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LOGICAL OR PROCESSUAL? DEFINING INCREMENTALISM

ABSTRACT

Incrementalism can be explained as the outcome of both clearly intentional managerial
actions and less intentional organisational processes. Using data gathered through a large
scale survey, these two explanations of incrementalism are explored. The results indicate
that organisational context, such as size, maturity, and sector, influence the cause of
incrementalism.
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Two overarching and potentially contrasting explanations for the process of incrementalism
can be identified in the literature. Perhaps the pre-eminent view is that which explains
incremental strategy development as a process of managerial intent and which is most aptly
characterised by Quinn (1980). Here managers have a view of an organisation's future
position but realise they cannot "know" how the future will unfold and so move towards
this position through an intentionally managed process of incremental adaption. The
alternative view suggests that incrementalism is the outcome of organisational processes
(Braybrooke & Lindblom, 1963; Johnson, 1988) related to the political (Pettigrew, 1973),
cultural (Johnson, 1987; Spender, 1989) and cognitive (Weick, 1979) aspects of an
organisation. While these two views can be clearly defined and may be presented as
competing, there is a lack of research which has expressly evaluated their utility in
explaining incrementalism or explored the organisational context in which either may
occur.

This paper assesses the validity of these two explanations. Previous research has tended to
utilise case based methodologies. These have inevitably limited the number of diverse
contexts which could be explored; a limitation which may have led to the assertion of
competing explanations. To address this limitation and to fully explore the extent to which
the two explanations are competing a survey approach is utilised. Responses from over
1500 senior managers in 200 UK organisations allows a clearer understanding of the
various ways in which incrementalism develops in organisations. It concludes that they are
not competing but rather their occurrence is related to organisational context. Size,
maturity, and sector are especially important variables that influence the cause of
incrementalism.

Incrementalism as a Realistic Descriptor of Strategy Development

Strategy can be described as coming about adaptively through the process of
incrementalism (Braybrooke & Lindblom, 1963) in a step by step manner, focusing on
what is familiar, implementable and which moves only slightly from the status quo
(Mintzberg, 1973). In the late 1950s Lindblom (1959) suggested that managing strategies
through logical, sequential, planning mechanisms was unrealistic. He argued that given the
complexity of organisations and the environments in which they operate, managers cannot
consider all possible options in terms of all possible futures and evaluate these against pre-
set, unambiguous objectives. This is particularly so in an organisational context in which
there are likely to be conflicting views, values, and power bases. Rather, strategic choice
takes place by comparing options against each other and considering which would give the
best outcome and be possible to implement. Lindblom called this strategy building through



'successive limited comparisons’, but argued that it took place in the everyday world of
managing, not through deliberate planning systems.

Incremental strategy development involves an adaptive response to the environment with
strategy emerging through a process of evolutionary change. Through a never-ending
series of small steps strategy is altered as actions are changed to cope with, and adapt to,
the environment, these changes being made in a continuous rather than sequential manner
(Chaffee, 1985). In this way, the relationship between the organisation and its
environment is maintained. These small continual changes aggregate (Lindblom, 1959),
and so reduce the need for large or major shifts in strategy.

EXPLANATIONS OF INCREMENTALISM

Though there is general agreement on the observed nature of incrementalism, the source
and consequence of incrementalism have been described in two distinct ways. At issue is
the question of how rational and directed this process can be.

Incrementalism as Managerial Intent

Incrementalism can be seen as a purposeful, intentional, and proactive process,
characterised by what Quinn (1980) describes as "Logical Incrementalism". There exists a
'logic' in incremental strategy development approximating to 'learning through doing' in
decision-making and implementation within an organisational context of external and
internal complexity. The limitations of comprehensive analysis are accepted and it is not
assumed that strategic decisions can be aggregated into a single decision matrix requiring
simultaneous analysis in a holistic manner. Indeed, it is recognised that the formal
processes of an organisation are unlikely to be able to analyse and plan all possible strategic
variables concurrently (Allison, 1971; Cyert & March, 1963).

Strategy emerges through a constant process of analysis, re-analysis and modification
throughout the development and implementation of strategy in order to keep in line with
the environment. This involves a conscious and managed assessment and re-assessment of
the organisation, its resources, and environment. Formal planning procedures and
techniques may be employed to integrate and assess organisational requirements, threats
and opportunities. While the individual steps and phases of the process are managed
proactively (Schilit & Paine, 1987), the whole process is not sequentially managed by one
individual (Quinn, 1980), nor is the process necessarily orderly, discrete and sequential
(Quinn, 1982). Strategic choice takes place through an ongoing process of comparing



options against each other and considering which would give the best outcome and be
possible to implement.

A key point is that managers have a view of where they want the organisation to be in the
future and try to move towards this position in an evolutionary way (Quinn, 1980). They
do this, for example, by attempting to secure a strong core business but also by
experimenting with 'side bet' ventures. Because the overall strategic goals and objectives
of the organisation are likely to be fairly vague, general and non rigid in nature (Quinn,
1980), they do not operate to stifle ideas, prevent potentially advantageous experimentation
(Quinn, 1978), or indicate to other organisations what the future course of action is likely
to be. Further, the delays that are part of the process enable a clearer understanding of the
influence of a precipitating event; allow additional investigation of options and their
consequences; and generate more substantial expert critique and managerial input (Quinn,
1980). This process allows the organisation to handle emergent issues and monitor long
term direction, constantly re-assess the environment in order to reduce risk and increase
opportunity. As Quinn (1982: 613-14) points out "In the hands of skilful executives . . .
incrementalism can be a purposeful, powerful management technique for integrating
analytical, behavioural, political and timing aspects of strategy formulation". Logical
Incremental is used to describe this form of incrementalism for the remainder of the paper.

Incrementalism as Organisational Process

Another group of writers have focused attention on how political and cultural processes
occurring within an organisation inevitably lead to the incremental emergence of strategy,
whether or not it is managed in the way Quinn (1980) suggests. Here strategy development
is characterised by bargaining and political activity (Pettigrew, 1973), and the shaping of
strategic decisions by the routines of an organisation (Nelson & Winter, 1982). An
organisation's prior history and current modes of operation are thus much more important
in the description of incrementalism. Organisational routines for example, have been
described as providing "solutions looking for issues to which they might be the answer"
(Cohen et al, 1972). Further, incrementalism has been seen as a cognitive process in
which collective managerial cognition results in enactment, selection and retention
processes (Weick, 1979) taking form in incremental processes of strategy development.
While the cultural and political process of incrementalism are likely to operate in
combination, the two components of the process are described separately below.
Throughout the remainder of the paper incrementalism emerging from an organisation's
cultural and political process is referred to as Process Incremental.



The Political Process. Organisations are political entities and, as such, powerful
stakeholder or interest groups influence the inputs into decisions and the strategy followed
(Hickson er al, 1986). These stakeholders or interest groups, which are likely to have
different concerns (Pfeffer & Salancik, 1978; Feldman, 1986) and attempt to achieve their
own ends (Cyert & March, 1963), may be in conflict. These differences being resolved
through bargaining, negotiation and compromise with the result that goals and objectives,
strategic issues and strategies themselves are derived from this process rather than an
analytically neutral assessment and evaluation. Further, the level of influence stakeholders
are able to exercise differs (Heller er al, 1988) and is often conditional upon an
organisation's dependency upon such groups for resources (Pfeffer & Salancik, 1978;
Schwenk, 1989) and the potential difficulty in replacmg the present stakeholder as the
source of that resource (Hinings ez al, 1974).

