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ABSTRACT

This studyexamines managerial activity configuratiomsh a viewto understand the
influences on attention middle managers give to activities they carryloerole of op
managemernit orientingmanagerialvork is afundamental influence that mediates other
aspects such as task environment characteristicsespbnse tperformance feedback
Enhancing managerial performanoedervarying task situations anterative

performance feedback calls for an evaluation of conserat of practiceThis would entail
looking within the remits opast experience witbxistingactivity configurationto

enhance effectivenessd or looking outside to explore novel approaches to imprgv
activities and their mutual fiThebalance between exploitation and exploration hil
seeking to do well diothmakes suchcalibrationin activitiesbeingmarked bywhat I call
aspirations of ambidexterityReflecting onconstructs likemanagerial work environment
characteristics, performance feedbadsand benefits of pursuirgmbidexterity,nature

of activities and the inteactionbetween top and middle manageménhot new to
researchHowever what remairmissing is an empirical examination of top management
influence on ambidexterity in managerial practeed alspa foctssed examination of
KRZ PDQDJHUVY VFRSH DQG RULHQW. oM Wisiggnpedcivg WR DFW
the study situates the unit of analysisasvities carried out bindividual managers, as in
how the top managemeintfluences the ambidextus orientation of subordinate
PDQDJHUVY

The studyusesdata collectedhrougha semistructuredsurveyinstrument Thisis
complemented witllata frommeeting observation memadghe survey instrumenias
been rigorously preested and modified prior to data collection fromshelyresearch
sitewhich isfederatedrganisatiorwith a rather flat structure hierarchically relative to
others in the industry

Several indingsfrom the study contribute teothresearchand practiceandinclude
evidence for top management encouragelgctiveambidextrougpractice by looking at
managers who do wellhestrategic and operational alignment perception in middle
maregers affecting theipropensityto make bangego their activity portfolios evidence

for the needor demonstrativénclusion offeedbackfor greatetbuy in by middle
management; the mediation by and variation in work environment charactdrestigsan
influence among othersA behaviouralnd cognitive interfaceith influenang
antecedentandcorsequencefor how managerial work ishaped and evolves along
aspirations of ambidextrous capability underpins the discussion in this study. The study
provides support to and extends the concdigateons along trajectories in research,
primarily those that concern themselves with managerial attention, managerial activity
configurations and ambidextrous practice in evolving what managers do.
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Chapter 1: INTRODUCTION

1.1. Overview of Research Interest and Directions
3:H PXVW GHVFULEH PDQDJHULDO ZRUN PRUH SUHFLVHO\ D

programmed system. Only then shall we be able to makE&a HQFH RI PDQDJHPHQW’

Sinceandprobably prior tahis quoteby Henry Mintzberg 1971, p. 97)managerial

activities have been considered central to how organisational systems make key decisions
regardingorogramming the managethe thesis takes this quote as a starting point for
modelling managerial worke add to the body of knowledgs manageial work in a
programmed systenilhis thesidgs predicated othe importance of managerial activities in
strategy formulabn and execution Managerialactivity configurationccomprise a collection

of networked and interelated activities that managers dadareof central interesto this

study

The crucial sensmakingand sensgiving UROH R pW R SisROh@DréfroRtiH Q W I
what the study seeks to investigedabordinate managers and top management give attention
to what is more important or critickdr performanceTop management oriefunctioning
throughguidelinesand directivedgor subordinates, and soitalinate manageesxamine
performance from their own perspectieenegotiate alignment with such top management
orientation Essentially, bthrespond to feedback from performamcémpactpractice-

delivered througmanageriabctivities therebymaking activities an interestingnd

importantunit of analysisto understantiow they are configured at the level of individual
managersThe importance of managerial attentiorativitiesis crucialfrom two

perspectives, first because attention issource and secoyglich attention allows one to

gain insight into what is at the heart of creating a distinctive configuration.
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In the first section below, | givenaccount of the above, which acts as a framework for
establishing the researchpgaFollowing this, | position my research using a rich stream of

establishediterature. | put forwardthe research questions thereaftealso notehemhere:

X How domanages allocateattention tothe activities they carry out?
X What is the effect abp management influence in shaping the propensity to deviate

from, or alternatively, subscribe to prescribed activities?

In the remainder of thishapter, | proide a detailed account of the variables aoigstructs,
and an overview of mymproachandmethodology. Chapter 2 iscaitical review of literature
providing propositiongonsideringhe research questions for the studigafter 3 is a full
account of theesearchmethodologyfollowed by analysis and findings ahapter. Chapter 5
provides dscussion andontributionsand tapter6 carries theconclusions andny

reflections.

My motivation for pursuing this research stems from my extensive practice experience in
senior and top management rol@ser time, and even before commencinglbgtoral

journey, | have come across aeadd research literature and practice narratives to inform my
understanding andecisionmaking. A research orientation emerged that went beyond
simply drawing on such work, to critically analysing, interpretind developing my own
perspective on managerial practice. That | work kfigher EducatiofHE) institution,a
departure was easily madmformal discussions on my critical reading of research with
research active faculty members drew a very strongmemndation for me to pursue a

doctoral programme.

| thereafter looked for openings and opportunities to do this, seeking supervisors and
institutions that had track record of researchnmanagerial practice, performance feedback

and explorationtexplottation,as initial broad areagOver the course of this doctoral

##'



research my journey has been exciting but also tenu@usrall | feel to have really
delivered to my need for engaging with an examination of managerial woakiésedents,

and implicaions | hope my work appeals to both scholars and practitioners.

1.2. ldentifying the Research Gap

There is a significant body of academic literature that tells us how feedback about
performance can, depending on the gap between organisational objectivesliandreate
reflection and dialogudor modificationsthat are needet organisationaiunctioning. That
dialoguecan potentiallyresult in choices being made about the modified ramge
prioritisationof activities, together with decisions datimeliness. A preferred combination
of how these are activities are carried canalso emergeBy extension onean talk about
the total result in terms ofsdrategicconfiguration. This idea of a strategic configuratias
aboutan interdependentlynamicand evolving activity system working to align with the
environment for superior performance over time (Albert, et al., 200 process of
strategy formulationandhow it thendrives towards intended godieingin a constant state
of churn thraigh evaluation and modifications well established in the literaty@rguablya
focal point ofa large section of strateggsearch{e.g. Ansoff, 1985; Williams et al., 2007;

Gavetti, 2012

Existing literature informs us thattivity configuratiors at the managerial levedbmbine for
anexpression of the realised strategic configuration ofithre Severalscholarsf[Bourgeois,
1980; PorteandSigglekow, 2008Mantre, 2008) have talked about the coalition of activity
configurations at the managgrlevel, as an expression of the strategiafiguration, thus
connecting thistrategic domain to managerial practice. If we thinkrofi level activity
configuratiors ascomprised of micro level configurations of activittbsitindividual
managersarry out, then understanding thnageriabctivity configurations crucial(e.g.

Miller andMintzberg, 1988; Burgelman, 1984, Siggelkow, 2002)
#$'



It is also understood that direction for a strategic configuration is oriented byatoggement
sensemakinl Rl pYDOXH OFKHYHW VHYR RWKHU JURXS LQFOXGLQ.
that has a greater potential for affecting the form and fate of an organization as the small

group of senior executives [top management] residing at the apex of an org&@ati’

(Lubatkin, 2006; pp.66566). ThisisZLWK VXERUGLQDWH RU PLGGOH PDQD
experience comprising part of the overall feedback and information for such an orientation

(Pater, 1996 Lubatkin et al., 20069r feed forwardo take place. Mdificationsbased on

performance feedback can result in a choice of conforming to past certainties versus

exploring new offshoots (March, 1991). This is arguably the founding grounds of a popular
FRQFHSW FDOOHG puDPELGH][W H dishahoBirki@shewy 2008Méi dt\ UHV HD U
al; 2019. Maximising both exploration and exploitation as per ambidextrous orientation is
considered ideal butarriesrisks due to issues integration and cohesidifleaveyet al.,

2015;Kollmann et al., 2000 For instance, such risks arise with an attempt to integrate past
certainties of performing activities with new activities as experimentations, where creating
alignment challengasianagerial functioning and can often léagoor performanceThe

term ambidextras orientation at the organisational level as a unit of analysis has been
contextualised during the time this study was being completed andin@gxper that was

submitted by m¢Heavey et al., 20)5The termambidextrous orientatioat the

organisabnal level as a unit of analysis has been contextualised during the time this study

was being completed (Heavey et al., 2015). The departure that | believe is significant, is in

how this was taken forward. In ngsearchl| have taken the unit of analygsa micro level

in examining managerial ambidexterity, rather than continuing to examine such orientation

from the macro level of the organisational collective. | seek to bring the idea of ambidexterity

by making such a departure and relating it moreeatioto managerial work.

