s u ita b le  to  r u n  th e ir  in d u s t r y  a n d  h o w  d id  
th e y  th e m se lv es  Fit in ?  W h a t  a s p ira tio n s  d id  th e y  have  fo r  th e  f u tu r e ,  a n d  
h o w  fa r  h a d  th e y  g o t in  a t ta in in g  th e m ?

T h e  m a in  q u e s tio n  w as w h e th e r  th e  re p e r to ry  g rid  r e s u l ts  o f  m a n a g e r s  
c a r r y in g  o u t  d if fe re n t  s tr a te g ic  ro les  v a r ie d  a c c o rd in g  to  th e  4  c o - o p e ra t iv e  
g ro u p s  th a t  h a d  b e e n  d e r iv e d , b a s e d  o n  th e ir  levels o f  in n o v a t io n  a n d  
e ff ic ien c y  (i.e. th e ir  levels o f  r é a d a p ta t io n ) .  T h is  a n a ly s is  e n t a i l e d  th e  
f o rm a tio n  o f  12 g ro u p  g r id s  (ca lled  “ c o n s e n su s” g rid s) , i.e. a  g r o u p  g r id  
fo r  e a c h  o f  th e  3 ty p e s  o f  e x e cu tiv es  fo r ea ch  o n e  o f  th e  4  c o - o p e ra t iv e  
g ro u p s .
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A  c o m p a r is o n  o f  th e  4 c o n se n su s  g r id s  re p re s e n t in g  th e  c h ie f  ex ecu tiv es  
f ro m  e a c h  o f  th e  4 c o -o p e ra tiv e  g ro u p s  w as c a r r ie d  o u t .  S im ila r  
c o m p a r is o n s  w ere c a r r ie d  o u t fo r th e  m a n a g e rs  in  c h a rg e  o f  o ld  ac tiv itie s  
a n d  fo r  th e  m a n a g e rs  in  c h a rg e  o f  n e w  a c tiv itie s . T h is  e n a b le d  
c o m p a ra t iv e  p ic tu re s  to  e m e rg e  o f  h o w  th e  d if fe re n t ty p e s  o f  ex ecu tiv es  
th o u g h t  a n d  o p e ra te d  in  th e  d if fe re n t c o -o p e ra tiv e  g ro u p s  a n d  how  th e  
ro les  o f  th e  d if fe re n t ex ecu tiv es  w ere  c o -o rd in a te d  in  th e se  g ro u p s . W ere  
th e  m o r e  re a d a p tiv e  co -o p e ra tiv e s  o rg a n is e d  d if fe re n tly  to  th e  less 
r e a d a p tiv e  o n es in  te rm s  o f  th e  s tr a te g y -m a n a g e r  fit?

The E + I +  co-operatives: I t  w as fo u n d  th a t  m a n a g e rs  o f  o ld  a c tiv itie s  in  th e  
h ig h  effic iency , h ig h  in n o v a tio n  c o -o p e ra tiv e s  w e re  v e ry  p ro f i t -o r ie n te d  
a n d  id e n tif ie d  less w ith  a  h ig h  g ro w th  o u tlo o k  th a n  th e ir  o ld  b u s in e ss  
c o u n te r p a r t s  in  o th e r  c o -o p e ra tiv e s . T h e y  w ere  in w a rd  lo o k in g , p r im a r i ly  
m o tiv a te d  to w a rd  e ffic ien t p ro d u c t io n .  T h u s ,  th e y  se e m e d  to  fu lfill th e ir  
s t r a te g ic  ro les  m o re  in  th e  e x p e c te d  d ir e c tio n  th a n  th e  o ld  b u s in e ss  
m a n a g e r s  in  the o th e r  c o -o p e ra tiv e  g ro u p s .

M a n a g e r s  o f  n ew  ac tiv itie s  in  th e  E  + I +  c o -o p e ra tiv e s  co n v ey ed  a 
c a u tio u s ,  re la tiv e ly  s h o r t- te rm  im p re s s io n  o f  in c re m e n ta l  c h a n g e  th a t  is 
w ell o rg a n is e d , close to  th e  c u s to m e r  a n d  p r o f i t -o r ie n te d .  T h e s e  m a n a g e rs  
w e re  h ig h ly  g ea red  to  to d a y ’s s i tu a tio n ;  a  b r o a d e r  fu tu r is t ic  v iew  o f  th e  
in d u s t ry  a n d  a  g ro w th  o r ie n ta t io n  w e re  n o t th a t  re la tiv e ly  im p o r ta n t  to  
th e m .

I t  se e m s  th a t  e n t r e p re n e u r ia l  d e c is io n s  in v o lv in g  g ro w th , r isk  a n d  
in n o v a t io n  w ere m a d e  b y  th e  c h ie f  e x e cu tiv es  in  th e  E  + I +  co -o p e ra tiv e s , 
w h ic h  le av e s  less ro o m  fo r e n t r e p re n e u r s h ip  a t  th e  m a n a g e r ia l  level, b u t  
s till r e q u ir e s  a h ig h  n e e d  fo r c o m p e te n t  m a n a g e m e n t ;  h e n c e , w e h av e  th e  
re la t iv e ly  co n se rv a tiv e  s ta n c e  ta k e n  b y  th e  m a n a g e r s  in  c h a rg e  o f  th e  n ew  
a c tiv itie s .

o
T h e  c h ie f  ex ecu tiv es  o f  th e  E  + I +  c o -o p e ra tiv e s  w ere  p a r t ic u la r ly  self- 
c o n f id e n t  p eo p le . W h ile  th e y  h a d  a  s t ro n g  in te r n a l  lo c u s  o f  c o n tro l ,  fee lin g  
th a t  th e y  w ere  in  c h a rg e  o f  th e i r  o w n  d e s tin ie s , a t  th e  s a m e  t im e  th e y  d id  
n o t  r u le  o u t  good  lu c k  as a n  in g r e d ie n t  o f  success. In  th a t  re sp e c t, th e y  
d if fe re d  f ro m  all th e  o th e r  su b je c ts  in  th e  s tu d y  w h o  c o n s id e re d  th a t  by- 
a n d - la rg e  “ you m a k e  y o u r  o w n  lu c k ”.