While stakeholders can exert influence over the process of decision-making this is not
constant from decision to decision (Hickson et al, 1986). The decision situation determines
the level of stakeholder involvement and both their level of influence and the dynamics of
that influence. Stakeholder power and influence can also be acquired by other groups. For
example, boundary spanners dealing with the external environment can attain greater levels
of influence over strategy (Jemison, 1981; Schilit & Paine, 1987) by virtue of the
organisation's dependency on the external group with which they deal.

Influence over strategy may also be gained through the provision of information.
Information is not politically neutral, but rather is a source of power, particularly for those
who control that which is seen to be important. This influence comes from the ability to
resolve, reduce, and manage uncertainty (Schwenk, 1989), or by 'filtering' information to
reflect the priorities and preferences of the interest group providing that information.
Similarly, organisational systems may be restricted to reduce information flow and so
legitimatize the demands of particular groups (Pfeffer & Salancik, 1978). The result is that
decisions are taken based on the preferences of the information provider rather than on
objective information (Pfeffer & Salancik, 1978). '

The decision to adopt a strategy is not based solely on the merit of an argument. Rather it
is shaped by the power of the group proposing and sponsoring a strategic option.
Coalitions form to pursue shared objectives and to sponsor different strategic options
(Narayanan & Fahey, 1982). These options are fought for, not only on the basis of the
extent to which they are beneficial to the organisation but also because they have
implications for the status or influence of different stakeholders. Through compromise and



mutual adjustment a generally acceptable strategy will emerge (Mintzberg & Waters,
1985).

The Cultural Process. Strategy is not chosen within a detached 'rational’ void. Its
development is linked to the past, is related to managerial experience and expectations, and
represents the assumptions and beliefs which exist within an organisation. Strategy is
attributable to cultural influences. Shared frames of reference, which are an organisation's
taken-for-granted beliefs and assumptions, enable an organisation and the world in which it
operates to be understood. Frames of reference at the organisational level or paradigms
(Johnson, 1987) enable new situations to be perceived in ways which are not unique
(Schon, 1983). These frames of reference, which approximate to collective cognition,
exist at an organisational level, but also on an industry wide basis (Huff, 1982; Spender,
1989), in the form of commonly accepted 'recipes' and within institutional types
(DiMaggio & Powell, 1983). Managers may, then, be influenced by a number of frames
of reference when developing strategy.

These frames operate to simplify dealings with the complexity of situations, provide a
ready-made frame for the interpretation of new situations (Weick, 1979), enable decisions
to be made in a way which make sense and provide a guide to appropriate behaviour (Gioia
& Poole, 1984). Their usefulness increases as situations become more ambiguous and the
efficiency of formal decision-making processes decreases (Beyer, 1981).

The values and assumptions of a group are, in turn, underpinned by routines (Walsh &
Ungson, 1991), rituals (Meyer & Rowan, 1977; Trice & Beyer, 1985), stories (Schank &
Abelson, 1977) and other symbolic artefacts which represent and reinforce a "way of doing
things around here" (Deal & Kennedy 1982), embed frames of reference in organisational
activities (Johnson, 1988) and provide a repertoire for action; but one which is likely to be
resistant to change (Johnson, 1988; Greenwood & Hinings, 1993).

An Integrated Process of Cultural and Political Influence. The incremental
nature of strategy development emerges out of the political sub-systems and the channels
through which strategic options must pass on their way to acceptance. Influence is exerted
to restrict participation in the process and encourage the adoption of a framework of
understanding which particular individuals or groups favour (Walsh & Fahey, 1986). Here
the exercise of power limits the application of alternative frames of understanding
(Eisenhardt & Bourgeosis, 1988) to facilitate the understanding of a situation in a manner
favourable to the powerful groups (Corner er al, 1994) resulting in the development of an
“appropriate” strategy. Where power cannot be exercised to impose a frame of



understanding, a common consensus of understanding will be developed through processes
of negotiation and compromise. It is here that views are changed, opinions are evaluated
and strategic authority is secured. As such strategy emerges gradually as strategic
commitment is gained across the organisation and the various power groups negotiate and
determine the final nature of the strategy.

This interrelationship between the political and cultural aspects of an organisation is such
that discontinuous change, likely to disturb the political equilibrium and organisational
culture, so threatening the influence, status and possible existence of some groups is likely
to be resisted. Those groups most closely associated with an organisation's 'way of doing
things' and its paradigm, or whose position is threatened by a move away from the status
quo and their natural constituency of power, are likely to operate to resist discontinuous
change and promote more incremental change from within the existing paradigm and power
structure.

RESEARCH QUESTIONS

From the above it is clear that where incrementalism is seen to characterise the strategy
development process it can be associated with managerial intent or the cultural and political
processes of an organisation. Much of the literature in this area discusses a small number
of cases (Johnson, 1988; Quinn, 1980) and while useful in providing insight into the
process, an extended assessment is required of the extent to which the two forms of
incrementalism exist in organisations. This leads to the first research question:

. To what extent are these two forms of incrementalism actually seen to exist in
practice?

If the nature of incrementalism is not characterised by one pre-eminent form, a secondary
question arises concerning the conditions under which each form occurs:

= Under what conditions do either of the two forms of incrementalism occur?

It has been argued that context is important in studying strategy development because
context will impact on the manner in which strategy develops (Pettigrew, 1985). Further,
it is suggested that organisations change their strategy development processes to cope with
changing and more challenging environments (Miller & Friesen, 1978). The impact of the
external environment on an organisation has long been acknowledged (Dill, 1962; Emery



& Trist, 1965; Terreberry, 1968) and the type of decision-making process which
organisations utilise has been related to issues of uncertainty (Jones er al, 1994; Lindsay &
Rue, 1980), task complexity (Pava, 1986) and industry sector (Kingsley & Reed, 1991).

While the external context is important so too is the internal context. Organisational
structure has been related to decision-making processes (Fredrickson, 1986; Langley, 1989;
Mintzberg, 1979; Shrivastava & Grant, 1985). Similarly, organisational size may impact
upon process. Increases in size affect the nature of an organisation, adding complexity,
more elaborate structures, and greater formality of process through systems to aid planning
and control (Quinn & Cameron, 1983).

A further question, of crucial importance to the strategy field (eg Galbraith & Schendel,
1984, Hart & Banbury, 1994) relates to aspects of organisational performance:

= If there are indeed different incremental forms will organisational performance
differ between them?