#%



Empirical evidencdor theemergence of aatity configurationds rather weak in research to
date.Also, the link betweenvhat managers do and top managentghience onrmanagerial
attention to activitieghat subsequentielates to their balancing of exploration with
exploitation i.e. ambidextrous orientatios anothemareathat lacks an empirical basis in
research.l intend to addresthis gap by empirical researchnducted irm multrcampus
Business School.discusghe conceptual basis of performance feedback, activity systems

andambidexterity inthe following section.

1.3 Conceptual Foundations

Before presenting the research questions, in this section, | briefly elaborate on the key
conceptuadomainsand theorisationthat inform my researchSeveral variales of interest

emerge from the discussion aativity configuration managerial attention to activitiesth

design and are held accountable &rdof performancdasedmodificationpressures These

include,top management influence and howanagerseek tomake sense déedbackand
consequentlyhowthis feedback inform&uture practcend PLGGOH PDQDJHUVY RZQ V
making of performance nee@shich could bepartially alignedto theview of Top

Managers).

The issue otonformancend alignment also comes to the fore with such multiplicity in
sensemakingThis alsoleads taa need to keep in perspective Hitationalcontexi i.e.
varyingconditions that underpin the environrh@mwhich managerfarry out their roles
This would indude relatively more difficult situationandmore complex and neroutine
agendas to handl&hese situational contexts dmghlightedin literature, but only partly
examined from a perspectivérnanagerial att&ion to activitiege.g.TengbaldandVie,

2015, pp. 168.67;Petersand 21 & RQ Q HU 097QW]EHU J
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The perspective of activity systems originates from the woeofienov (1978&nd cultural
psychologists from the eastern bldtiese examined how the activity systems are shaped, by
interactionsetween contextual specificities and actioiifiis conceptualisation came before
Siggekow and Porterd002, and emphasised mediation by the work environment and the
interface between éhbehavioural and the cognitiven management research Niberg

(21973) was probably the first to associate mental models with managerial practice. Only very
recently, just as | am completing my thesis, have activity based theorists started looking at
mental models and their applicability in different situational conteftégartignoniet al.,
forthcoming 2016).However, this research, does not look at the emergence of mental models
as in orientation imparted through emergent influencesghates wih consequences of mis
specification. The research is also based on simulation. My work looks at real organisational
data and, in part, looks more at what leadsvuat they describag cognitive fit. The

interest in this research trajectory is gathg@rnomentum from multiple perspectives and is a
strong validation for my work, from both a theoretical antpeical perspective. There are

alsostrongpractical implicatios for decisionmaking in organisations.

The consequence of making sense oflfeek and contextual influences is likely to result in
modification to the activities that managers do. What emerges at this juncture thergfere is
classical choice paradigm of conforming to past certainties versus exploring new offshoots
(March, 1991) Thisis arguably the foundationf anow popular concept called

MDPELGH[WHULW\YT LQ RashhbdBiidshani2068Mel Etkal; 2014

Ambidexterity typically means aximising both exploration and exploitatiéar innovation

and keepig abreast of changes required for achieving and sustaining superior performance
However, one important caveat is about the riskatefjration and cohesiorThis is because
managersaveforward looking rationaleshich can sometimes countermine tregbention

to achieving a balance between exploration and exploitéBoeve, 1998)They could often

#I n



be too cautious or too exploratory depending on the situations and conditions they conjecture
going forward From thisperspectivethe manageal twofold managerial vantage point adds
even for complexity i.e., that dW RS P D Q D dfHAUL\GIG D QIGP DMl RPD QP IJH U V
influenceon modification ofthoseactivitiesin their ownportfolio is likely to bebasecn

howthey viewthese activitesto haveaffectedperformanceThe performance experience
wouldincludethe contextual basis ofatureof tasksituations that they encounteay for
instancewhathas been monaseful in their experiender delivering tohigh pressure

situations Kintzberg, 1971; Wu et al., 20pWhatmiddle P D Q D Jirkerwth will be
moderated by tomanagemen¥ duidelinesand theirtolerancefor subordinats to deviate

from the prescribedctivity as acceptepracticé. The configuration of activities at the
managerial levelboth reflect and feed into organisational level understanding of value
activities.As mentioned, while the idea of ambidexterity has been dealt in research cited
mostly from an organisational level, this study examines managerial legelhsaking of

their contexts to shape rationales for striking a preferred balance between exploration and

exploitation.

However, as a caveat, it shoalldo benoted that as activity configurations evolve, there is
nothing to say that configurationsaganisationahnd managerial levels will always be
aligned.This perspective on modifications in actieis and actiky configurationse-
emphasisethe concept of ambidexteritypecause, modifications can be based past certainties
and/ornon-path dependent ways of thinking (Gaaut Karnoe, 2001 Lubatkin et al.

(2006) have argued that the ability to influettoenature of deviations from set ways of

O

# The idea of managerial practimeuseful to distinguistirom activities.| take pacticeas dbout how activities

are carried out, for instance, the extent of flexibility deployed to enact different configurations, response to
activity sets in different ways depending upon the nature ofdifisition, among others. A combination of
experience angbis and insight being manifested in informing activity executigoractice "
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working is a fundamental capabilind that if thiscapabilityis appropriately leveragedig

likely to yield superior results.

This brings me back td DUF KV V H P L Qi2xpldidt®OdarddownhirQ
establiskesthat superior performance levels are achieved when exploration (high deviation)
and exploitation (low deviatioworking to deliver based on past certainties) are both at
WKHLU pKLJKASYIreS boBexploration andxploitationshould inform

modifications to indicate an ambidextrous orientation (Raisch, et al., 20@9gand

Hughes, 2014, p.13)For instance, exploration can be achievethdycing novelty from
beyond theorganizational repository of experiencesby sheer creativity. In contrast
exploitationis aboutieveragingand adjusting activitiethat have yieldeduperior

performance, and are already in the organisational reposhanyation between top
management and subordinate managers can pdiebgaome a rich context for shaping
superior activity configurationsHowever, as noted befothis can also make for
misalignment between top and subordinate mandgessH U V Sahéthiélefdtd kesult in
corflicted conditions in the evolution of aeity configurations. It could therefore potentially
yield undesirable consequences for management relation&iipensandPeterson 2000)

as well as poor performancémbidexterity is doubleedged swordtdespite the promise of
high performance,rdharcing ambidexterity maglsoyield integrationand coordination
pressureandresearclsuggests make for considerable rigkperformance (e.dollmann,

et al., 2009, p. 3)7 Whilst the literature suggests that ambidexterity should be facilitated
and erouraged by top management, the realisation of benefits will be dependent on how

well integration and coordination pressures are tackled.

The conceptual domains discussed so far are associated to seearakf research.These
streams together fim arich backgroundwhich | summarise below, as | move forward to

present my research questioss previously notedone perspective otme challengéor
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modification in activity sets is provided activity configuration theory(Siggelkow, 2002).

In this theory firmsarea set of tightly coupled value creating activities (e.g. activities

involved in developing new products; human camtatelopmentsupply chain

enhancemen}svhich come together as a tight constellation and help creatdiguration

that can adapt to both changes in the external environment and internal inconsistencies
(Siggelkow, 2002) Researchers frortihe organization desigmresearch stream (Gresand

Drazin, 1997; Van FenenandVan Glinow, 2009) have concluded tliams (as well as

managerial mingetg may benefit fronfocus on understanding and reinforcing

organizational interdependencies among objectives, tasks, structural units to develop a steady
functioning system which adjust to external environment (LampeéBhalla, 2A.1).

Thereforethe literature identifies that activities, their execution andivtgfeedback works

to modify them are important in context of managerial practice. Howéweze is little
research that examineskth UROH PLGGOH PDQDJHUVY DV uVXERUGLQDYV

top management) play in developing their own activity configurations.