The E - I  + co-operatives: T h e  m a n a g e rs  o f  o ld  a c tiv itie s  in  th e  in n o v a tiv e , 
less e f f ic ie n t  co -o p e ra tiv e s  v a lu e d  r isk  ta k in g  w h ic h  m ig h t  h av e  b e e n  
c o u n te rp ro d u c t iv e  fo r th e ir  effic iency , p e r h a p s  by  in v o lv in g  th e i r  c o -o p e r ­
a tiv e s  in  im p r u d e n t  e x p e n d itu re . T h e y  h a d  less c o m m itm e n t  a n d  e n e rg y  
b u t  g r e a te r  p e rso n a l a m b it io n  th a n  th e ir  c o u n te r p a r ts  m a n a g in g  o ld
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b u s in e s s  in  th e  o th e r  co -o p e ra tiv e s , p o ss ib ly  la c k in g  th e  d o g g e d  p e r s is t ­
e n c e  th a t  m a tu r e  e n te rp r is e s  d e m a n d . G en e ra lly , th e i r  se n se  o f  se lf  w as 
n o t c le a r ly  d e f in e d  a n d  th e y  h a d  a  re la tiv e ly  p o o r  se lf- im ag e .

T h e  m a n a g e rs  o f  n ew  e n te rp r is e s  in  th e  E  - 1 + c o -o p e ra tiv e s  h a d  a  g o o d  
a w a re n e ss  o f  lo n g - te rm  s tra te g ic  fac to rs ; th e y  w ere e x p a n s iv e  a n d  im a g in ­
a tiv e  in  th e i r  o u tlo o k . I n  sh o r t, th e y  d isp lay e d  s t r o n g  e n t r e p r e n e u r ia l  
a t tr ib u te s .

In  th e se  c o -o p e ra tiv e s , th e  c h ie f  ex ecu tiv es  w ere  n o t d ec is iv e  a n d  d isp la y e d  
d is d a in  fo r  d e ta il ,  s tr ic t  o rg a n is a tio n  a n d  m e th o d ic a l  b e h a v io u r ,  
p r e f e r r in g  im p u ls iv e , in s t in c tiv e  a c tio n . T h e y  d id  n o t  fa v o u r  ta k in g  r isk s  
b u t  w e re  m o r e  in c lin e d  to  ta k e  g a m b lin g  as o p p o se d  to  c a lc u la te d  r isk s  
w h e n  th e y  d id  ta k e  a n y  risk s . T h e s e  c h ie f  execu tives te n d e d  n o t  to  e x e rc ise  
s tr ic t  c o n tro l o v e r  th e ir  su b o rd in a te s . T h is  " p e rm is s iv e ”  a t t i tu d e  a llo w ed  
th e  m a n a g e rs  o f  n e w  b u s in e sse s  to  ex p re ss  te n d e n c ie s  th a t  w e re  b e n e f ic ia l  
fo r  th e  in n o v a tiv e n e s s  o f  th e  c o -o p e ra tiv e , b u t it a lso  a l lo w ed  th e  
e x p re s s io n  o f  te n d e n c ie s  b y  m a n a g e rs  o f  the  o ld  b u s in e s se s  th a t  
d im in is h e d  efficiency .

The E + I -  co-operative: T h e  f in d in g s  w ere  b a s e d  on  th r e e  in d iv id u a l  g r id s , 
so th e y  m a y  b e  less g e n e ra lis a b le  th a n  is th e  case fo r  th e  o th e r  3 c o ­
o p e ra tiv e  g ro u p s .

T h e  m a n a g e r  in  c h a rg e  o f  th e  o ld  a c tiv ity  w as seen  as  a c tiv e  a n d  c o m ­
m it te d ,  d ec is iv e  a n d  h ig h ly  r isk  averse; h e  w as s tro n g ly  c o n s e rv a tiv e . A ll 
o f  th e se  f e a tu re s  c o n fo rm  to  th e  re su lt  o f  h ig h  effic iency  e v id e n c e d  in  th is  
c o -o p e ra tiv e .

S h o rt a n d  lo n g - te rm  p la n n in g ,  g o o d  a n a ly s is  a n d  a  c o m m itm e n t  to  a c t io n  
a n d  im p le m e n ta t io n  f e a tu re d  in  th e  p ro file  o f  th e  m a n a g e r  in  c h a r g e  o f  
a  n ew  b u s in e s s  in  th e  E  + I -  c o -o p e ra tiv e . H ow ever, h is  p ro f i le  a lso  
in d ic a te d  a  low  p r io r i ty  g iv e n  to  in n o v a tio n  a n d  th e  in t r o d u c t io n  o f  
ch a n g e . T h u s ,  d ie  p la n n in g  a n d  im p le m e n ta tio n  skills o f  th is  m a n a g e r  
m a y  h a v e  b e e n  d ir e c te d  m o re  to w a rd  im p ro v e m e n t o f  th e  s ta tu s  q u o  
r a th e r  th a n  to w a rd  in n o v a tio n , a c c o u n t in g  fo r  th e  low  in n o v a t io n  s c o re  o f  
th e  c o -o p e ra tiv e .

T h e  low  in n o v a t io n  sc o re  w as also  a c c o u n te d  fo r  by th e  h e a d l in e  t h a t  w as 
se t by  th e  c h ie f  ex ecu tiv e . H e  gave a  h ig h  p r io r i ty  to  s e rv in g  h is  c u s to m e rs ,  
to  re so u rc e fu ln e s s  a n d  d ec is iv en ess  a lo n g  w ith  a n  e m p h a s is  o n  m a k in g  th e  
r ig h t  d e c is io n s  a n d  to  p ro f i t -m a x im is a t io n ,  all o f  w h ic h  o b v io u s ly  
c o n t r ib u te  to  e ff ic ien c y  in  th e  fo rm  o f  a  g o o d  r e tu rn  o n  n e t  a s se ts . W h ile  
h e  sh o w ed  so m e  in te r e s t  in  in n o v a tiv e n e ss  a n d  g ro w th , it to o k  s e c o n d  
p la c e  to  h is  c o n c e r n  fo r  im m e d ia te  p ro fita b ility .
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The E - I -  co-operatives: T h e  m a n a g e rs  in  c h a rg e  o f  o ld  a c tiv itie s  in  th e  
lo w est efficiency, low est in n o v a tio n  c o -o p e ra tiv e s  h a d  th e  m o s t 
e n t r e p r e n e u r ia l  p ro file  o f  all th e  m a n a g e rs  in  c h a rg e  o f  o ld  a c tiv itie s . T h e y  
w e re  h ig h e s t  on  in n o v a tio n  a n d  g ro w th  o r ie n ta t io n .  M o re o v e r, th e y  w ere  
h ig h ly  a c tiv e  in  th e ir  b e h a v io u ra l o r ie n ta t io n s  w h ic h  m e a n s  th a t  th e y  
p r o b a b ly  a c t o n  th e ir  e n t r e p re n e u r ia l  im p u lse s . A lth o u g h  th e y  w ere  a lso  
co s t c o n sc io u s  th is  m a y  have b e e n  sw a m p e d  b y  th e i r  in te re s t  in  
in n o v a tio n .  T h e i r  e n t re p re n e u r ia l  in te re s ts  m a y  w ell h av e  c o n flic te d  w ith  
th e i r  ro le  as  m a n a g e rs  o f  m a tu r e  a c tiv itie s .