This question addresses both performance per se and also acts as an indicator for strategic
drift. The notion of strategic drift is strongly connected with the second form of
incrementalism noted above (Johnson, 1988). The argument is that over time through
incremental refinements to strategy an organisation will become mis-matched with its
environment, such that small scale iterative change is no longer enough to ensure
alignment. Within Process Incrementalism, strategy emerges out of an organisation's
culture, its dominant paradigm, and desires of its power groups. Shared frames of
reference and standard operating procedures are employed to interpret the environment and
generated solutions. These frames of understanding though may not be appropriate for the
situation to which they are applied with inappropriate solutions being produced. The
strategic options generated from within the dominant framework of an organisation are also
supported and justified by information and analysis produced from within that system.
Further, organisations resist change even when to do so poses a threat (Hedberg et al,
1976) and when the pursuit of incremental change no longer delivers success (Tushman et
al, 1986). This, then, is likely to lead to strategic drift, resulting in the need for large
scale change to realign organisation and environment. Because the required change is
unlikely to be initiated until formal indications of decline are noted, the response is likely
to be faster in organisations where more formal processes of external environmental
assessment are utilised than in organisations which are more internally orientated in the
strategy development process. Suggesting that Process Incremental organisations, where



strategy is driven more from within an organisation, would be more prone to strategic drift
than the more externally driven Logical Incremental organisations.

This paper addresses these three research questions by drawing on a large scale survey of
UK senior managers.

METHODOLOGY

Sample

The data which provide the basis for the analysis presented in this paper are derived from a
research project which has collected data from over 1500 senior managers operating in
more than 200 organisation across both the public and private sectors in the UK. The
specific sample consists of 71 organisations operating in the UK private sector and for
which incrementalism is seen, by senior managers within these organisations, to be a
dominant and major component of strategy development. These 71 "incremental"
organisations were selected from the 200 on the basis of attaining a score of at least one
half standard deviation above the mean on the scale used to measure the process of
incrementalism. For the 71 organisations the data comprised completed questionnaires
from 374 senior managers, with an average tenure of 11 years.

An important assumption underlying this research is that to gain a fuller understanding of
organisational processes and reduce the potential for bias due to a reliance on a single
viewpoint the use of multiple respondents, providing multiple viewpoints on the process
from within the same organisation, is useful. By collecting multiple data on the process,
we are following a trend which looks across the top team (Hambrick & Mason, 1984;
Murray, 1989) rather than looking at a single individual. Indeed, the use of single
respondents as the source of data has been questioned (Ireland et al, 1987; Phillips, 1981;
Venkatraman & Grant, 1986). By gaining information from multiple sources within the
same organisation aggregation is required to move the unit of analysis from that of the
individual senior manager to that of the organisation. This inevitably involves some level
of simplification, however, it avoids the risk of idiosyncrasy and is justified as the unit of
analysis is the organisation.

The 71 organisations operate within the manufacturing (39.4%), general service (33.8%),
financial service (10%), professional service (16%) sectors. The size of the organisations
range from 16 to <50,000 employees. Turnover ranges from less than £1M (2.8%), £1-



10M (14.1%), £11-100M (43.7%), £101-500M (15.5%), £501-1,000M (12.7%), to over
£1,000M (11.3%).

Operationalisation of Concepts - The Measures

Data were collected by a self-administered questionnaire. Aithough self-report data is
thought suitable for measuring perceptual phenomenon, the suitability of self-report
measures of process issues may be open to question. However, the use of self report
measures of such phenomenon may be defensible in some circumstances (Howard, 1994).
Justification is derived from the assertion that the behaviour exhibited by individuals is as
attributable to their perception of a situation as to any objective reality (Oppenhiem, 1979),
especially in fields such as this where the managers themselves are intimately involved.

To operationalise the notion of incrementalism, and its logical and cultural / political
components, 28 items where used. Incrementalism was assessed through a six item scale
(example item 'Our strategy develops through a process of on-going adjustment'). The
organisational process component was assessed using two scales, one relating to political
aspects of the process comprising seven items (eg 'Strategy develops through a process of
bargaining and negotiation berween groups or individuals'), and the other relating to the
cultural aspects comprising seven items (eg 'The strategy we follow develops from "the way
things are done around here”'). To assess the notion of managerial intent a scale relating
to the more intentional / planned aspects of strategy development was utilised. This was
based on eight items (eg 'We make strategic decisions based on an analysis of our business
environment'). The key characteristics of the four dimensions are presented in Appendix
A. The rationale and development of these scales, their underlying structure and reliability
have been outlined and demonstrated elsewhere (reference will be provided by authors on
request). In terms of the reliability of the scales for the present data set, levels of internal
reliability ranging between 0.62 - 0.88, as measured using Cronbach alpha, were obtained
(See Table 1).

These 28 items were located within a larger questionnaire concerning strategy development,
organisational context and related issues. Respondents were asked to respond to each item
using a 7 point Likert scale ranging from 1 (you strongly disagree with the item in relation
o your organisation) to 7 (you strongly agree with the item in relation to your
organisation).

The independent variables which related to the contextual aspects of the organisation, for
example issues concerning the nature of the operating environment, industry sector,
managerial activity and performance (as defined by profitability and sales growth) were



assessed through the same questionnaire as the nature of incrementalism. Assessment of
context and performance was based on managerial perception.

Form of Analysis

To address the first research question and ascertain to what extent incrementalism is related
to managerial intent, organisational process or both, cluster analysis is employed. Cluster
analysis lends itself well to dealing with problems in the strategy area (Datta, 1980) and the
technique has been widely used in strategic management research (eg Galbraith &
Schendel, 1984; Hambrick, 1984; Harrigan; 1985). Because as a process of classification
cluster analysis operates to identify empirically those cases which are most closely related
across a number of variables and locates these within the same cluster it is ideally suited to
the requirements at hand. Namely, that through this process an inductive classification of
organisations is made from which the underlying nature of incrementalism can be explored.

Incremental strategy process clusters were developed on an organisational basis using
aggregated data from the multiple respondents for each organisation. Hierarchical
clustering using Wards method within the SPSS-X package was utilised. Standardised data
were used in the cluster analysis. In all subsequent analysis non-standardised data were
used.

To address the second and third research questions discriminant function analysis is
employed. This identifies those contextual factors which characterised the Logical
Incremental and Process Incremental organisations as significantly different.

RESULTS

The cluster solution suggests two incremental strategy process forms, based on managerial
perceptions, which fit with the two overarching explanations of incrementalism. The
characteristics of both clusters in terms of their means on the four scales are shown in
Table 2. The means for each of the clusters on the dimensions is show as a reference point
for interpretation.

In the development of clusters there are no clear guide-lines for defining and determining
the cluster boundaries nor the appropriate number of clusters to extract (Punj & Stewart,
1983). Consequently some assessment is required as to whether the resultant groups do
differ in reality (Datta, 1980) or represent natural groupings in the data (Punj & Stewart,
1983). To assess this both a MANOVA and a discriminant function analysis were



performed. The results from both indicate that the two clusters significantly differ from
each other on the classifying variables. Through the discriminant function analysis 97% of
organisations are correctly classified. While not surprising these results support the notion
that the two clusters represent meaningful groupings of the data. The context validity of
the two incremental process clusters is demonstrated below. This description of the two
clusters is made based on the managerial perceptions of the strategy development process as
reflected by the respective scores on each scale and its constituent items.

The Managerial Intent or Logical Incremental cluster comprises 43 organisations or
' 60.5% of the data. Within this form, incrementalism is associated with high scores on the
intentional / planned scale and low scores on the cultural and political scales, as compared
to the Process Incremental cluster. ’

The strategy development process is seen to be driven by the pursuit of a "vision" of an
organisation's future, which guides strategic direction and is operationalised by way of
strategic objectives. Potential strategic options are developed to aid the achievement of
these ends. This may be through standardised procedures or through less structured and
defined processes. The limited number of options developed are assessed against each
other and the objectives to be achieved, with consideration being given to the mechanisms
for their achievement. Here assessment is focused equally on the issues of implementation
as on the definition and development of strategic options. This process involves a
significant degree of environmental monitoring and as such organisational members are
highly sensitive to their operating environments. Indeed, strategic decisions and the
resulting strategic direction is based on the recurring analysis of the environment.