Thereis some welcitedresearch on howmstitutional and work environment dispositions

(for instance, managerial suppeystems, peer intarons, frequency with which they
encountedifficult task situationsshapes thapproactof middle manager®owards activities

thatthey do(Maitlis, 2005). Whilst work environment contextsan be very variedhe
definingvariableis thebehaviourof top managemerthat imparts a sense of how given

activity sets are put in practice and calibrated basqzhsetperformance.Research such as

by Gioia and Mehra (199@&ndby Schmitt, Probst and Tushman (20t@aty recognizes

WKDW WKHUH LV D FUXFLDO pVHQVH PDNLQJYT DQG pVHQVH
orienting and calibrating managerial activities as a response to feedback from performance.

This is particularly crucial from a point of view of hoarse parts of the activity

configuration get modified and othdsecomeembedded. This hasiplications for how and

#*



why managers choose to giggentionto certain activities as per tiagtention based theory
(Ocasio, 1997). This adgesonates witthe classical exmrationexploitation paradigm

(March, 1991). ORUH UHFHQWO\ 2Y5HLOO\ ,,, DQG IlinkadKhe D Q
idea of ambidexterity to manageriability, and have indicated top managentess an

influence on sch ability, by for instance, judiciously and differently sanctioning managers to
deviate from set norms of functionin@rganisational level stregy formulation is partly
explored in classical literature to do with performance feedback th@big disausses how
organizationgnd teamsdjustactivities based on their understanding of performance

adequacy (Greve, 199Bampel and Jha, 201%¥ang et al., 2016

To close this summary of research streams, it is useful tdpateralue activities emerge
through the interaction of environmental influene@slorganizationalevel sense making of
activity configurations and their effectivendssg. Van FenemandVan Glinow, 2009).
Putting it anotheway feedback from feeforward permeates across two lirdesd three
levels of interactiontenvironment and organisatistrategic fit, and organizational level

understanding of value activitiesanagerial level activity configurations.

What remains missinthough,is research thairovidestheempirical evidace forthe
emergencef activity configurations The link to managerial role and top management
influence in shaping managerial attention to activities\®tfeerareathat lacksarobust
empiricalbasis in research examine this and thereby posititins research at the micro
level of managerial activity configurations aitglinteraction with organisational level
strategy, manifested through top managemEms brings me to theesearch questions

below:

The firstresearclguestiontries to undestand the influencesn managerial attentidnom a

more generic perspective to engage a wider set of perspectives including making sense of

#



feedback from performance, risks to performance and situatonxts:

x How domanages allocateattention tothe activities they carry out?
The second questidhenfocusesontop management influence as a fa@nod the nature of
its impact omidde PDQDJHUVY SURSHQVLW\ WR VHH DFWLYLW\ SUH
continuum of conformance to deviatiar as templates they may deviate frofhe
perspective on this will engage constructs of ambidexterity, while continuing to ke
issues to do witimature of top management practice when it comes tdtsayatureof
feedback generation and iasion in decision making, providing sanctiand supporfor

middle managers

X What is the effect of top management influenchaping theropensiy to deviate

from, or alternatively, subscribe to prescribed activities?

Together these two questionslh meanalysemanagerial work to inform developments in

research on activity configuration, including perspectives on aspirations for an ambidextrous
orientation. Research does notet, draw explicit linkagebetweenK RZ PDQDJH&ahWW J VKDSEt
inform the emergence of their activity configuratiamaddition to thenfluenceof top

management within this remiVhile focusing on an internal context in contrast to studies

that pitch the idea of value activities mordrgsr-firm competition, the study also explores

firm level work environment influences focusiong top management orientation as an

influence on managing ambidexterity.

S



Figure 1.1.An Interim Framework
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1.4 Overview of Approach andM ethodology

Theoverallstudy approach is abductiwath generouskew in balance towards a deductive
orientation The study deliverpropositions from extant literature and gathers evidence
consideringhese propositions. The first data collectpartfor this studyhas supported
generation of furtheconjectureghat are acknowledged as such when presentis study
Thereaftethesearetaken forward to be examined as part ofdkerall set of propositions
(most of which are generated purélym literaturg. The outcomes from thfirst stagef

data collection and analysis alselpedthe survey instrumerfAppendix A) This was
adapted to theontext of the research site, lwith a perspective to support content and
construct validity, angeneralisability The deductive inductive interface and cyclicafity
some propositionfnductive outcome then tested forth in the second stage of data collection)
thusmakes for an overallbaluctive(both inductive and deductivejudy design

(Schvangeldt, and Cohen, 20)5

The case study site a federated organisatiomthe Higher Education sextwith a flat
structure comprising top managemesgpically campus deans) and subordinate managers
(middle managers). The data lggeod proportionateoverageof subordinatananagement
respondent§2?2 of a total of 28jn the survey instrumermdministrationmeeting
observationsnd notes theredgimemos) also inform the datéhe federated structure of this
global organisation, which is still in desigrsingle cae site, supports somgeneraliability
which is for higher education institutioasdglobal firmsin the service sectavith a flat
structure However from another perspectivbe typicality of this institution as a specialist
and réatively novel multicampus educational itisition also curtailgeneraligbility.
Analyses of qualitative data have been done through theme genekitesandHuberman,
2006. The main thrust has been on intater assessment and reliability focrising and

scoring themes that emerge in a contéttisis as outlined iperationalisatiomelated to
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gathering evidence for the propositionQuantitative part of theusvey data has been
analysed using techniques suitable for ordinal data givenature of the instrument,
Spearman correlation&ruskal #Vallis testby ranksand ordinakegressiongas applicable
for some parts of thanalysesgarereportedas techniques in analysatongside qualitative

comments to present findings.

1.5. Outline of the Thesisand Presentation of the study

Thethesis introduces the study upframthis chapteand therproceeds to discuske
literaturecontinuing the perspectives developed in the introductory chapderive
propogtions. As mentioned, @ame of these propositions did revhergestrictly from the
literature (proposition6 and proposition3b, two of twelve propositionincludingsub
propositionsiandhavebeen influenceldnformed also by the initial stage of datdlection,
thus having and inductive flavour which is nofedmethodology chapter and in section
4.6.3) These aralsoreported in the literature review as they iarpartalso then linked to
literatureto betaken forwardor scoping evidence in thesmd phase of data collection.
These two propositions relatedspects ofisk perceptionsvith top managemenn relation

to tumultuous task situations and with reggrdgformance riskthey perceive from sanction
for modifications Initial memo taking.e., passive observation activity yielded data that
indicated such risk connotations as cruydiaugh some other aspects of risk from the
perspective of ambidexterity and from the vantage point of subordireatagersvere drawn
from a discudsn of extantresearchAt that stage | had not linked these propositiongo
existing theorisations and research evidence. This is aligned with the emphasis on ethics in
academi@ractice (Macfarlane, 2010 he approach of such presentatamd combination
between theory and data is acceptable in context of how the study has emerged to work

towards the research questions (Langley, 1999, p. 691)
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The mixed methods approach of the styastpcess of data generatiand the overall

abductive natre areprimary agendas flagged themethodology chapter that followise
literature review There is also an account of the research site included in the chapter. The
analysis and findings chapter deals with each of the propositions including the ones
mentioned above that were partly informed by data. The findings focus on the survey
instrument dat&or some propositionandqualitativemeeting notegmemos) for othergiven

the nature of enquiry requireshdthe nature of access | had to manag€ualitative
comments from the survey have also been usedperationalisatiomnd analysis.This

chapter presents analysis leading to evidence forgagosition xincluding detailon
operationaliation The survey instrument whidtasbeenpre-testedand refined works to
generat responses twell understoodjuestiondrom the respondent$ have therextraced
embedded proxies for shaping meastines capture variables of interest for each
proposition. The penultimate chapter discusses thelicapons of the results and identifies
what interpretations can be taken forward. The final chapter concludes with an articulation of
response to each of the research questions to complete the circleclodimgchapter | also

note contributions thahis study makes and the trajectories it suggests for future research.
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Chapter 2: LITERATURE REVIEW and PROPOSITIONS