I n  th e  E - I -  c o -o p e ra tiv e s , th o se  m a n a g e rs  in  c h a rg e  o f  n e w  b u s in e sse s  
la c k e d  a  d e fin itiv e  v iew  o f  th e ir  o b je c tiv es  a n d  th e i r  ro les. I n  g en e ra l, th e y  
h a d  n o  d e d ic a tio n  to  a c tio n  o r  im p le m e n ta tio n .  T h e s e  re su lts  c o n f irm  a  
se lf- im a g e  o n  th e  p a r t  o f  th e se  m a n a g e rs  as  p o o r  p la n n e r s  a n d  
d e c is io n -m a k e rs .

I t  w o u ld  a p p e a r  th a t  n e i th e r  th e  n ew  n o r  o ld  b u s in e s s  m a n a g e rs  in  th e  
E - I -  co -o p e ra tiv e s  w ere  ab le  to  fu lfill th e ir  s tra te g ic  ro les  v e ry  
effec tive ly , in  p a r t ,  b e c a u s e  th e y  h a d  re c e iv e d  n o  c le a r  d ir e c tio n  o n  th e  
n a tu r e  o f  th e ir  ro les a n d  lit tle  o r  n o  s u p p o r t  in  c a r ry in g  th e m  o u t.

T h e  c h ie f  execu tives  in  th e  E - I -  c o -o p e ra tiv e s  h a d  a  s t ro n g  n e e d  to  b e  
in  c o m m a n d  an d  to  b e  active . T h e s e  n e e d s  a lo n g  w ith  a n  a p p a r e n t  b e l ie f  
in  to u g h , ru th le ss  m a n a g e m e n t  m a y  h av e  m a d e  th e m  in c o n s is te n t 
d e le g a to rs ,  c re a tin g  a n  im a g e  o f  in s e n s it iv i ty  to  s u b o rd in a te s  th a t  
d a m a g e d  th e  fu lf illm e n t o f  o rg a n is a tio n a l  o b je c tiv es . T h e s e  c h ie f  
e x e c u tiv e s  d id  h av e  a n  e x p a n s iv e  in te re s t  in  n ew  te c h n o lo g y  a n d  in  
s t r a te g ic  u n d e r s ta n d in g  o f  th e ir  in d u s t ry  a lo n g s id e  s tro n g  cost 
c o n sc io u sn e ss , tw o p o te n tia l ly  o p p o s in g  te n d e n c ie s  th a t  th e y  se e m e d  
u n a b le  to  reconcile .

Conclusions and Discussion
B y a n d  la rg e  th e  d e g re e s  o f  r é a d a p ta t io n  a c h ie v e d  in  th e  d if fe re n t c o ­
o p e ra t iv e  g ro u p s  w ere  re f le c te d  in  th e  o rg a n is a t io n  o f  s tra te g ic  ro les a n d  
th e  r e s u l t in g  s tr a te g y -m a n a g e r  fit. I t  is c o n c lu d e d  th a t  th e  s tra te g y -  
m a n a g e r  fit is d e p e n d e n t ,  firstly , o n  th e  e ffec tiv e n ess  a n d  c la r ity  o f  th e  
s t r a te g y  itself, th e n  o n  th e  lo c u s  o f  e n t r e p r e n e u r ia l  d e c is io n -m a k in g  a n d  
o n  o th e r  o rg a n is a tio n a l  fac to rs .

T h e  s tu d y  in d ic a te s  th a t  th e  o rg a n is a t io n  o f  su ccessfu l r é a d a p ta t io n  c a n  
ta k e  se v e ra l fo rm s. I n  th e  ca se  o f  th e  E  + I +  c o -o p e ra tiv e s , r é a d a p ta t io n  
o c c u r re d  b e c a u se  s tra te g ic  d e c is io n s  in v o lv in g  e n t r e p re n e u r ia l  in it ia t iv e s  
w e re  m a d e  a t c o rp o ra te  level a n d  c o m p e te n t  m a n a g e rs  w ere  se lec ted  to  
im p le m e n t  these d ec is io n s .
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A  d if fe re n t  m o d e l o f  in tr a -c o rp o ra te  e n t re p re n e u r s h ip  is p r o p o s e d  by 
B u rg e lm a n  (1984) w h e re b y  e n tre p re n e u r ia l  in itia tiv e s  a r e  ta k e n  a t  lo w e r  
levels in  th e  o rg a n is a tio n  a n d  th e  ro le  o f  c o rp o ra te  m a n a g e m e n t  is l im i te d  
to  th e  re tro a c tiv e  ra t io n a l is a t io n  o f  th o se  in itia tiv es . T h is  m o d e l m ig h t  
d e s c r ib e  th e  E - I +  c o -o p e ra tiv e s  w ith  th e ir  “ la isse r fa ire ” c h ie f  e x e c u t iv e s  
th a t  p rov ided , sc o p e  fo r  th e  e n tre p re n e u r ia l  in itia tiv e s  o f  th e  m a n a g e r s  in  
c h a rg e  o f  n ew  b u s in e s s  u n its .  H ow ever, a  b e t te r  s t r a te g y - m a n a g e r  fit in  
th e  o ld  b u s in e s s  u n its  w o u ld  h av e  a d v a n c e d  e ff ic ien c y  a s  w ell a s  
in n o v a tio n  in  th e se  c o -o p e ra tiv e s , s ince  th e  s tu d y  s tro n g ly  su g g e s ts  th a t  
r isk - ta k e rs  a n d  e n t r e p re n e u r ia l ly  in c lin e d  p eo p le  sh o u ld  n o t  b e  in  c h a r g e  
o f  ac tiv itie s  th a t  ca ll fo r  p o s itiv e  cash  flow  a n d  t ig h t c o n tro ls .  I t  m a y  b e  
th a t  th e  B u r g e lm a n  m o d e l su its  c o m p a n ie s  th a t  a r e  a t te m p t in g  to  
in tro d u c e  in n o v a tio n ,  p ro v id in g  effic iency  h a s  a lre a d y  b e e n  a c h ie v e d  a n d  
w ill b e  m a in ta in e d .  T h e  m o d e l th a t  d esc rib es  th e  E  + I +  c o -o p e ra tiv e s  
m a y  su it c o m p a n ie s  w h e re  a  c e r ta in  a m o u n t  o f  in n o v a tio n  h a s  a l r e a d y  
ta k e n  ro o t a n d  e ff ic ie n t m a n a g e m e n t  o f  th a t  in n o v a tio n  is n e c e s s a ry  in  
o r d e r  to  r e a p  th e  f in a n c ia l b e n e f its  f ro m  it.