While the process clearly involves the collection and assessment of information and the
definition of strategic objectives, this occurs under the influence of an iterative adaptive
approach to the environment. Strategy is seen to be adjusted to match changes in the
market place; changes which are sensed through constant analysis. While there are clear
strategic objectives, the means of attaining these can be altered as changes occur in the
operating environment, such that strategy develops through a process of ongoing
adjustment and iterative refinement. The resulting small scale changes help keep an
organisation in line with changes in the business environment. Consequently, early
commitment to a strategy is likely to be tentative and subject to review, only being
finalised once a strategy's impact on the organisation is known.



The second incremental form relates to Organisational Process or Process Incremental.
This cluster, which consists of 28 organisations (39.5%), is characterised by higher scores
on the cultural and political scales and a lower score on the intentional / planned scale.

Here managers see strategy development as being influenced by the political and cultural
processes of the organisation. Processes of negotiation, debate and compromise around
particular issues characterise the way in which strategic problems are defined and solutions
developed. Involvement and influence in the process is guided by power and position.
The greater the power a group can exercise the greater their influence and chance that their
favoured strategic option will be adopted as strategy. Influence and power is enhanced
through the control of critical resources or sensitive information. Influence is also gained
by virtue of position and the exercise of the associated power or it may be derived from
association with the dominant paradigm. As such the vested interests of particular internal
groups colour strategy.

These political processes are seen to operate in conjunction with cultural influences and
past experience. A "way of doing things" and the associated beliefs and assumptions
influence strategic direction. Strategy is directed by routines and procedures which are
based on, and are a reflection of, organisational history. Cultural influences are then likely
to influence the identification of issues and options, and mediate the choice of strategy.
Further, commonly held beliefs and assumptions allow the various power groups to relate
to each other within routines which are taken-for-granted. The culture which permeates an
organisation and its members provides a common understanding and an established power
structure through which political activity is exercised. As such changes which go against
the culture and which threaten the paradigm and power structure are likely to be resisted.

The emergence of strategy is seen to be incremental in nature, developing through a
process of on-going adjustment, and gradual response to changes in the business
environment. It is this series of continual small scale changes which enables an
organisation to keep in line with its business environment; an environment which those
within an organisation may perceive they are unable to influence. Response to strategic
issues tends to be slow and tentative, with issues being dealt with only when they begin to
exert a significant effect on an organisation, its paradigm, and its power structure.

It is clear from the above that the two forms of incrementalism, Process Incremental and
Logical Incremental are both seen by managers to characterise strategy development in
organisations.  Across the 71 organisations surveyed the greater proportion are
characterised by Logical Incremental, though Process Incremental is seen by the managers



to characterise a substantial number of organisations: A ratio of 3:2, Logical Incremental to
Process Incremental organisations is identified.

Contextualising Incrementalism

The results of the discriminant function analysis presented in Tables 3 & 4 indicate that
significant differences are identified between the organisations characterised by Logical
Incrementalism and Process Incrementalism in relation to operating context. These
differences are identified in relation to both internal and external issues, for example the
nature of the business environment, industry sector, organisational size, and managerial
activity within the strategy development process. While this table also indicates that
differences are seen in relation to performance, this does not provide a clear cut answer to
the third research question. The discriminant function produced, which accounts for 52%
of the variance, is able to classify 83% of the organisations correctly.

The organisations characterised by Logical Incrementalism are seen to operate in more
stable environments than organisations in the other cluster. Their markets are likely to be
mature in nature or moving towards a state of maturity and tend not to be overly
fragmented. In terms of sector of operation, the organisations characterised by Logical
Incrementalism are three times more likely to operate in the area of manufacturing and six
times more likely to be in financial services than the Process Incremental organisations.
Those organisations operating in the general service sector were equally as likely to be
characterised as Logical Incremental and Process Incremental organisations.

The operating environment of the Process Incremental group of organisations is seen to be
more unstable and tends to be less mature in nature than is the case for the Logical
Incremental organisations. The level of fragmentation in the market is seen to be higher
than for the Logical Incremental group. The area of operation also differs, in that the
Process Incremental organisations are three times more likely to be operating in a
professional service type arena.

The size of organisation in both incremental forms differ significantly. As measured both
through level of turnover and number of employees the Logical Incremental organisations
are the larger. Their average number of employees is 5164 as compared to 1584. Perhaps
not surprisingly given the size of the organisations or because of the greater use of planning
activities the Logical Incremental organisations are more likely to have a dedicated
planning department.



The activity of managers within the two forms of incremental organisations also differs. A
greater level of formality to the activity and mode of involvement in developing strategy is
seen in the Logical Incremental group while in the Process Incremental group activity is
more informal in nature. With this greater degree of inforrhality in the process, structured
and set patterns of activity are not seen to be the main ways through which effective
involvement in the process is accomplished. Significant differences are also identified in
terms of breadth of involvement, that is to say that in the Logical Incremental group,
involvement is more wide spread and not restricted to those in the more senior
organisational positions or positions of power. However, in the Process Incremental group
involvement is more limited and restricted to those individuals and groups who have some
level of power or who are tied into the strategy development process through routines or
organisational culture. In this group involvement is likely to be related to power and
position. This lack of involvement and exclusion from the process may even include
groups or individuals centrally located within the organisational structure but who possess
little or no "real" influence.

While in general the market in which the Logical Incremental organisations operate are
seen to be of a more mature nature, there is still a high degree of competition, at a level
perceived to be greater than within the Process Incremental organisations. Further, a
greater level of growth in sales is seen to be associated with the Logical Incremental
organisations as opposed to the Process Incremental group. The general level of
profitability, as compared to similar organisations, is not seen to differ significantly
between the two incremental process groups.

DISCUSSION OF FINDINGS

It is clear from the above that both the Logical and Process forms of incrementalism
describe the process by which organisations develop strategy. As such they would not
appear to be competing explanations of incrementalism, but rather describe different
aspects of the same phenomena. The occurrence of either is seen to relate to the context of
an organisation.

Organisational Focus

A clear difference between the two forms of incrementalism described in the literature
relates to a sense of logic and rationality underlying an organisation's incremental
adjustment of strategy. Logical Incremental organisations are characterised by a clear
sense of overall strategic direction, the application and utilisation of planning techniques,



and an underlying rationality related to the external environment. Indeed, managers are
seen to spend considerable time and resources monitoring and analysing the environment
and the impact this has on strategy. They realise they cannot know what changes will
emerge or necessarily how these chaﬁges will impact strategy so they counter this through
constant efforts to understand the environment, how it is changing and subsequently
responding incrementally to these changes. Within this form of incremental strategy
development the primary drivers of strategic change therefore come from a process which
has an external focus and orientation.