2.1 Overview

Two theoretical research streagen be highlighted as founditigematicorientation ofthe

discussion to introduce erstudy angbresent theesearch interest, directions and gapke

first is attentionbased view developed by Ocasio (1997) and the second is activity

configuration theory (Siggelkow, 2002; Ocasio 199Vheattention based vieargues that

attention iself is a resource and that what decision makers dependenbn what they give

attention ta/ChoandHambrick 200§ and; whathey give attention to is driven by specific

situatioes DQG RQ KRZ WKH ILUPYV UXOHV UHVR&KiidFEHY DQG UHO
processes and communications KLV WVSHFLILFLW)\ Rxp&ie@aopl [ W LQFOXG
managenent orientation and guidelings prescribed activitiegnd the nature offask

situation|

Upfrontthe idea of task situatioras in relatively high pressure and relatively low pressure
situations neegito be tabledThis isin how they are conceptualised in extant literature and
going forwardas a key conceptual basis for how this study contextualises managerial work.
The natureof managerial work situations has been dealt with in extant research under
multiple contexts. From a point to view of managerial work pressure the context has been
two-fold. The first deals with crisis management and the latter with managerial workin hig
velocity environments. What has been missing is another dimension of managerial work
pressure that occurs not only due to crisis or in high velocity environments but also during
routine contexts that are by design marked with anticipated and schedjliqutéssure

times. Mintzberg in his work Managerial Work: Analysis from observation (1971) speaks of
situations that are routine but could be more demanding and then this has been taken forward

to discuss managerial work pressure but more akin to theidegh velocity environments



(Carrol and Gillen, 1987). In this trajectory of thought, the idea of routine pressure situations
that are known to appear say temporally like in educational institutions during admission
times for administrative staff, and @more generalised context new product launch,

financial year closindpastaken a back seat for what is considered tumultémusnanagerial

work contexts. The idea of crisis and a generalised high velocity based contrast between
different industries or wrking cultures has dominated research on intensity or pressure
contexts that relate to managerial work (e.g. Kahn et al. 2013, Mendonca et al, 2004). | define
high tide or tumultuous work situations more inclusively as terms that include relatively more
intensive times that are plannadd unplanned and unanticipated crisis contexts. Low tide

times in contrast are those which are relatively, slack and stable.

Context isrecognised in cognitive modellintpat examinebehaviours and preferencefs
manages (ThomasandVelthouse, 1990) Managerial identity, taskontextsandexperience

in organizations are central to how the activity configuration performs and evolves, and the
attention managers give to differetivities,andany modifications madg@ales, 2002).
Allocation of attention to different activities is a key iicator of managerial mindet,which

is underpinned bgeveral contextual factors. These range from firm characteristics,
managerial dispositiolinked to understanding ofnor experience, and also situational
contexts, both internal and externatpacting the interests of both managers, and of the top

management (Scott, 1992).

With this backdropl presenthis literature reviewwhichincludes as a central strand,
research in th area ohctivity based vieywwith onelegacy in theconceptualizationf value
activities(Porter, 1996; Sheehan and Foss, 20889 the other legacy in the generic
articulation of activity system@&emenov, 1978)I focus my take on the activity based view
from a perspective of value activitieShereafer, | draw on reseeh in the area of

managerial attentioaritically evaluating the view of attention as a resource, including a

$("



perspective on factors influencing the consumption of this resource, making it a rather
atypical resourceheavily contingent on experientiakg@rational and perceptual mediators
(Ocasio, 1997; Weick, 1998; Williams et al; 20@%cheli andBerchicci 201%. The factors
associated with the distribution of attention as a resource, comprise a range of perspectives,
ranging from change, operatiorthfficulties, negotiating strategic directioand also
understanding of strategic goals @hdalignment of orgnizational stakeholders

This review also reflects upon the influence of top management on managerial propensity for
deviation from presdbped activity configurationsThis is alscexamined fronthe perspective

of aspirations and risksf anambidextrous orientatiofMarch and Shapira, 1992)

Understanding top managerial influence on activitiesutordinate managers aribw the
activities that the latter carry out, are configured, modiéiad delivered as a consequence, is

crucial.

Ambidexterityis anaspirational mandate of organisations striving for superior managerial
performance and links into the idea of deviation and conformamescribedactivities.

Activities underpin managerial practice, practice in this context being a high order term that
includes how the activities are carried out in terms of subscription, propensity and interaction.
Ambidexterity has both activity leVand practice levetonnotationshow they (managers)
balance exploration and exploitation with reference tgthscribedactivities (Lubatkin et

al., 2006; BirkinshavandGibson, 2004).Putting it another, there is tension between needing

to evolve the activity configuration for performance needs, but at the same time working with
the configuration for shoitterm effectivenessOrganiational research has suggested that top
PDQDJHPHQWYIV LQWHUY HQW L RQutihBstan&r¥ddavdamnBiglityQ J V\Q FK U
while enhancing flexibility helpto create ambidexterityNetwork effects of top

management and social capital development at thefimtetevel in cohesive industry

networks have been evidenced as conducive for ambidexterity (Heavy é4)., 2
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Top management influent®w middle managerstrike abalance betweesubscribing tpor
deviating from prescribedctivities or in other wordspursuingambidexterity. Thiss an
area thahas beermnly partiallyexamined imresearch@ibson andirkinshaw,2004: 223.
Taking this forwards still a relatively open researehea, in terms ahforming knowledge
and practice In the sections to follow | examine research streanasthe gaps, that | have

highlighted.

2.2. Theactivity based viev

2.2.1 Activities and the configuration

Organizational complexity has been exaed from several perspectiveshélstarting point
includescore technology, key competencies, structural characteristics, resources, activities or
policies (Sigglekow, 20Q2. 125; RivkinandSigglekow, 2003DeToni et al., 2016
,ZUUHVSHFWLYH RI WKH WKUXVW R otithegd-varlatkids Heryditen Q WH U H
configurationis the term used to visualise the complexity underpinning organizational
functioning(Meyer et al., 1993).Variousparts of the configuratioas in any systejrare

valued differently based on how critical they are to the systdither (1993) speaks of how

a selectiorof high value parts of the configuratican energe as tightly codpd, for

examplestrong core capabilities such as, being able to respond with accuracy and high
judgment, despite the need for speed, in the context of tumultuous task situgtichgigid
couplings may reduce the propensity to explohetapabilitis and resources (which may

or may not be important), for instance, not being able to give the required attention to team

development issues, in shaping the ability of others to respond to this type of task situation.

The rigidity premises also arguechitermsof policies and norms that stifle organizational

propensity to look outside as its focuses on internal cohesion and consistency in functioning

s



(Rivkin andSigglekow, 2003).0On the other side of the spectrum lie organizations that go

overboard foladapting to external contexts atms FDQ KDYH D pGLVUXSWLYH LPS
configuration- reducing the net value generated from such adaptation (Lampel and Bhalla,

2011: 348).Overall, the ontrasting research evidence sugg#sitevolving the

configuration at any level and seeking benefits from it needs to examined and informed.

Activities have been recognisedliteratureas thebasison which the idea of key elements or
MFRUH HOHPHQW VHovizkHadt\RiQsl thdmseEle&Gare also désed as

elements of the configuration (e.g. Sigglekow, 2012: 126; Romanelli and Tushman, 1994
1147). By the same tokemctivities appear to be higher order elemégatghis level £
managerial practice is the next stage up in order as discussed befpoesgenting

manifestation of other elements, for instance, they consume resources, and are carried out
under certain policies and procedurd$ey are even representative of the influence of
culture, control and power systems in how they are carriefLeuinthal, 1997). A further
validation forpositioningactivities asuchhigher order elements comes from the argument

in research thactiviies FRPSULVLQJ WK HQWRIQUIDIFWHID@IE)R D WILLQ J
reinforcement at times and conflict or completeresources at othémes Siggelkow,

2012). However, the value of such interactions is contingent on how they are deliasred
sometimes two or more activities are needed together to form, for all purposes, a single
activity. For instancein numerous Mergers amcquisitions this concept of coupling is
amplified asthe organization tries to finglynergies through creating, selecting and
recalibrating activities across two different legacy or activity sys{esibas happed to the
research site during towards the closure of this doctoral wivkien bp management
attentionand orientation foactivitesDW WKH VWUDWHJLF OHYHO RU DW WK
levelis not insync with organizational needs is not peraged as such by subordinate

managers, iyields poor value for all stakeholders (Kay, 19%daser et al., 2035
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Thereforethe evolution of activities themselyes evolution of the value system of which
they are a part, is highly intertwine&or thisreason] use modification in activities and
modification in the activity configuration as inrtenangeable. The data also does not support

dwelling into this distinction.