I t  h a s  b e e n  su g g e s te d  th a t  th e  co -e x is te n ce  o f  e ffic ien cy  a n d  in n o v a t io n  
c a n n o t  b e  a c h ie v e d  in  o n e  fell sw oop. I t  m a y  b e  m o re  u s u a l  to  f irs t  a t t a i n  
a  m o d e ra te  d e g re e  o f  in n o v a tiv e n e ss  a n d  g ra f t  effic iency  o n  to  it o r  to  f irs t  
b e c o m e  h ig h ly  e ff ic ie n t a n d  th e n  m o v e in to  in n o v a tio n  ( M u rra y ,  1985). 
F u tu r e  s c e n a r io u s  sh o u ld  th e n  see th e  E - I +  g ro u p  o f  c o -o p e ra t iv e s  
b e c o m e  m o re  e ff ic ie n t, p e rh a p s  as th e y  b e g in  to  a c h ie v e  e c o n o m ie s  o f  
sca le  w ith  e x p a n d in g  m a rk e ts  fo r  th e ir  n ew  p ro d u c ts  (m o v in g  to  th e  
E  + I +  m o d e l o f  o rg a n is a tio n ? ) .  B y  th e  sa m e  to k e n  th e  E  + I -  c o - o p e ra t iv e  
co u ld  b e g in  to  e x p lo re  n ew  te rr ito r ie s  a n d  b e c o m e  m o re  in n o v a t iv e  
(m o v in g  to  th e  B u r g e lm a n  m o d e l? ) . P e rh a p s  th e  re a s o n  fo r  th e  n o n -  
re a d a p tiv e  p o s it io n  o f  th e  E - I -  c o -o p e ra tiv e s  is th a t  th e y  h a v e  t r i e d  to  
s tr ik e  o u t  in  to o  m a n y  d ire c tio n s  a t o n ce  a n d  have  b e c o m e  im m o b il is e d .

T h is  s tu d y  e x a m in e d  th e  sc e n a r io  a t  o n e  p o in t  in  t im e . I t  w o u ld  b e  
in te re s t in g  to  e x p lo re  th e  d y n a m ic s  o f  th e  o rg a n is a tio n  o f  r é a d a p ta t i o n  
o v e r a  lo n g e r  t im e  p e r io d .  A  lo n g itu d in a l  s tu d y  co u ld  e s ta b l is h  w h e th e r  
th e re  is so m e  n e c e s s a ry  e v o lu tio n  o f  o rg a n is a tio n a l m o d e ls  in v o lv in g  th e  
se le c tio n  o f  e x e c u tiv e s  to  c a r ry  o u t  p a r t ic u la r  s tra te g ie s  in  o r d e r  to  a c h ie v e  
m a x im u m  r é a d a p ta t io n  in  th e  firs t in s ta n c e , a n d  th e n  to  m a in ta in  i t  o v e r  
t im e  in  th e  c o n te x t o f  c h a n g in g  b u s in e ss  c l im a te s  a n d  in d u s t r y  s t r u c tu r e .
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HOTEL MANAGERS: 
AN EXAMINATION OF THEIR BUSINESS IDEOLOGY

G e ra ld  S h o rtt*

M a n y  e m in e n t a u th o r i t ie s  h av e  ca lled  o u r  ag e  the  ‘e r a  o f  m a n a g e m e n t ’ 
(G a sse  1982). U n t i l  re c en tly , th e  e n t r e p re n e u r  w as r e g a rd e d  as  a  r e m n a n t ,  
a  le g e n d a ry  f ig u re  f ro m  th e  age  o f  a r is to c ra tic  c a p ita l is m . T h e  
e n t r e p r e n e u r  w ith  h is  c o n tro l  o v er g re a t e n te rp r is e s  w as s u p p o s e d  to  h a v e  
b e e n  s u p p la n te d  b y  p ro fe ss io n a l m a n a g e rs  a n d  a d m in is t r a to r s  u s in g  
s o p h is t ic a te d  m a n a g e m e n t  te c h n iq u e s  a n d  d ec is io n  a id s . C o n t r a r y  to  th is ,  
r e c e n t  s tu d ie s  o f  th e  w o rk  o f  h o te l m a n a g e rs  h a v e  sh o w n  th a t  th e  
p e r fo rm a n c e  o f  e n t r e p r e n e u r ia l  ac tiv itie s  a p p e a rs  to  b e  v ie w e d  b y  
p ra c t i t io n e r s  a s  c o n t r ib u t in g  to  m a n a g e r ia l  effec tiveness.

M a n y  r e c e n t  w r i te r s  a r e  still s tru g g lin g  w ith  th e  d e f in i t io n  o f  
e n t re p re n e u r s h ip .  T h r e e  r e c u r r in g  th e m e s  e m e rg e  f ro m  th e  v a r io u s  
d e f in i t io n s  —  n a m e ly  th a t  e n t re p re n e u r s h ip  involves (a )  u n c e r ta in ty  a n d  
r isk , (b )  c o m p le m e n ta ry  m a n a g e r ia l  c o m p e te n c e , a n d  (c) c r e a t iv e  
o p p o r tu n i t ie s  (S e x to n  a n d  S m ilo r, 1986). T h e  e n t r e p r e n e u r  h a s  b e e n  
d e s c r ib e d  as th e  in d iv id u a l  w h o se  fu n c tio n  is to  c a r ry  o u t  “ e n t e r p r i s e ” ; th e  
in n o v a to r , c o n c e rn e d  w ith  d o in g  n ew  th in g s  o r  old th in g s  in  a  n e w  w ay ; 
a  r isk  ta k e r ; a n  o r g a n is a t io n  b u ild e r , a n d  a  d e c is io n -m a k e r . D e f in i t io n s  
su c h  a s  th e se  a p p e a r  to  b e  ro o te d  in  th e  field  o f  e c o n o m ic s  a n d  a re  c lo se ly  
r e la te d  to  s ta r t in g  n e w  o rg a n is a tio n s . D e f in it io n s  h av e  a l te r e d  as  b u s in e s s  
c o n c e p ts  h a v e  ev o lv ed  a n d  o w n e rsh ip  fo rm s  h av e  c h a n g e d . I t  o n c e  
a p p e a r e d  to  b e  a  r e q u i r e m e n t  th a t  a  b u s in e ss  m u s t b e  o w n e d  to  q u a l i f y  
as  a n  e n te r p re n e u r .  T h is  is n o  lo n g e r  th e  case. M a n y  r e s e a rc h e rs  b e lie v e  
it to  b e  p o ss ib le  fo r  e n t r e p re n e u r s  to  ex is t as e m p lo y e e s  o f  la rg e  
o r g a n is a tio n s  (S e x to n  a n d  S m ilo r, 1986).