By contrast the major driving forces for strategic change within Process Incremental
organisations are more internally focused, being derived from within an organisation's
cultural and political processes. This i1s not to suggest that external monitoring does not
occur, nor that organisations characterised by this form of incrementalism are detached
from the world in which they operate. Rather it is that a strategic response and
understanding of a situation is likely to be moderated and interpreted through an internally
derived frame of understanding which reflects both the political and cultural aspects of an
organisation.

This does not suggest that one form of incrementalism is more intentional and rational than
the other: this is dependent on the viewpoint taken. From the point of view of an external
observer, the rationality of Logical Incrementalism may be more readily discernible than
the rationality of Process Incrementalism. However, when viewed from a managerial
stance there may well be a logic and rationality to strategic action in Process
Incrementalism which is embedded in an organisation's experience, way of doing things
and in what is taken-for-granted. @ This presents a paradox in interpretation and
understanding strategic actions between a viewpoint derived from outside an organisation
and one which is defined from within an organisation. Indeed, the rationality of the
process and strategy might be seen to be greater by those within the Process Incremental
organisations than in Logical Incremental organisations as the latter have a greater external
focus and consequently discern a greater disparity between their strategy and external
forces for change.

Operating Environment

Clear differences are identified between the two incremental forms and the environments in
which they operate. In making sense of these differences two underlying aspects to the
discriminators emerge. Some of the discriminators are objective and the others are more
subjective or perceptual in nature. '



On the more objective side differences are identified in relation to organisational size and
ownership structure. Sector of operation is also seen to be associated with particular forms
of incrementalism. For example, in the professional service arena there is a predominance
of Process Incremental organisations. Unlike many organisations where an individual's
involvement in decision-making at an operational level may be strongly influenced by role
and function, partnerships, which are likely to characterise these professional service firms,
operate in a less structured manner. The collegiate structure and associated authority and
control structures are based in and built on the partnership structure (Hinings et al, 1991).
The system of strategic authority may run counter to the activity of the partners, with their
high levels of autonomy and discretion, yet who must yield in long term matters to the
collegiate forum. As such the emergence of interest groups to block and halt undesirable
change is likely. Decision outcomes are more likely to reflect the influence and desires of
various individuals and interest groups, the strength of which may change given different
issues or projects. Not surprisingly then, the process of strategy development is seen to be
primarily driven by political and cultural processes and, arguably as a consequence,
manifests as an adaptive or incremental response to the environment.

Further, Process Incrementalism as seen within professional service firms may result from
their "professional nature" which can produce normative pressures for isomorphic change
(DiMaggio & Powell, 1983). The movement of staff between firms, the similarity of
recruitment and training processes, of promotion criteria, and the restrictions for entry into,
and progression through, a profession means that those who reach the top are likely to be
similar (DiMaggio & Powell, 1983). This process is such that individuals are socialised
into "knowing" what is appropriate and expected; and are provided with a common
understanding and an established power structure through which political activity can be
exercised. Indeed, where change has been instigated which threatens the values or
paradigm of an organisation and its key decision-makers in a professional firm setting,
change has been seen to fail (Hinings et al, 1991).

In the interpretation of the more subjective aspects of the operating environment care is
needed. The data presented here is self reported and when managers interpret their
operating environment they are likely to be influenced by particular frames of reference.
As such the predominance of an internal or external organisational focus might impact on
managers' perceptions of the environment. The stability of operating environment
perceived as characteristic of Logical Incremental organisations is such that this would
seem to describe a relatively benign market, in which experimentation within an
overarching intentional approach can be followed. Indeed, the stability of the environment
for the Logical Incremental organisations is such that managers in these organisations are



likely to see themselves in such a position that they can influence their environment.
Arguably, the intentional approach of constant monitoring and assessment may allow this
group influence over their operating environment or at least give an illusion of such control
(Schwenk, 1984). This group, though, is more likely than the Process Incremental group
to identify limitations in their business environment. Given that the strategy development
process, in the Process Incremental organisations, is primarily driven by internal processes
combined with a tendency to do things in a manner in which they have always been done,
the world external to the organisation is likely to be seen as less significant than internal
routines in setting strategy.

If the operating environment is interpreted by managers using their organisational frame of
reference, then their understanding of that environment and consequently the descriptors of
that environment they employ may align with an organisation's situation. Consequently
where an organisation may be under performing, as compared with its competitors or its
previous performance, this might be interpreted by those within an organisation as the
result of an increasingly hostile and unstable operating environment. The conditions of the
external environment are, then, moderated by an organisation's present situation.

Managerial Activity

Distinctions are also identified in terms of the activities of senior managers within these
two incremental forms. Within the Logical Incremental form breadth of involvement in
strategy development is more widespread. Responsibility for strategy development is not
located solely within a small group of individuals, rather it is undertaken by a more broad-
based and diverse group of organisational members. Less breadth of involvement is seen
within the Process Incremental organisations, where involvement is more restricted. This
process of restriction does not necessarily favour those at the top of an organisation but
rather operates to limit involvement to those individuals and groups with power or which
are most closely associated with an organisation's culture and paradigm.

Just as breadth of involvement between the two forms differs, so too does the mode of
involvement. In Logical Incremental organisations this is more formalised and is reflected
in the presence of planning routines which may perform the role of facilitating the greater
breadth of involvement. The mode of involvement is less formal in the Process
Incremental organisations. Routes of involvement are less clear cut and, given the political
activity associated with this form of incrementalism, more informal approaches may be
more common ways of attaining influence. Indeed, individuals or groups within
institutionalised positions of an organisation's formal system may not necessarily be
involved in developing strategy; rather individual and group involvement is determined



through an organisation's informal systems which reflect its cultural and political
structures.

Strategic Drift

The phenomenon of punctuated equilibrium (Tushman & Romanelli, 1985; Tushman et al,
1986) is now well established in the literature. Johnson (1988) argued that processes of
strategy development rooted in what has in this paper been described as Process
Incrementalism, results in strategic drift and hence accounts for the phenomenon of
punctuated equilibrium. This research permits a practical exploration of this contention.

In relation to organisational performance a significant difference is identified in relation to
sales growth, with the Logical Incremental organisations demonstrating higher levels:
however a significant difference is not identified in relation to profitability. Consequently
the notion that there will be differences in performance between the two forms is supported
but not conclusively proven.

In a similar vein, if these two measures of performance are taken as a surrogate for
strategic drift, then the notion of different rates of drift (Johnson, 1988) between the two
forms not fully supported. However, a caveat is required here in terms of the limitations
of this research. The measurement of both process and performance variables at a point in
time do not take into account time lag effects between strategic drift and a downturn in
performance.  Further, the reliance on managerial perceptions of performance is
problematic. While strategic drift may occur such that an organisation may be mismatched
with its environment, this may not be reported by managers. They may be sheltered from
this fact or "interpret" information to rationalise this as a situational glitch or counter-trend.

Having said this, in this research the descriptors of Process Incrementalism closely
correspond to the descriptors used by Johnson (1988) as do the descriptors of Logical
Incrementalism to those used by Quinn (1980). The form of incrementalism Johnson
(1988) described was rooted in studying organisations where performance had suffered over
time whilst Quinn's (1980) description of incrementalism was based on organisation's with
higher performance over time. Further, the sense of internal and external focus in driving
strategic change is similarly supported by previous research, with the more external and
high performing organisations being associated with Quinn (1980) and the more internal
focus and lower performance with Johnson (1987; 1988) and Grinyer and Spender (1979).
Further case evidence is provided by Pettigrew and Whipp (1991) which (though they did
not use the terms themselves) suggests that more Logical Incremental approaches are
adopted by higher performing firms and more Process Incremental approaches by lower



performing firms. Given this and the closeness of the descriptors of the two incremental
forms outlined here, there is some support for an alignment of Process Incrementalism with
strategic drift and of Logical Incrementalism with more sustained performance.