Top management disposition towards deviations from prescaittedty configuration needs
to be seen in context of situations facing the organizadiot the legacyof orientationfor
deviationsfrom normed activities, from the pg§tostanzandDi Domenico, 2013

Research suggests thatimilar way ofthinking mayapply to subordinates. They would
relate to their own tasgituation, sanction from the top, and disposition fexperience
(Hadida and Tarvainen, 2014) 7 RS P D Q D ddiBrist@iivdinderstanding of
organisational needs @translating them into prescribed activities, and sanctioarfgr
flexibility around themis crucial Failure (by top management) in any one of these elements
is more likely than not to lead to poorer performafMarch and Shapira, 1992Jor

instane, top management was to be skewed towavdst flexibility for subordinate
managers in terms of deviatitnom prescribed activitiesyhile the actualneed mayf be
more confomance at a given point in time situationalcontex, aresultantmisalignment
may be realisedt the organisational levelherecould alsdbe a perceptual misalignment
when top management priorities are imotine with whatsubordinate managesse from

their vantage point. For instande,cases of high requiremendf conformance while the
subordinate managers fékht the approach is naligned withorganizational priorities.
Subordinate managease likely toconformbetterto top management prescriptions if they
perceive the top managementiave a goothande on organiational priorities. This may of
course also entail a misalignment in understanding of organisational priorities in the first
place. This is a point fromnstitutional logic literature with a perspective to understand

heterogeneity in institional logics that underpin managerial respenbehaviours and
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subscription to top management orientation (Johansen et al., 2015). The proposition on

explaining subscription by subordinate managers is thus as below

Proposition 1: Stronger perceived alignment of top management priorities with
organizational needs will increase subscription to prescribeiéies by subordinate

managers.

7KH SHUFHSWLRQ RI WRS P D @ DbrgahatoQalhpficfitiBsEdrpdrtant WR ZR U
for creatinga follow through fromsubordinate management (middle managemeant)heir

subscriptiorto prescribed activitiesThis includesdeasaboutflexibility and rigidity within

such prescription, or putting it another, is top management perceived as sharing

organizational patterns of when to be flexible and when to be rigié case of Lufthansa

when it was in dire stiis with weels of operating cash left is a casfencited in research
(Bruch and Vogel, 2001 &(2 -XUJHQ :HEHUYV DELOLW\ WR VDOYDJH W
cash injection and then working on a cost cutiing leamprogramme managemegxercise

(that focused on flab other than peogpleas highly effective.lt led towidespread

subscriptiorof the severgbrogrammes, whiclvere initiated with veryprecise activitiesto

work through the recovestory. This is astorythat continues to be cited more rihsvo

decadetater.
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2.2.2 Managing the dynamic configuration

$V D SUHFXUVRU WR 6LJJOHNR piialisédvallN acBvRiesMiéhie FRQF
presentearganizationahetworkof activities with reflectionson how critical activies could

be isolated for focusyhetherthese wereentral parts of the system, oginforcing activities

that supported key activitiesde went on to argue the role of leadership control and

influence,but stoppingwell short of discussing the importance(sfibodinate)managerial

mind-setsas well as how theseterface with top managements understanding of value

activities In thissentencel encapsulate the complexity of dynamics at work, and establish

this gap that is central to the thrust of thisdst

The overall understanding tife complexity ofactivity configuratiors, in terms of key
activities andheir interactionsshapesnanagerial views abotherelative value contribution
of activities (Kor and Mesko, 2013A high degree of heterogahein views (feeding into

top managementian be useful as it creates more space for evaluating and reflectinthepon
activity configuration(comprisingthe micro level managerial configurationsHowever it

can also create ambiguity and be costltemmns of organizational efficiency and pace of
adaptation (Haunschilchd Sullivan, 2002Schmitt and Klarner2015).Feedback is thus

often difficult to effectively evaluate, and also agpon astutely.

However, difficult as may be, top managementighib demonstrativly includeof
manageriafeedbackwhether it is heterogeneous or nigtgrucial(Cho et al.,2006) Such
fHHGEDFN LV RIWHQ V\VWHPLYV &y mokse inbXikgRdiléste@QimtiéeH P D QD.
actions undertaken by top managemeéitiusthe feedback needs tee demonstrativeso as

to influencesubordinatenanageriabuy in so that any change or continuity is seen to be

appropriate Inter-firm collaboration literature has looked at ttbsit no studyto datehas

examined thesdynamics within an organaion (Webb et al., 2015 6 XERUGLQDWH PDQD.
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SHUFHSWLRQ RI WRS PDQDJHPHQWYV DELOLW\ WR IXQFWLR
conformance will be supported by the view of how effectively thejude and deliveito

feedbak received.This yields the following proposition that seeks a baseline condition of
demonstrative inclusion of feedback in perceiving how effective top management is when it

comes to balancing conformance with deviations.

Proposition 2:7RS PDQDJHPHQWYV DELOLW\PRR IRN®DQFH u@HW KL
prescribed will be more effective when complemented with demonstrative inclusion of middle

management feedback.

Past experience of top D Q D J H Riéh@ntfative (and timely) response to feedback

received has been associated itihe quality of feedbackhat helps link firm

characteristics with managerial competenciénd et al., 2001) For example, a timely and
demonstrative response to feedback received about how to improve the screen view of syllabi
to students in a Higher Edafmon institution, led to increased richness and diversity of
suggestions from multiple administrators. The attribution of this feedback to the appropriate
individual was not only helpful, but also led to speedy adoption of the change. The point
hereis aboutemphasis on inclusion, wide and timely adoption and speedy improvement in

performance.

2.3 Managerial attention as a resource and its mediating influences

Managerial attention is a key resourcattties in other resources fprocessingattenton
given to an activity (Siggelkow, 2002An activity maydraw more managerial time and also

consume other resources as it is suppatetiemphasizeid functionality and design.
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Managerial attention is thus not only a resource, but also a resouactogtin some ways

that defines consumption of other resourgémagahandVolberda, 2014)

Researchefers totask descriptions and role profilas explicitmarkers of what managers

should do (Maitlis, 2005)Whenmanagers perforrtasks, they do stinrough lens of what is

crucial for their own performance, and what is crucial for organizational performance.
Whetheror notthese self and organizational performancepectives are alignethakes for
greater (misalignment) or lesser (alignment) caxipy. This alignment perspective that |

have introduced is mediated by characteristics of the practice environeyaamples

abound in research bateyet to be brought uder one umbrella. For instandéeier et al.,

(2015) speak of performance concemhile Voinea et al., (2015) emphasis practice

difficulties and communicatiodifficulties, that would (by implicationimpact managerial

attention In a federated organization, differences in the practice environment can contribute
to how attention isllocated differently for the same tasks or situation. Also managers have a
preference for certain characteristics of the work environment, which in thesetird
subordinates directly impacts the way they functigfRrU H[DPSOH RQH WRS PDQDJ
prediection for technology has mediated subordinates way of performing key activities, and
this may not be how the subordinates preferred to operate. What subordinate managers give
attention to for performance may be shaped by their preference of praciicserant

characteristics.

Proposition 3a Managerial attention to activitieim context of organational performance

will be influencedy characteristics of the practice environment they consider more crucial

Proposition 3: Managerial attention to eivities in context otheir ownperformance will be

influenced by characteristics of the practice environment they consider more crucial.
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Arguably, wnlike the Porterian view on value activities at a macro |evieich refers to
organizationahctivities,here the focus is on a micro sef activities with reference to

individual managersa/Vhile research has examined performance feedbaitk extensively

(e.g. Meyer et al., 1993; Miller and Shamsie, 12B8fa and Lampel, 2014)is issue of

attentionof managers from dual performangerspectivesemains largely unexploredt is

also important to note the positioning of the concepts of performance feedback and attention,
the former being a process and the latter a resoditoe alignment between thea concepts

lies in theinterpretativeorientation andtrategic choicattributes that underpin them (Daft

and Weick, 1984)Helfat and Peteraf (2015) have looked atrthiero foundationswhich

they stateis at the level of the individuaubordinatenanager.Their contributions about

ZKDW PDQDJHUYVY DUH FDSDFLWBWHGHW R/ JILLYHHG DAVBW HIQ WH R\Q ¢
cognitive capabilities that underpin dynamic manageaghkbilities for sensing, seizing, and
reconfiguring, and explained theilpW H Q W L D Qp L8335 Patiikecit another wayhe
characteristicef the practice environmeniill be strong mediators of how attention is

allocated given apecificlevel of capabilities. Thpropositions above seekidence for

managerial atterdin from this perspective.