C o n te m p o r a r y  w r i te r s  h a v e  c o in e d  th e  te rm  ‘i n t r a p r e n e u r ’ ( c o r p o r a te  
e n t r e p re n e u r )  to  e m b ra c e  th o se  in d iv id u a ls  in  o rg a n is a t io n s  w h o  h a v e

. . . .  g u id e d  a u to n o m y  . . . .  w o rk in g  w ith in  re c o g n is e d  b o u n d a r ie s  
y e t th r iv in g  o n  th e  f lex ib ility  a n d  f re e d o m  p ro v id e d  b y  a  r e c e p t iv e  
c o r p o r a te  s t r u c tu re  (F e rg u so n , B erger, a n d  F ra n c e se , 1987).”

^ L e c tu re r  in  the  F a cu lty  o f  Business a n d  M a n a g e m e n t, U n iv e rs ity  o f  U ls te r, M a g e e  C o lle g e , D e rry . 
T h e  a u th o r is in d e b ted  to  M r .  Jam es A . F lannery, C h ie f  E xecu tive  o f th e  Ir is h  H o te ls  F e d e ra tio n , 
fo r  h is  h e lp  in  th e  d is tr ib u t io n  o f  the in s tru m e n ts  used in  the  research re p o rte d  in  th is  paper.
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M in tz b e r g  (1973) takes th is  v iew  o f  e n t re p re n e u r s h ip ,  a n d  d e f in e s  it 
w ith in  th e  f ra m e w o rk  o f  h is  m a n a g e r ia l  ro le  th e o ry  as  a  ro le  m a n a g e rs  
m a y  h a v e  to  play. M in tz b e rg  focusses o n  a ll m a n a g e r ia l  w o rk  a s so c ia te d  
w ith  sy s te m a tic  c h a n g e  in  o n g o in g  (a s  w ell a s  n ew ) o rg a n is a tio n s . “ I n  th e  
e n t r e p r e n e u r  ro le ” , h e  w rites

“ th e  m a n a g e r  ac ts  as in i t ia to r  a n d  d e s ig n e r  o f  m u c h  o f  th e  c o n tro l le d  
c h a n g e  in  h is o rg a n isa tio n . T h e  w o rd  ‘c o n tro l le d  im p lie s  th a t  th e  
m a n a g e r  m ak es ch a n g es  o f  h is  o w n  fre e  w ill —  e x p lo itin g  
o p p o r tu n i t ie s ,  so lv in g  n o n -p re s s in g  p r o b le m s .”

S ev e ra l w rite rs  have u se d  M in tz b e rg ’s (1973) c o n c e p tio n  o f  e n t re p re n e u r ia l  
a c tiv itie s . I n  Ley (1978) a n d  A rn a ld o  (1981) th e  e n t r e p re u r  ro le  w as seen  
to  b e  v e ry  im p o r ta n t.  S h o rtt  (1988), in  a  s tu d y  o f  th e  w ork  ac tiv itie s  o f  h o te l 
m a n a g e rs  in  N o rth e rn  I re la n d , re p o r ts  a  s ig n if ic a n t c o r re la t io n  b e tw e e n  
size o f  e s ta b lish m e n t a n d  th e  im p o r ta n c e  m a n a g e rs  a t ta c h e d  to  th e  
p e r fo rm a n c e  o f th e  e n t re p re n e u r  ro le . T h is  re se a rc h  w o u ld  a p p e a r  to  
su g g e s t th a t ,  as th e  n u m b e r  o f  em p lo y ees su p e rv is e d  rises, so d o es th e  
im p o r ta n c e  of p e r fo rm in g  e n tre p re n e u r ia l  ac tiv itie s. T h e  m a jo r ity  o f  
m a n a g e rs  in  th is s tu d y  ra te d  th e  p e r fo rm a n c e  o f  th e  e n t r e p re n e u r  ro le  as 
b e in g  v e ry  im p o r ta n t  to  m a n a g e ria l e ffec tiveness. S o m e  's u p p o r t  fo r  these  
s tu d ie s  is a lso  fo u n d  in  L aw  a n d  S c h ru g e r  (1982). N o n e  o f  th ese  s tu d ies , 
how ever, a t te m p te d  to  d raw  a  d is t in c tio n  b e tw e e n  em p lo y ed - a n d  o w n er- 
m a n a g e rs . T h e  w o rd s ‘e n tre p re n e u r ’ a n d  ‘e n t r e p re n e u r ia l’ h av e  b e e n  u se d  
ex tensively . B u t a re  th e re  m e a su re a b le  d iffe ren ce s  in  th e  w ay  in  w h ich  these  
tw o  d is t in c t  ty p es o f  m a n a g e r  w ill v iew  th e ir  re la tio n sh ip  w ith  th e  
o rg a n is a t io n  m a n ag e d ?  T h is  p a p e r  ad d re sse s  th e  e x te n t to  w h ic h  em p lo y ed  
m a n a g e rs  a n d  o w n e r m a n a g e rs  a re  p sy ch o lo g ica lly  d if fe re n t in  th e ir  beliefs 
a b o u t  th e  m a n a g e m e n t p rocess.

T h e  l i t e r a tu r e  o n  e n t re p re n e u r s h ip  c o n ta in s  m a n y  cases  a n d  s tu d ie s  
s h o w in g  th a t  o rg a n is a tio n a l e ffec tiv en ess  is c lo sely  r e la te d  to  a  p a r t i c u la r  
ty p e  o f  b u s in e s s  a n d  m a n a g e r ia l  ideo logy . (C o le , 1959; M c C le lla n d , 1961; 
S a y ig h , 1962; L ip m a n , 1969; C o llin s  a n d  M o o re ,  1970). T h e s e  s tu d ie s  
sh o w  a  c o n s is te n c y  r e g a rd in g  th e  b e lie fs  c la im e d  to  b e  th e  m o s t 
a p p r o p r ia t e  fo r b u s in e ss  e ffec tiv en ess . I t  is  n o t  o n e  p a r t i c u la r  b e l ie f  w h ich  
is d e e m e d  im p o r ta n t  b u t  th e  w h o le  sy s te m  o f  be lie fs  —  th e  m a n a g e r ’s 
b u s in e s s  ideo logy .