FUTURE RESEARCH AGENDA

From this research it is clear that attention on the nature of strategic drift, punctuated
equilibrium and the two forms of incrementalism is required. This is particularly so if the
assertion that Process Incremental organisations are more prone to drift is to be tested. In
doing this there is a need for longitudinal research which addresses the limitations discussed
above and which employs more appropriate measures of drift. Much of the research which
has looked at drift or punctuated equilibrium has been case based (Johnson, 1987) or has
used aggregated data (Romanelli & Tushman, 1994), To understand clearly the
relationship between forms of incrementalism, strategic drift and an organisations ability to
deal with required levels of change, there is a need for cross sectional data which tracks the
process over time and which recognises both forms of incrementalism. By adopting such
an approach and utilising more direct measures to assess drift, support might be provided
for the notion that the more internally focused Process Incremental organisations are more
prone to drift than the more externally orientated Logical Incremental organisations.

An extension to this research to explore the process - context relationship more closely may
also enable clearer relationships to be identified between the form of incrementalism and
organisational environment and particularly how this relationship operates. To be effective
future research must recognise both the complexity of the incremental strategy development
process and its variance by context. A triangulation of approaches utilising case study
method and questionnaires on a longitudinal basis may shed greater light on the nature of
the incremental process and the relationship to organisational context.

Further, this research has established a link between process and context based on
perceptual data. Future research might usefully replicate this by using more objective
measures and data. This research provides indications of the relationship between
incrementalism and context, a starting point from which it may be possible to build a
contingent model to account for variations in incrementalism.



CONCLUSION

The descriptions of both Process Incrementalism and Logical Incrementalism derived from
the large scale survey employed here link closely with the differences in the case based
descriptions of Quinn (1980) and Johnson (1988). The nature of incrementalism differs
and as such it cannot be seen as a singular phenomena. It is clear from the findings that
two patterns of incrementalism are commonly seen to occur that correspond to theoretical
explanations of incremental strategy development processes in terms of managerial intent
and organisational process. These forms are seen to be related to particular contextual
variables relating to environmental stability, sector of operation, formality of organisational
decision-making, breadth of participation, and aspects of organisational performance in
relation to growth. Further, the division between these two forms of incrementalism is
argued to relate more closely to their orientation; that is whether they are more internally
or externally focused in relation to their drivers of strategic change than to any clear sense
of logic and intention.

Through clearer descriptions of the decision process and a greater appreciation of the non-
rational aspects of strategic thinking better decision-making can be assisted (Duncan,
1987). There is then an intrinsic value in describing the strategy process in order to more
clearly understand the process and its mechanisms of activity. This is advantageous to
managers, not least because efforts to effect strategy or change the process will be more
effective if directed through, or at, the process as it actually exists within an organisation.
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The Internal Consistency of Strategy Development Dimensions

Dimension

Incremental
Intentional / Planned
Cultural

Political

TABLE 1

Number

of Items

~ NN 00 O

Coefficient

Alpha

0.66
0.90
0.75
0.75

Scale

Mean

4.40
4.05
4.33
4.30



Cluster / Inc

Strategy Development 1

Dimensions

Incremental 0.53
Intentional / Planned * -0.93
Cultural * 0.64
Political * 0.52

Nos. Organisations 28

* significant at 0.01 level

Mean

0.53
-0.02
0.25
0.01

SD

0.29
0.94
0.69
0.88



TABLE 3

Cluster Means on Contextual Variables

Cluster / Incremental Form

Contextual Variables 1 2 Mean SD

Number Employees * 1584 5164 3763 7983
Size of Turnover * 3.46 3.73 3.62 1.13
Status - Independent * 0.56 0.31 0.41 0.49
Stability * 3.89 4.42 4.21 1.11
Competitive High/Low * 2.28 2.02 2.12 0.94
Maturity * 3.45 2.68 2.98 1.19
Fragmented * 5.20 4.93 5.04 1.24
Hostility 3.73 3.57 3.63 1.07
Market Growth 4.52 4.46 4.48 0.99
Breadth of Involvement * 3.50 3.97 3.78 0.92
Formality * 1.89 1.60 1.72 0.51
Planning Department * 0.22 0.40 0.33 0.47
Profitability 3.54 3.86 3.74 1.13
Sales Growth * 3.23 3.50 3.39 0.69

* significant at 0.01 level



TABLE 4

Discriminant Function Analysis Statistics

Standard Wilks' Signif.

Variables Co-efficients Lambda

Maturity 0.81185 0.89911 0.008
Breadth of Involvement -0.34187 0.78883 ' 0.001
Number Employees -0.65873 0.70155 0.001
Stability -0.62816 0.65926 0.001
Status - Independent 0.35987 0.61793 0.001
Sales Growth -0.60919 0.58839 0.001
Formality 0.42181 0.55448 0.001
Size of Turnover 0.69271 0.53111 0.001
Planning Department -0.33951 0.51225 0.001
Competitive High/Low 0.39235 0.50102 0.001
Fragmented 0.31750 0.48422 0.001
N=71

Note: The variables Hostility, Market Growth, and Profitably failed to make a significant
contribution to the discriminant function and were not selected for inclusion in the SPSS-X
stepwise procedure.

Canonical Discriminant Functions

Eigenvalue 1.065
Canonical Correlation 0.718
Wilks' Lambda 0.484
Chi-squared 44.601
D.F. 11

Significance 0.001



APPENDIX A

Key Characteristics of the Four Dimensions

Incrementalism

Strategy develops in an evolutionary way

Strategy emerges from the everyday world of managing

Strategy is continually adjusted to match changes in the operating environment
Early commitment to strategy is tentative and subject to review

Strategy development, evaluation and assessment are intertwined

Strategy develops through small scale change

Intentional / Planned

Strategy is formulated in a deliberate and purposeful manner

Strategies are the outcome of rational procedures

Broad strategic goals guide actions

Strategy emerges through a constant process of analysis, re-analysis and modification
Planning techniques are used in the assessment and development of strategic options
Constant environmental scanning keeps the organisation in line with its environment
Strategies are closely monitored throughout their implementation

Political

Strategy is formulated by negotiation and bargaining between interest groups

The interest groups seek to realise their own desired objectives

Interest groups form coalitions to further their desired strategy

Influence on strategy formulation increases with power

Power comes from the ability to create or control the flow of scarce resources

A strategy acceptable to the most powerful interest groups is developed

Those individuals who control information gain additional influence over strategy

Cultural

Organisational ways of doing things impact strategic direction
A core set of shared assumptions based on past experience and history guide strategic
actions
Organisational history directs the search for and selection of strategic options
Strategy not in fit with the culture is resisted
The shared assumptions guide

- the selection of goals and objectives

- the identification of strategic issues

- the selection of information
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Importance of Ownership"

SWP 24/92 John Ward
"Assessing and Managing the Risks of IS/IT
Investments"”