2.4. Sensemaking that underpins managerial attention

In the previous sections, | hadescusseananagerial mingets and the differing perspectives
that contribute to managerial understanding and subsequent action, all ofechitks

interpretation, and evaluation of outcomes and processes.

The process that contributes to an interpretation of the agtitmome relationship is referred
to assensemakin@/Veick, 1995). 1t becomes pertinent here as the schema deployed by
manaers to assess the value from, and consequently, the attention they give to activities

(Ram’rez, ...stermamndGrsnquist, 2013).
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Sensemaking is a term borrowed from psychology but finds appeal in underlining the
emphasis on attention beiag individualcorstruct €.9. KaplarandKaplan,1977, Helfat

and Peteraf, 20)5 Sensemakingg VHHQ DV-BPRAMRPLRYH SURFHVV" B5HVQLF
that has been used to connect human cognition to the environment, to also throw light on how
people or actors partigliproduce the environment thepcountee.g.BergerandLuckman,

1967; PondyandMitroff, 1979; DaftandWeick, 1984). Despite the individualised

S V\ F K RiIedRaki$hf the conceptthe idea of collective sensemakirigat hasalsobeen

discussed inasearchwhich would relate to feedback and feed forward congruence between
the top management and subordingfEsvsonandMcLean 2013 CrossarandBerdraw,

2003. Empirical evidence suggests that in situations of high environment complexity and
uncertanty, organizationgtop management as decisiorakers)avoid cognitive pressures

for making choices outside the existicgnfiguration(e.g.HammerandChampy, 1993;

Miller andShamsie, 1999). Thisould also associate withdifficulty in exploring
subadinatemanageivVfgedback to shapgichsensemaking at the organizational level (i.e.
feednginto top P D Q D JH P H Q WdiEntatMhldoténtialy I€adingo poor utilisation of
feedback On the other hand when internal feedback is utileggatoprately,the advantages

of working withheterogeneousputs will be that there is likely to be greater congruence
EHWZHHQ VXERUGLQDWH PDQDJHUVY DQG WRS PDQDJHPHQ\
organisation of the awity configuration for manager Fealbackfrom subordinate
managershapes the organisational level strategginfiguration to then feddrward into

orienting managerial activity configuration for greater congrueii¢e following

proposition seeks to understand how such congruence is affgatedilingeffective

feedback from subordinate managers
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Proposition 4: & RQJUXHQFH EHWZHHQ WRS PDQDJHPHQW DQG VXE
importance of activities will be enhanced when there is a favourable perception in

subordinates about utilization of internal feedb&gktop management

Despite its conceptuahtion by Weick1979) as not only a metaphor, lasta concept
sensemaking remains difficult to capture in empirical researdh.| V ik iumantognition

have yielded somieybrid approaches inmapirical strategy research (e.g. Porac, Thoarab
Badenfuller, 1989; Anthony et al, 1993; MartiamdKambil, 1999; JohnsoandHoopes,

2003). The concept easily forms an important part of any explanation that is attributed to how
managers allocate their attention to activities that they docdimbination 6these

approaches have also helped mmglerstanding of the methodological perspective | develop

in the following chapter.

$OVR LQ :HLFNTV FRQVWUXFW L&rogR/F WHWMAULIRG/HSIH FWH.QYWH PD W
making sense of past experiences. Howetres role ofprospectivesensemaking also

recognized in literaturéNeick, Sutcliffe,andObstfeld, 2005).This sometimedinks intothe

justification that managers provide about their strong performance i.e. that they made of

sense in explaining whatas achievedPorac et al., 1989)This is partly based on

retrospective analysis and partly based on envisaged alignment of their oagmragons

from their differentiated attention across activit{i@e@wenandOstroff, 2004) This

comparative andontextual sensemaking feuperior performance, and the interpretabbn

work environment signals is clearly at work in orienting managerial attention

As introduced before,r@ way to think abounanagerial practices the idea that managers
attemptto create a consistent internal fit that matches, or achieves a synthesis withikhe
environment. Managerial activities, that come togetineomprise managerial practice,

ideally in a reenforcing and symbiotiaay, are central to this pursuit of aptimumfit
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(Porter, 1996:70; Siggelkow, 2002Activities are designed to align with taskuations
encountering managerial work, and evolve based on managerial experience of using them.
Managerial practice and its articulation along roles and furstiave been widely discussed
in research making for a rather broag@mitto understand whahanagers do and; how they
do it? (E.g Hales,2001, 279'ULVFROO / X WMimzDarg HIX5)D O
Essentially, managerial practice can be tedcecomprise activities as the fundamental
building block Activities are what managers execute to fulfil requirements of their roles,
often aligned with different functional areas in an organizatlarthans (1988) and Hales
(2001) provide strong a vdhtion for this in their work on understanding the composition of
managerial work and its influence respectiveanning, information processing,
monitoring, conflict management, and motivating subordinates, are some exangyksssof
under which managil activities arelescribed For instance, managerial relef

monitoring under different functions like marketing, finance and productitirall

potentially compris€onducting performance reviews an executable activity.
Relationships betweentagties constitutirg the activity configuration ar@s important to
keep inmind as the composition of different activitiestackle thisaspecwith less than
desired rigour in this stuggiven data limitationsManagerial modifications in activities
both in the composition of activities, and in working irtelationships between activities
occur in tandesupports the conjoint operationalisation in this study to some extaid.
could be ingiving relatively more importance to some activitieserecuting them with
modificationsin content o in their networked linkage) responding to task situatioasd
varying in conformance to prescriptions from top management

Modifications in activity configurationwill demongrate managerial propengito exploreor

alternatively be informed based quast certaintiegMarch, 1991).The latter is through
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examining the organizational repository of activity modifications to see if there are any
templates that can be adapted and experimented with tanimfodification requirements.
Performance feedback from modificationsactivitiesfor managersas been argued to
impactaspects such agerceptions about their own competence in delivering an activity;
understanding certamctivitiesas being moremportantfor their own performancgor real

or perceived personal reward) apdyceptions abowanction fordeviatiors from
organizationahormsin responding to task situations (Wiseman and Gekeja, 1998).

From a top maagement perspective, theyhey themselves influeneceanagerial

propensity to deviate from sebrmsis crucial. Such an influence of top management on
VXERUGLQDWH PDQDJHUVY DELOLW\ WR PRGLI\ WKHLU ZRUN
spanning several decades (e.g.mQiat al., 2013, Hales, 1999; Dill, 1958)hat remains

less explored is how this influence can be designed to promote superior performance through
shaping armmbidextrousrientation inmakingsuch modifications, i.e. by enhancing both
exploration and gXoitation (Lubatkin et al., 2006).

As mentionegdpriorwork by Gioia andMehra(199%6) and by Schitt, Probst and Tushman
(2010)recognizeghat there is a crucial role that top management plays in oriearithg
calibratingmanagerialvork asa responsé feedback from performanc&here is no

subsequent researddt the time of writing the thesithat focuses on understanding top
management behavior that influenoeanageriaambidexterity This is paitularly

noteworthy given the strong linketween ambidexterityperformancend riskshat have

been made in research to date.
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2.5. Managerial view of activities and top management influence

Having made the case for understanding top management influence and outlined the research
directiors of ambidexterity, | now look at manifestation of behaviours that align with

ambidexterity in tandem with biases and perceptions.