I t  m a y  b e  su g g ested  th a t  th e  m a n a g e m e n t  p ro c e ss  is o w n e r -m a n a g e d  
h o te ls  w ill be q u i te  d if fe re n t c o m p a re d  to  h o te ls  w h ic h  a r e  m a n a g e d  by  
a n  e m p lo y e d  m a n a g e r . In  fac t, it m a y  b e  h y p o th e s is e d  th a t  th e  ro le  o f  th e  
o w n e r -  m a n a g e r  (h e re in a f te r  ca lle d  th e  “ e n t r e p r e n e u r ” ), m a y  b e  q u ite  
d i f f e r e n t  fro m  th e  em p lo y e d  m a n a g e r  (h e r e in a f te r  c a lle d  th e  
“ a d m in i s t r a to r ” ). T h e  te rm  e n t r e p re n e u r ,  th a t  is, a  p e rs o n  in  e ffec tive
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c o n tro l  o f  a  b u s in e s s  u n i t ,  u n d e r lin e s  th e  a d a p tiv e  n a tu r e  o f  th e  
m a n a g e r ia l  p ro c e ss  in  th e  o w n e r-m a n a g e d  firm . I t  h a s  c o n n o ta t io n s  o f  
e n te rp r is e ,  o p p o r tu n is m , in d iv id u a li ty  a n d  in tu i tio n . I t  c a n  b e  c o n t r a s te d  
w ith  th e  c o n n o ta t io n s  o f  th e  te rm  a d m in is tra to r ,  w h ic h  m a y  b e  a s s o c ia te d  
w ith  n o t io n s  o f  o rg a n is a tio n ,  p la n n in g , r a t io n a li ty  a n d  th e  p re d ic t iv e  
m a n a g e m e n t  p rocesses . T h e  a r g u m e n t  th a t  is b e in g  d e v e lo p e d  is o n e  to  
p re fa c e  th e  g e n e ra l  h y p o th e se s  th a t  th e  e n t r e p re n e u r  h a s  b o th  a  d if fe re n t  
f u n c tio n  f ro m  th e  a d m in is t r a to r  a n d  a  d if fe re n t set o f  a t t i tu d e s  a n d  b e lie fs  
a b o u t  th e  n a tu r e  o f  th e  m a n a g e m e n t  p ro cess  a n d  b u s in e s s  in  g e n e ra l .  T h is  
m a y  b e  d e s c r ib e d  a s  th e i r  c o g n itiv e  o r ie n ta tio n .

“ C o g n i t iv e  o r ie n ta t io n s  m a k e  re fe re n c e  to  the  a t t i tu d e s ,  b e lie fs  a n d  
v a lu es  o f  th e  ( m a n a g e r )  to w a rd  v a r io u s  asp ec ts  o f  th e  b u s in e s s  w o rld  
d e e m e d  to  b e  re le v a n t in  th e  d y n a m ic  fu n c tio n in g  o f  ( th e )  b u s in e s s  
e n te r p r i s e  (G a sse , 1 9 8 3 ) .”

I t  is th e  in d iv id u a l’s c o g n itiv e  o r ie n ta t io n  w h ich  d e te rm in e s  th e  e m p h a s is  
p la c e d  o n  v a r io u s  a s p e c ts  o f  m a n a g e m e n t ,  a n d  th e ir  r e la tiv e  im p o r ta n c e  
in  im p ro v in g  th e  o r g a n is a t io n ’s p e rfo rm a n c e .

Hypotheses
T h e  g e n e ra l h y p o th e s is  a d v a n c e d  e a r l ie r  ca n  b e  re f in e d  to  th e  fo llo w in g  
n u ll h y p o th e s is : T h e r e  w ill b e  n o  d iffe ren ce s  in  c o g n itiv e  o r ie n ta t io n  
b e tw e e n  o w n e r -m a n a g e r s  (e n tr e p re n e u rs )  a n d  e m p lo y e d  m a n a g e r s  
( a d m in is tr a to r s ) .

Research Procedure
The Business Ideology Scale
O n  th e  b a s is  o f  p re v io u s  r e s e a rc h  th e  fo llo w in g  beliefs w e re  s in g le d  o u t  fo r  
in v e s tig a tio n . T h e se  w ere  in c o rp o ra te d  in to  th e  B u s in e ss  Id e o lo g y  S c a le  
(B IS ) (G a sse , 1977).

1) B elie f about the f ir m  and businessman
T h is  id e n tif ie s  th e  s u b je c t’s v iew  o f  b o th  th e  c o m p a n y  a n d  h is  ro le  w i th in  
th e  o rg a n is a tio n .

2 ) B elie f about iisk-taking
T h e  w illin g n ess  to  ta k e  c a lc u la te d  risk s  w as id e n tif ie d  as  b e in g  im p o r ta n t .

3 ) B e lie f about wealth and  material gain
T h is  a r e a  e v a lu a te s  th e  m a n a g e r ’s p e rc e p tio n  o f p ro f i ts ;  in v e s tm e n ts ;  
in te re s ts ;  e c o n o m ic  se cu rity .

4 ) B elie f about subordinates
T h is  assesses h o w  w ell th e  m a n a g e r  t r u s ts  h is  su b o rd in a te s .
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5 ) B e lie f about business growth
T h is  id e n tif ie s  how  fa r  th e  m a n a g e r  ev isag e s  h is  c o m p a n y  g ro w in g .

6 ) B e lie f about scientific methods and practices
T h is  se c tio n  ex a m in e s  th e  m a n a g e r ’s a t t i tu d e  to w a rd s  th e  m e th o d o lo g y  
d e v e lo p e d  fo r  th e  a n a ly s is  o f  v a r io u s  p ro b le m s  in  th e  p h y s ic a l a n d  soc ia l 
sc ie n c e s  as well as in  th e  b u s in e ss  w o rld .

7) B e lie f about competition
T h is  se c tio n  is c o n c e rn e d  w ith  th e  m a n a g e r ’s c o m p e ti tiv e n e s s  a n d  
e c o n o m ic  agg ressiv en ess .

8 )  B e lie f about uncertainty and change
T h is  e v a lu a te s  th e  m a n a g e r ’s o p e n n e s s  to  ch a n g e .

9 ) B e lie f about delegation o f  authority
T h is  e x a m in e s  th e  w illin g n ess  o f  th e  m a n a g e r  to  d e le g a te  a u th o rity .

1 0 )  B e lie f about the control o f  fa te  in business
"T h is  a r e a  e x a m in e s  th e  m a n a g e r ’s p e rc e p t io n  o f  c o n tro l / in f lu e n c e  o v er th e  
b u s in e s s ,  o r  how  m u c h  h e  re lies  o n  c h a n c e  a n d  e x te rn a l  fo rces.