SWP 25/92 Robert Brown
"Stapleford Park: Case Study and Teaching
Notes"

SWP 26/92 Paul Burns & Jean Harrison
"Management in General Practice - 2"

SWP 27/92 Paul Burns & Jean Harrison
"Management in General Practice - 3"



SWP 28/92 Kevin Daniels, Leslie de Chernatony &
Gerry Johnson
“Theoretical and Methodological Issucs
concerning Managers' Mcntal Models of
Competitive Industry Structures”

SWP 29/92 Malcolm Harper & Alison Ricple
"Ex-Offenders and Enterprisc”

SWP 30/92 Colin Armistead & Graham Clark
“Service Quality: The Role of Capacity
Management"

SWP 31/92 Kevin Daniels & Andrew Guppy
"Stress, Social Support and Psychological
Well-Being in British Chartered Accountants”

SWP 32/92 Kevin Danicls & Andrew Guppy
"The Dimensionality and Well-Being
Correlates of Work Locus of Control”

SWP 33/92 David Ballantyne, Martin Christopher.
Adrian Payne and Moira Clark
"The Changing Face of Service Quality
Management"

SWP 34/92 Chris Brewster
"Choosing to Adjust: UK and Swedish
Expatriates in Sweden and the UK"

SWP 35/92 Robert Brown
"Goldsmiths Fine Foods - Case Study and
Teaching Notes"

SWP 36/92 Mike Sweeney
"Strategic Manufacturing Management:
Restructuring Wasteful Production to World
Class"

SWP 37/92 Andy Bailey & Gerry Johnson
"An Integrated Exploration of Stralegic
Decision-Making"

SWP 38/92 Chris Brewster
"European Human Resource Management:
Reflection of, or Challenge to. the American
Concept"

SWP 39/92 Ute Hanel, Kurt Volker, Arianc Hegewisch
& Chris Brewster
"Personnel Management in East Germany"

SWP 40/92 Lawrence Cuminings

"Logistics goes Global - The Role of Providers

and Users"

SWP 41/92 Roger Seaton & Martin Cordcy-Haycs

“Interactive Modcls of Industrial Technology

Transfer: A Process Approach"

SWP 42/92 Susan Segal-Horn
“The Logic of International Growth for Service
Firms"

SWP 43/92 Mike Sweeney
"Benchmarking for Strategic Manufacturing
Management"

SWP 44/92 Paul Burns
"Financing SMEs in Europe: A Five Country
Study"

SWP 45/92 Robert Brown
"The Graduate Enterprise Programme - Has it
been Worthwhile?”

CRANFIELD WORKING PAPERS
List No 7, 1993

SWP 1/93 John Mapes
"The Effect of Limited Production Capacity on
Safety Stock Requirements for Periodic Review
Inventory Systems"

SWP 2/93 Shai Vyakarnam & Alison Rieple
"Corporate Entreprencurship: A Review"

SWP 3/93 CIliff Bowman & David Faulkner
"Pushing on a String: Uncertain Outcomes
from Intended Competitive Strategies"

SWP 4/93 Susan Baker & Mark Jenkins
“The Role of Values in the Design and
Conduct of Management Research:
Perspectives on Managerial and Consumer
Cognition"

SWP 5/93 Kevin Daniels, Leslie de Chernatony &
Gerry Johnson
“Validating a Method for Mapping Managers'
Mental Models of Competitive Industry
Structures”

SWP 6/93 Kevin Daniels & Andrew Guppy
"Occupational Stress, Social Support, Job
Control and Psychological Well-Being"

SWP 7/93 Colin Fletcher, Ruth Higginbotham & Peter
Norris
"The Inter-Relationships of Managers' Work
Time and Personal Time"

SWP 8/93 Mike Sweeney
"A Framework for the Strategic Management
of both Service and Manufacturing Operations"



SWP 9/93 Colin Armistead & Graham Clark
"The 'Coping' Capacity Management Stratcgy
in Services and the Influence on Quality
Performance"

SWP 10/93 Ariane Hegewisch
*Equal Opportunitics Policies and
Developments in Human Resource
Management: A Comparative Europcan
Analysis"

SWP 11/93 Paula Staniey
"Service to the Courts: The Offender's
Perspective”

SWP 12/93 Mark Jenkins
"Thinking about Growth: A Cognitive
Mapping Approach to Understanding Small
Business Development”

SWP 13/93 Mike Clarke
"Metro-Freight: The Automation of Freight
Transportation”

SWP 14/93 John Hailey
"Growing Competitiveness of Corporations
from the Developing World: Evidence from the
South"

SWP 15/93 Noeleen Doherty. Shaun Tyson & Claire
Viney
" A Positive Policy? Corporate Perspectives on
Redundancy and Outplaccment”

SWP 16/93 Shai Vyakarnam
"Business Plans or Plans for Business"

SWP 17/93 Mark Jenkins. Eric le Cerf & Thomas Colc
"Defining the Market: An Exploration of
Marketing Managers' Cognitive Frameworks"

SWP 18/93 John Hailey
"Localisation and Expatriation: The
Continuing Role of Expatriates in Developing
Countries"

SWP 19/93 Kevin Daniels & Andrew Guppy
"Reversing the Occupationat Stress Process:
Some Consequences of Employee
Psychological Well-Being"

SWP 20/93 Paul Burns, Andrew Myers & Andy Bailey
"Cultural Stereotypes and Barriers to the
Single Market"

SWP 21/93 Terry Lockhart & Andrew Mycrs
“The Social Charter: Implications for
Personnel Managers"

SWP 22/93 Kevin Daniels, Gerry Johnson & Leslie de
Chernatony
“Differences in Cognitive Models of Buyers
and Scllers"

SWP 23/93 Peter Boey & Richard Saw
"Evaluation of Automated Warehousing
Policics: Total Systems Approach"

SWP 24/93 John Hailey
"Training for Entrepreneurs; International
Perspectives on the Design of Enterprise
Development Programmes”

SWP 25/93 Tim Denison & Simon Knox
"Pocketing the Change from Loyal Shoppers:
The Double Indemnity Effect”

SWP 26/93 Simon Knox
"Consumers and Grocery Brands: Searching
for Attitudes - Behaviour Correspondence at
the Category Level"

SWP 27/93 Simon Knox
“Processing Idcas for Innovation: The Benefits
of a Market-Facing Approach"

SWP 28/93 Joe Nellis
"The Changing Structure and Role of Building
Societies in the UK Financial Services Sector"

SWP 29/93 Kevin Daniels. Gerry Johnson & Leslie de
Chernatony
"Similarity or Understanding: Differences in
the Cognitive Models of Buyers and Sellers. A
Paper outlining Issues in Mapping and
Homogeneity"

SWP 30/93 Habte Selassie & Roy Hill
“The Joint Venture Formation Environment in
a Sub-Saharan African Country: A Case Study
of Government Policy and Host Partner
Capability"

SWP 31/93 Colin Armistead, Graham Clark and Paula
Stanley
"Managing Service Recovery"

SWP 32/93 Mike Sweeney
"The Strategic Management of International
Manufacturing and Sourcing"

SWP 33/93 Julia Newion
"An Integrated Perspective on Strategic
Change"

SWP 34/93 Robert Brown
"The Graduate Enterprise Programme:
Attempting to Measure the Effectiveness of
Small Business Training"