Managers carry out their roles through a range of activities including, generating information
or engaging in consultatiomsmder organizational templates (e.g. Kotter, 1982; Woolbridge
and Floyd, 1989) For instance, consultations in response to poor performance of service
delivery personnel may comprise activity prescriptions like involving a certain set of
colleagues to drcuss and agree on the appropriate respddger time, the manager may

seek to modify the activity, by involving wider set of colleagues, or alternatively, fast
tracking through aichegroup of colleaguesThe managerial decision on which way to go
could be basi# on experiencehere the outcomieas been either veppntestedin which

case engaging colleagues to consider the situatioim contrastywhere outcome has been

very standardniaking consultationpurelya legitimizing equirement at bekst

Managerial workand its outcomes shape a perception about the robustness of the link
between the decision and the outcome, and the value of this outcomedBaTitrshman,
2005). Activities can yield uncertain outcomes, be directed at diffimilichieve objectives
and even be prone to delivextreme consequencies the manager or for the organization
(Sitkin, 1992, p. 11).This suggests that a crucial variable that will affect propensity to
modify activities is theisk in undertaking such modifations. Some managers will be
prone to pursue modification in activities despite the risk associated with such modification,
while others may seek to protect their perceived reputation and prior gains. With research
evidence supporting both asserti¢egy., Thaler and Johnson, 1990; Dutton and Jackson,

LW VWDQGV WR UH DV R&adingop aanpRrnaiod with reBaidd W T V
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to their own propensity to experiment is likely to be crucial in affecting risk perceptions in
subordinate maagers Top management could do this by usargprganizational repository
of experiences (exploitation), or inducing novelty (exploratidn)either case they would
likely promote an environment (deliberately or subconsciously), which is in own tregejm

whether that image is about conformance or flexibility.

For example, a top amager who prefers to not have difficult HR conversations-(non
conformance to organizational policies), for the fear of backlash and damage to personal
brand is likely tocreate an environment where subordinates are more likely to take on

same hesitancy in terms of all types of evaluation activities.

Proposition 5 Risk perceptions in subordinates about modification to activities will be low

ZKHQ WRS PDQDJHPHQWYV RZQ SURSHQVLW\ WR H[SHULPH(

The nature of taskituations is crucial to keep in perspective when examining middle
management disposition to deviate, or alternatively, conform closely to prescribed activities.
There is a significarttody of research that seeks to understand managerial work. This is with
a view to understandolw it evolves and how it igligned withorganizational interes{g.qg.,
CyertandMarch, 1963; Mintzberg, 1975; Siggelkow, 2002; GimalHambrick, 2006;
SheehamndFoss, 2009) Stability of tasksituations aligns with overall environmental

stability tha characterises an organization. There tumultuous the situatiothe greater the
need forout of box thinking, because prescribed activities matyoe an appropriate

responsgin terms of the desired outcomBResearch on environmental volatility that impact
organizations explicitly evaluagecosts and benefits of flexibility in manaigé subscription

to activities.This also point$o time and resource constraints being amplified in such

situations (Dutton and Jackson, 1987).
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Given the need to manage performance, clearly thoeatenedn tumultuougimes, top
management sanction for modifications is likely to be coupled with a mandate for
subordinatesat execute activities in close alignment to the response the top manager expects
or directs. th more stable times, modificatis may be less tolerated, particularly if they do

not yieldsuperior performance. A view stichapparentontradictions and associated risk

has beemliscussedn recent research, particularly in making arguments that reléte iea

of ambidexterityBennerandTushman, 2003)Another perspectiven ambidexterity of top
management teams themsely@esd not the influence on subordinates) has been probided
Smith and Tushmar2Q05),who FRQFOXGH 3 WKH FRQGLWLRQV XQGHU
attendto and deal with strategic contradiction deserves to be more at the centre of our
VFKRODUYVKLHhis coutl relate thow top managemerg not able to guide
subordinatesgither due to lack of confidence in thesivesand poor delegain abilites,
alternatively see this as very risky in terms of sharing cofitmolet al., 2013Schmitt, et al.,

2010).

An example of such behaviours in perceived risky situations would be wapere
managemento not provide clear guidance to subordinates iexaernal regulatory context,
where rule change creates a tumultuous environment, requiring an explorative response,
simply because they incapable of doing so. An alternative explanation could lepthat t

management do not want tascontrol, and wouldo for poor outcome instead.

*Proposition6: 7RS PDQDJHPHQWYIV VDQFWLRQ IRU PRGLILFDWLRC

perceived risks togrformance.
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2.6. Ambidexterity in Managerial Practice

Managerial modifications to activities, both in their composition, and in scoping inter

relationships between them are informed by practice experience, and by performance
feedback.This could bein say, giving relatively more importanceguoidelines about

keeping close tpast ways of execution for senactivities, and in contrastxecuting others

with more exploratory modifications. Tlvembination of thesmodifications across activity
setsZLOO GHPRQVWUDWH DPELGH[WHULW\ DW SOD\ L H EDOD
FHUWDLQWLHVY ODUEFK Anib{dexewy\car@otbétaked to be the

assured routéor improved managerial or organisational performanidee compéxity in

integrating diversity with more certain approaclsesften argued tbe counterproductive

(e.g. Kollman et al., 2009; Simsek, 2008¢i, LaurserandAtuaheneGima2014). Top
PDQDJHPHQWYV DELOLW\ DQG LQIOXH Qdf the\mitegiativd HQW W K H
SUHVVXUHY PDQDJHUVY FDQ FRSH ZLWK DQG WKH QHHG WR
becomesgrucial from this perspective.

Performance feedback from modificationsattivities haslsobeen argued tonpactaspects

such as: pergdions aboutP D Q D biWtJcdfipetence in delivering an activity; perceptions

about activitieshatmatter more for their own performance and; perceptions aamation

for deviatiors from guidelinesn responding to task situations (Wiseman and Gekiejta,

1998). From a top maagement perspective, the way influence is directedhatgerial

propensity to deviate from sgtiidelines or templatés crugal (Qiang et al., 2013, Hales,

1999; Dill, 1958). What remains less explored is how this influencelmadesigned to

promote superior performance through imparting an appropriate and executable ambidextrous
orientation (Lubatkin et al., 2006; Mei et &014). Asking subordinates to largely remain

within guidelines, for coherence and achieving conststemhilst ensuring that at the same

time they have and recognise that they have, the right markers for deviation, implies two

&%



things. Firstly, that top management themselves possess the talent to recognise and execute
enablers such deese Ensley, et b, 2002) Secondly, subordinatésve to recognisthata

different mindset is required in different circumstances, in itself something that requires
shaping by top management. For example, in a case of a student complaint in a Higher
Education instittion, where the grievance is nooutine, understanding the context in terms

of severity, together with an overriding need for a speedy response, will be strongly
dependant othe orientation and mentoring ability of top management.

Indeed,Lubatkin etal. (2006) havarguedhatability to influencethe nature and scope of
deviations from set ways of working is a véapdamental strategicapability. Using

ODUFKTV V lariatloQ 2 xplaidte®paradigmhiey contendhatsuperior

performance levels are achieved when exploration (high deviation) and exploitation (low
deviation- ZRUNLQJ WR GHOLYHU EDVHG RQ SDVW FHUWDLQWLH
Both should inform modifications to yield a performance enhancing orientatasc{R et

al., 2009 ChangandHughes, 2014, p.13)For instance, exploratiopy indudng novelty

from outside the orgarational repository oéxperiences or by sheer creatiyiind

exploitation by leveraging prior experiendesm activities (includingmodifications made in

the past}o reinforceand enhancstrongly performing activities

Theseinsightsneeds to be extended through toeatssns in research that follothie seminal

work by Lubatkin et al., (2009) and others like Gibson and Birking28@4). These take a
cautious view to include integrative pressures and capability limitations that go hand in hand
with pursuit of ambidexterity, and whether and how will it transpire into superior
performance (e.g. Simsek, 2003llmannet al.,2009,Mei, et al., D14). Such strong

caveats to the benefits of ambidexterity in managerial practice make the need to examine

influences on ambidexterity very topical.
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Research argues thmfundamentalole of top managemerg to derivevalue from
manageribwork there is no other group including the board of directors that has a greater
potential for affecting the form and fate of an organization as the small group of senior
executives [top management] residing at the apex of an organisatiobatkin, 206,
p.665666). Prior work by GioisandMehra(199%) and by Schitt, Probst and Tushman
(2010)also recogniH WKDW WKHUH LV D FUXFLDO pVHQVH PDNLQJT
management plays in orientiagd calibratingnanagerialvork as a regmse to feedback

from performance In this conceptualisation sensemaking is the feedback realised and
assimilated by top managemgtat then orient strategic direction downwards, to guide
managerial practice as a consequence i.e. sense giving. Dwrioguiise of this cycle, top
managerant feedback and feddrward can get disjointed, and there may not be agreement
among the individual subordinates, as there is likely to be variation in their sensemaking.
Addressinghis issue of potential nealignmert is also thus considered important for how

top management influence can yield desired outcomes (Yukl, 2002; al.,2014).