T h e  B IS  is an  in d e x  o f  th e  b u s in e s s  id e o lo g y  o f  th e  m a n a g e m e n t  
p r a c t i t io n e r .  S cores o n  th is  in s t r u m e n t  c a n  v a ry  f ro m  o n e  p o le  o f  a  
c o n t in u u m  to  th e  o th e r. F o r  p u rp o s e s  o f  id e n tif ic a tio n  o n e  p o le  w as 
c h a r a c te r is e d  as e n t r e p re n e u r ia l  id e o lo g y  a n d  th e  o th e r  w as ca lled  
a d m in is t r a t iv e  ideology. D e ta ils  c o n c e r n in g  th e  v a lid ity  a n d  re lia b ili ty  o f  
th e  B IS  a re  c o n ta in e d  in  G a sse  (1975).

Research sample
F iv e  h u n d r e d  m a n a g e rs  w h o  w ere  m e m b e rs  o f  th e  I r is h  H o te ls  F e d e ra tio n  
w e re  s e n t  a n  in tro d u c to ry  le t te r  b y  th e  C h ie f  E x e c u tiv e  o f  th e  F e d e ra tio n . 
T h i s  o u t l in e d  th e  p ro je c t a n d  r e q u e s te d  th e  p a r t ic ip a t io n  o f  th e  m a n a g e r  
in  th e  re se a rc h . T h e  B u s in ess  Id e o lo g y  S ca le , a n d  a n  a d d i t io n a l  sc h e d u le  
r e q u e s t in g  f u r th e r  in fo rm a tio n  r e la t in g  to  th e  m a n a g e r ’s p o s it io n  w ith in  
th e  o rg a n is a t io n ,  w as s e n t  o n e  w ee k  la te r . Tw o w e e k ’s fo llo w in g  th is  
m a i l in g  a  r e m a in d e r  a n d  se co n d  c o p y  o f  th e  B IS  w as se n t to  th o se  
m a n a g e r s  w h o  h a d  n o t re p lie d . T h is  p r o c e d u re  c lo se ly  fo llow ed th a t  
r e c o m m e n d e d  by  B la n k  (1984) to  m a x im is e  q u e s t io n n a ir e  re tu rn s .

O f  th e  five h u n d r e d  in s t ru m e n ts  s e n t  to  m a n a g e rs ,  th r e e  h u n d r e d  a n d  
se v e n  u s a b le  re p o n se s  w e re  rec e iv e d . T h is  r e p re s e n ts  a  re sp o n se  ra te  o f  
6 1 .4 % , w h ic h  is u n u s u a lly  h ig h  fo r  su rv e y  re se a rc h . I t  is p ro b a b le  th a t  th e  
in v o lv e m e n t o f  th e  I r is h  H o te ls  F e d e ra t io n  c o n t r ib u te d  s ig n if ic a n tly  to  
th is  r e s p o n s e  ra te .
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Results
A ll q u e s tio n n a ire s  w ere  s c o re d  fo r  B u s in ess  Ideo logy . U s in g  d a t a  o b ta in e d  
f ro m  re s p o n d e n ts  a b o u t  th e ir  p o s it io n  in  th e  o rg a n is a t io n ,  th e y  w ere  
c lass ified  as e i th e r  e n t r e p r e n e u r  o r  a d m in is tra to r .  T h is  a n a ly s is  sh o w ed  
th a t  th e re  w e re  163 in d iv id u a ls  w h o  co u ld  b e  c lassified  as  e n t r e p r e n e u r s  
a n d  144 w ho  c o u ld  b e  c lass ified  as a d m in is tra to rs  in  th e  sa m p le .

To te s t th e  n u ll  h y p o th e s is  th a t  th e re  w o u ld  be n o  d if fe re n c e s  in  th e  
co g n itiv e  o r ie n ta t io n s  o f  e n t r e p re n e u r s  a n d  a d m in is t r a to r s  th e  m e a n  
sco res  fo r  e a c h  c a te g o ry  o f  m a n a g e r  o n  th e  B IS  w ere  in sp e c te d . T h e s e  a re  
sh o w  in  T ab le  1.

T ab le  1: M ean scores (B IS )  fo r  each category o f  respondent

E n tr e p r e n e u r s  A d m in s t ra to r s
(n  = 163) (n  = 144)

M e a n  = 84  M e a n  = 101
s.d . = 11.3 s.d. = 15.7

‘U ’ = 14.5 p  < .0 0 1

I n  s tu d y in g  th e  m e a n s  a n d  s ta n d a rd  d e v ia tio n s  p re s e n te d  in  T a b le  1, it 
b e c o m e s  a p p a r e n t  th a t  th e re  is a  c o n s id e ra b le  d is ta n c e  b e tw e e n  th e  m e a n s  
o f  b o th  g ro u p s . I n  l ig h t o f  th is  th e  sco res w ere  su b je c te d  to  th e  M a n n -  
W h itn e y  ‘U ’ te s t. R e su lts  o f  th is  a n a ly s is  c a n  b e  fo u n d  in  T a b le  1.

O n  th e  b as is  o f  th e se  re s u lts  th e  n u ll  h y p o th e ses  w as re je c te d .

I t  sh o u ld  b e  b o r n e  in  m in d  th a t  th e  lo w er th e  sco re  o n  th e  B IS  th e  m o r e  
e n tr e p re n e u r ia l -o r ie n te d  is th e  in d iv id u a l’s b u s in e ss  id eo lo g y . I n  a n  e f fo r t 
to  t ra c e  a n y  f u r th e r  re la t io n s h ip s  b e tw e e n  c a te g o ry  o f  m a n a g e r  a n d  
b u s in e s s  id e o lo g y  h e ld , a  2 x 2 c o n tin g e n c y  ta b le  w as c o n s t ru c te d .  
R e s p o n d e n ts  w ith  sco res  b e lo w  th e  m e a n  fo r  e n t r e p r e n e u r ia l  id e o lo g y  
w ere  c lass ified  as  s tro n g ly  e n tre p re n e u r ia l-o r ie n te d ;  th o se  w ith  sc o re s  
ab o v e  th e  m e a n  as  less e n t re p re n e u r ia l-o r ie n te d .  R e s p o n d e n ts  w h o se  
sco res w ere  ab o v e  th e  m e a n  fo r  a d m in is t ra t iv e  id e o lo g y  w e re  c la s s if ie d  as 
s tro n g ly  a d m in is t r a t iv e -o r ie n te d  a n d  th o se  w ith  sco res b e lo w  th e  m e a n  as  
less a d m in is t ra t iv e -o r ie n te d .  T ab le  2 show s th e  re su lts  o f  th is  a n a ly s is .