CRANFIELD WORKING PAPERS
List No 8, 1994

SWP 1/94 Keith Goffin
"Repertory Grids in Market Rescarch: An
Example

SWP 2/94 Mark Jenkins
"A Methodology for Creating and Comparing
Strategic Causal Maps"

SWP 3/94 Simon Knox
"Re-enginecring the Brand"

SWP 4/94 Robert Brown
Encouraging Rural Enterprise in Great Britain
- Britain's "Venturccash" Competition

SWP 5/94 Andy Bytheway, Bernard Dyver & Ashley
Braganza
"Beyond the Value Chain: A New Framework
for Business Modelling"

SWP 6/94 Joe Nellis
"Challenges and Prospects for the Europcan
Financial Services Industry”

SWP 7/94 Keith Thompson. Panagiotis Alckos &
Nikolaos Haziris
"Reasoned Action Theory applicd to the
Prediction of Olive Oil Usage"

SWP 8/94 Sanjoy Muklherjec & Ashley Braganza
"Core Process Redesign in the Public Scctor”

SWP 9/94 Mike Sweency
"A Methodology for the Stratcgic Management
of International Manufacturing and Sourcing"

SWP 10/94 Ariane Hegewisch & Henrik Holt Larsen
"European Developments in Public Scctor
Human Resource Management"

SWP 11/94 Valerie Bence
"Telepoint: Lessons in High Tcchnology
Product Marketing"

SWP 12/94 Andy Bytheway
“Seeking Business Improvement: A Systematic
Approach”

SWP 13/94 Chris Edwards & Ashley Braganza
"Classifying and Planning BPR Initiatives: The
BPR Web"

SWP 14/94 Mark Jenkins & Malcolm McDonald
“Defining and Segmenting Markets:
Archetypes and Rescarch Agendas™

SWP 15/94 Chris Edwards & Joe Peppard
“Forging a Link between Business Strategy and
Business Re-engineering”

SWP 16/94 Andrew Myers, Andrew Kakabadse, Colin
Gordon & Siobhan Alderson
“Effectiveness of French Management:
Analysis of the Behaviour, Attitudes and
Business Impact of Top Managers”

SWP 17/94 Malcolm Harper
Micro-Credit - The Benign Paradox

CRANFIELD WORKING PAPERS
List No 9, 1995

SWP 1/95 Andy Bytheway
“Information in the Supply Chain: Measuring
Supply Chain Performance”

SWP 2/95 john Ward & Joe Peppard
“Reconciling the IT/Business Relationship: A
Troubled Marriage in Need of Guidance”

SWP 3/95 Kevin Daniels, Gerry Johnson, & Leslie de
Chernatony
“Collective Frames of Reference, Recognition,
and Managers’ Mental Models of Competition:
A Test of Two Industries”

SWP 4/95 Alison Rieple
“Stafling as a Lever of Strategic Change - The
Influence of Managerial Experience, Behaviour
and Values™

SWP 5/95 Grafton Whyte & Andy Bytheway
“Factors Affecting Information Systems
Success™

SWP 6/95 Andy Bailey & Gerry Johnson
“The Processes of Strategy Development”

SWP 7/95 Valerie Bence
“The Changing Market for Distribution:
Implications for Exel Logistics”

SWP 8/95 Valerie Bence
“The Evolution of a Distribution Brand: The
Case of Exel Logistics”

SWP 9/95 Andy Bytheway
“A Review of EDI Research”

SWP 10/95 Andy Bytheway
~A Review of Current Logistics Practice”

SWP 11/95 Joc Peppard
“Broadening Visions of BPR: The Imperative
of Strategic Integration”



SWP 12/95 Simon Knox & David Walker
“Empirical Developments in the Mcasurcment
of Involvement, Brand Lovalty and their
Structural Relationships in Grocery Markets™

SWP 13/95 Ashley Braganza & Andrew Myers
“Issues and Dilemmas Facing Public and
Private Sector Organisations in the Effcctive
Implementation of BPR”

SWP 14/95 John Mapes
“Compatibility and Trade-Off Between
Performance: An Altcrnative View”

SWP 15/95 Mike Sweeney & Marek Szwejczewski
“Manufacturing Standards of Performance for
Success”

SWP 16/95 Keith Thompson. Nicholas Thompson &
Roy Hill
“The Role of Attitudinal. Normative and
Control Beliefs in Drink Choice Behaviour™

SWP 17/95 Andy Bytheway
“Information Modelling for Management™

SWP 18/95 Mike Sweeney & Marck Szawvejczewski
“Manufacturing Strategy and Performance: A
Study of the UK Engineering Industry™

SWP 19/95 Valerie Bence
“St.James’s Hospital and Lucas Engincering
Systems Ltd - A Public/Private Sector
Collaboration in BPR Project A - Elective
Admissions”

SWP 20/95 Valerie Bence
“St.James’s Hospital and Lucas Engincering
Systems Ltd - A Public/Private Scctor
Collaboration in BPR Project B - The Re-
Organisation of Purchasing and Supplics”

SWP 21/95 Simon Knox & David Walker
“New Empirical Perspectives on Brand
Loyalty: Implications for Segmentation
Strategy and Equity™

CRANFIELD WORKING PAPERS
List No 10, 1996

SWP 1/96 Andy Bailey & Gerry Johnson
“Patterns of Strategy Development”

SWP 2/96 Simon Knox & David Walker
“Understanding Consumer Dccision Making in
Grocery Markets: New Evidence from the
Fishbein Model”

SWP 3/96 Kim James, Michael Jarrett & Donna Lucas
“Psychological Dynamics and Organisational
Learning: from the Dysfunctional Organisation
to the Healthy Organisation”

SWP 4/96 Mike Sweeney & Marek Szwejczewski
“The Search for Generic Manufacturing
Strategies in the UK Engineering Industry”

SWP 5/96 John Baker
“Agility and Flexibility: What’s the

Difference”

SWP 6/96 Stephen Adamson, Noeleen Doherty & Claire

Viney
*30 Years On - What Have We Learned About
Careers?”

SWP 7/96 Keith Goffin. Marek Szwejczewski & Colin
New
“Supplicr Base Management: An Empirical
Investigation™

SWP 8/96 Kcith Goflin
“Opcrations Management Teaching on
Europcan MBA Programmes”

SWP 9/96 Janet Price, Ashley Braganza & Oscar Weiss
“The Change Initiative Diamond: A
Framework to Balance Business Process
Redesign with other Change Initiatives”

CRANFIELD WORKING PAPERS
List No 11, 1997

SWP 1/97 Helen Peck
“Towards A Framework of Relationship
Marketing: A Research Methodology”

SWP 2/97 Hclen Peck
“Towards A Framework of Relationship
Marketing: An Initial Case Study”

SWP 3/97 Chris Edwards & Joe Peppard
A Critical Issue in Business Process Re-
Engincering: Focusing the Initiative”

SWP 4/97 Joc Peppard and Don Fitzgerald
“The Transfer of Culturally-Grounded
Management Techniques: The Case of
Business Re-Engineering in Germany”

SWP 5/97 Claire Viney & Shaun Tyson
“Aligning HRM with Service Delivery”

SWP 6/97 Andy Bailey & Gerry Johnson
“Logical or Processual? Defining
Incrementalism™