T ab le  2: Contingency table fo r  high/low entrepreneurial/administrative orientation

H igh  L o w

E n tr e p r e n e u r ia l  o r ie n ta t io n  135 28

A d m in is tra t iv e  o r ie n ta t io n  98 46

C h i-s q  = 9 .1 1 5  w ith  1 d f  
S ig n if ic a n t a t  p <  .01
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T h is  su g g e s ts  su p p o r t  fo r  th e  a l te rn a t iv e  h y p o th e s is  th a t  th e re  a re  
d if fe re n c e s  in  the  b u s in e ss  id eo lo g y  o f  b o th  c a te g o rie s  o f  m a n a g e r  a n d  th e  
a priori c la ss ific a tio n  o f  th e  re s p o n d e n ts  as h a v in g  e i th e r  e n t r e p re n e u r ia l  
o r  a d m in is t ra t iv e  o r ie n ta tio n s .

Discussion
P re v io u s  re se a rc h  ( re p o r te d  s u p ra )  o n  m a n a g e rs  v iew s a b o u t  
e n t r e p r e n e u r ia l  a c tiv itie s  h a s  sh o w n  th a t  m a n a g e rs  report th a t  th e y  see th is  
a s  b e in g  a  v ery  im p o r ta n t  p a r t  o f  th e i r  w o rk . S h o r t t  (1988) h a s  p o in te d  
to  a  p r o b le m  w ith  th is  ty p e  o f  re se a rc h . S o c ia l d e s ira b il i ty  m a y  in f lu e n c e  
h o w  a  m a n a g e r  re sp o n d s  to  q u e s t io n n a ire  ite m s . W h a t  m a y  b e  r e p o r te d  
is w h a t  th e  m a n a g e r  thinks is im p o r ta n t  a n d  n o t  w h a t  h e  a c tu a lly  d o es  in  
p ra c tic e .  I f  th is  is th e  case , how ever, it h a s  so m e  im p lic a tio n s  r e g a rd in g  
th e  c o n c lu s io n s  th a t  m a y  b e  d ra w n  f ro m  th e  p r e s e n t  study . T h e r e  a p p e a r s  
to  b e  a  d is c re p a n c y  b e tw e e n  r e p o r te d  a n d  a c tu a l  e n t r e p re n e u r ia l  ac tiv ity . 
T h e  re s u lts  o f th is  s tu d y  show  th a t  m a n a g e rs  a re  s p re a d  o u t  a lo n g  a 
c o n t in u u m , w ith  h ig h  e n t r e p re n e u r ia l  o r ie n ta t io n  a t  o n e  e n d , a n d  h ig h  
a d m in is t r a t iv e  o r ie n ta t io n  a t th e  o th e r . A  s ig n if ic a n t  n u m b e r  (98 ) h a v e  a  
h ig h ' a d m in is t ra t iv e  o r ie n ta t io n  a n d  a  f u r th e r  28 e x h ib it  a  low  
e n t r e p r e n e u r ia l  o r ie n ta t io n .  T h is  c o g n itiv e  o r ie n ta t io n ,  it w ill b e  re c a lle d , 
is a s s o c ia te d  w ith  c o n n o ta tio n s  o f  o rg a n is a t io n ,  p la n n in g ,  r a t io n a l i ty  a n d  
th e  p re d ic tiv e  m a n a g e m e n t  p ro cess . T h is  f in d in g  is in  c o n f lic t w ith  
r e s e a rc h ,  p e r fo rm e d  o n  th e  sa m e  p o p u la t io n  ( S h o r t t ,  1988), in  w h ic h  all 
m a n a g e r s  r a te d  th e  p e r fo rm a n c e  o f  e n t r e p r e n e u r ia l  a c tiv i tie s  as  b e in g  
v e ry  im p o r ta n t .  T h e  a n s w e r  to  th is  p a r a d o x  m a y  lie  in  th e  w ay  in  w h ic h  
m a n a g e r s  a re  th e m se lv es  ‘m a n a g e d 5. I n t r a p r e n e u r s h ip ,  a n d  th e  c o n d itio n s  
fo r  it, s e e m s  to  b e  p a r t  o f  th is  an sw er.

F e rg u s o n  et al (1987) su g g est w ays in  w h ic h  o r g a n is a tio n s  c a n  b e  
o v e rh a u le d  to  p ro v id e  th e  c o n d itio n s  fo r  in tr a p re n e u r s h ip .  T h e r e  a re  tw o  
c ru c ia l  a re a s : th e  in te r n a l  d e c is io n -m a k in g  s ty le  a n d  th e  c o m p a n y ’s 
o r g a n is a t io n  s tru c tu re . B a rr ie rs  to  in t r a p r e n e u r s h ip  in c lu d e  c u m b e rs o m e  
h ie ra rc h ie s ,  excessive b u d g e ta r y  c o n tro l ,  r e s is ta n c e  to  c h a n g e , 
c o n s e rv a tiv e  a p p ro a c h e s  to  r isk  ta k in g , a n d  re lia n c e  o n  n o rm a t iv e  
d e c is io n -m a k in g , in flex ib le  o rg a n is a t io n  s t r u c tu re s  a n d  a n  u n y ie ld in g  
h ie ra rc h y . T h e  e x te n t to  w h ic h  th e se  o r g a n is a t io n a l  p a th o lo g ie s  a re  
p r e s e n t  in  th e  o rg a n is a tio n s  o f  th e  m a n a g e rs  s tu d ie d  is u n k n o w n  a n d  th is  
is c le a r ly  a n  a re a  fo r  fu tu re  re se a rc h .

Conclusion
T h is  s tu d y  tr ie d  to  d e m o n s tr a te  th e  d if fe re n c e s  in  b u s in e ss  id e o lo g y  
b e tw e e n  em p lo y e d  m a n a g e rs  a n d  o w n e r -m a n a g e r s  in  th e  h o te l in d u s t ry  in  
I r e la n d .  B u s in ess  id e o lo g y  d o es a p p e a r  to  h a v e  a n  in f lu e n c e  o n  th e  in d iv i ­
d u a l ’s p e rc e p t io n  o f , th e  o rg a n is a t io n  a n d  h o w  it  sh o u ld  b e  m a n a g e d . 
A lth o u g h  e n v iro n m e n ta l  a n d  in d iv id u a l  in f lu e n c e s  a re  d if f ic u lt to
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s e p a ra te ,  it m a y  b e  h y p o th e s ise d  th a t  o rg a n is a tio n a l  e ffe c tiv e n e ss  is 
r e la te d  to  the  m a n a g e r ’s co g n itiv e  o r ie n ta t io n  a n d  f u n c t io n in g . In e v ita b ly , 
m o re  r e s e a rc h  is  n e e d e d  to  b e t te r  e x p la in  a n d  p r e d ic t  w h ic h  id e o lo g y , 
e n t r e p r e n e u r ia l  o r  a d m in is tra t iv e ,  is th e  c o n t r ib u to r  to  o rg a n is a t io n a l  
e ffec tiv en ess .
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