Bringing together, theeed to control for risks ithe pursuit of ambideterity, and, the need

to alignsubordinates termsof their own sensemaking, presents a pertinent and amplified

challenge for top management. This is becantsgrative pressures between exatmn and

exploitation can be higlandwherecapabilities to deliver to thearenot adequatethis can

lead b performance revers@.g. Simsek, 200%lei et al; 214). The tension between

exploration and exploitation and thbility to manage this tension is discussed in research,

and therefore there is tradf between the two, which should not be lost swjht

Simultaneously maximising both is not achievaiileen themediation through managerial

and organiational capabilities, aswella/ LPH DQG UHVRXUFH FRQVWUDLQWYV

Tushman, 2008; March 1991).



For instancein a M&A situation, the joinig together of two legacy systems offers
tremendous opportunities of exploitation from the repositories of the two systems.
However, the new entity will not be completely aligned with onevan both cultures of
ZRUNLQJ $O0OVR WKinthisiRstabice §nd tipitallgF GkBly to be aboutoping
with changeln essenceneither complete nor complete exploitation are going to support

drawing synergies or ensuring performance.

In these circumstances, top management is required to makeldjtfidgementshat would

test their abilities at ambidexterityrhe practice of ambidexterity, as | have discussed so far,
is influenced by several factorkiteraturethat dealsvith ambidexterity in practicanotes

quite explicitly: ¢ E H\dR@1tGral,contextual and leadership antecedebtshavioral
antecedents arguably require examinatiqg€hang and Hughes, 2014, p.13his is not
sufficiently inclusive, however, and does maclude work environmentantecedentsuch as
thenature of task situains. This is where | seek to plug a gap in research, by including task

situations as a variable in my empirical framing.

Task VLWXDWLRQV PD\EH pVWDEOHY RU DOWHUQDWLYHO\ pW X
how middle managers respond to angliafluenced by top managemer@uch relative

deviance in conditions is widely recognised in research that deals with organisational

behaviour and managerial response to discontinuities (e.g. Kwee et al., 2010; Schmitt et al.,

2010). The reasons attrilbed to variation in conditionare internal or external to the

organization oa combination of bothThe exogenous context can be captl as the extent

of externalenvironmental dynamismZKHUH UHVHDUFK QRWHYV WKDW DPELJ
underincHDVHG XQFHUWDLQW\Y ZRXOG PDNH IRU UHODWLYHO\

Knudsen and BeckeForthcoming p.2). Endogenaaicontext are more embedded in
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interests, power depdancies and capacity for action. Thaitd potentially be aultural
characeristic of the work environmemhat wouldencourageteady state perceptioabout,
eithertumultuous or, stable situations (Greenwood and Hinnings, 1996, p. 1024).
Irrespective of their origins the more taskuations are perceived as tumultudusgreater
the perceived or actual amplificationtohe and resourcgressurege.g. Burgelmari984

2 1 5 H a@l@ishman)This perceptual polarity in task environment conditions and its
consequences for shaping influences on managerial work are takemd as a variablinat
contributes tainderstandingisks in pursuit of ambidexterity This perceptual polarity
amplifies the consequences of the differences in selagéng between subordinates, and
also with top management, that | have argued earlserch amplification is likely to curtail
VXERUGLQDWH P D Q Ddévdteastit iS k&yadli@pait ¥ \untldrRstanding of high
risk. Top management own propensity to experiment in tumultuous times will make for
strong signalsféecting such rik perceptiongMorrison and Milliken, 2000; Heavey and
Simsek, 2014).

To sum up, ambidexterity has been looked at across d@ngins, whictiocus on; benefits,
enabling mechanisms and risks of integration. However, a link with top management
dispositionis weak in research emphasis, more so it isestent about task situations

where ambidextrous practice will manifest itself.

Proposition7a: 5LVN SHUFHSWLRQV DERXW DPELGH[WHULW\ ZLOO

own propensity to experiment.

*Proposition 7b: When the task situation is relatively more tumultuous it will affect top

PDQDJHPHQWYV R Z2geHRISHQVLW\ WR

The nature of taskituations is crucial to keep in perspective beyond affecting the impact of

WRS PDQDJHPHQW fméentatio s\ betalise f@ability of taskuations also
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aligns with overall environmental stability that characterises an organistgonpre
tumultuous theasksituation,typically the greater the need foutof box thinking, because
pre-ordaned activitiegnay notalign seamlessly with requirementResearch on
environmental volatility that impact organisations explicitly evaluates costs and benefits of
flexibility in managerial subscription to activities, also suggesting tha &nd resowe

constraints aramplified in such situations (Dutton and Jackson, 1987).

Performancgby extensionis likely to be seen as more threatened in tumultuous times.
Therefore, top management mandatesfdsordinatananagerant is also likely to be about
executing activities in close alignment with strategjiectivesfrom thetop (Christensen et
al., 2014). In these circumstances integrative pressures are likely to be lRatsiedy it
another waywhen practice situations are highly tumultuous thentsamfrom top

managemertb pursue exploration and exploitation with equal rigor is likely to reduced.

Proposition8: Relatively higher tumultuousness in task situations will reduce the sanction

imparted by top management for an ambidextrous orientatiomanagerial practice.

There is likely to be a repository of responses in organisational memory to draw upon for
potential modifications in activitiesThis is the resource that supports exploitation based
modifications, while it may itself comprisd# both exloitation and exploration led prior
modifications (Kor and Mesko, 2013guch validation fomodifications and the nature of
modifications across networked activities will have grestepe to moderate risk concerns,
as there is a muscle memgarithin the organisation, and with specific managers about how

such things were dealt with in the past.

Shaping adaptive response in context of risk concerns is a capability to hong edmees to

the mandate of an ambidextrausentation also implié in research that does not engage
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explicitly with downsides of pursuing ambidexterity (&k@rats 1998; LevinthahndMarch,
2003; SmithandTushman, 2005; Lubatkin, 2006).ooking inside organisational memory to
HFRQVWUXFWY VXLW DvialeirhaDde thé alilityr'tel b&) atnbiSaxt€@isH V
(Edmondson et al., 2001). Organisational processes that work on diagnosis for supporting
and rationalising modifications to activities may instil greater confidence in middle
management, for undertaking mod#imons. This then comes across as an informed
analytical choice between exploration and exploitatiather than as more of a manifestation

of individual dispositions and biases.

Proposition9a: Initiatives that promote reflection on prior modifiaats in activities will

reduce risk perceptions about future modification

The timeand resources for such initiativissalso likely to be function of how much slack
exists(Richter, AhlstromandGoff in, 2014;Mom, BourneandJansen, 2015 Clearly sich
slack is likely to be less during tumultuous timédso the modifications made during
tumultuous time that relate to both success and failure are likely to be more embedded in
maragerial memory (Ocasio, 2011hus acquiring stronger attention in exftions during

such initiatives.

Proposition 9b:Deliberated initiatives to reflect on modifications are likely to give more

attention to modifications made during relatively more tumultuous times.

The review has drawn upon extant @sé to outline propositions that | take forward for

analysis and evidence generation.
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Chapter 3: RESEARCH METHODOLOGY

3.1 Introduction

The review of literature in the previous chapter relates to research that deals with managerial
attention tahe configuration o#ctivities that they do, and influendst impact the shaping

of suchattention There is an emphasis tte much acknowledgdulit not empirically
examinedole of top managerial influen@a subordinate managers when it comes to how

the latter carry out and then seek to modify the activities that théy/laiée prescriked

activities, and associated task outlays stem from the top management, to be then delivered by
subordinatenanagersrelative levels of deviations and/or conformance to prescribed

activities are also sanctioned and legitimised by top managefligmment in views on

priorities and performance between subordinate managers and top management, risks and
sanction for modifications (and nature of modifications) to activities are central aspects to
note. Top management influence mayiedlectedin aspects talo with how theydesign

initiatives to learn from and suppaféviations, and also their owvalk thetalk approach.

This brief outline of the conceptual underpinning is important to keep in context as | now
presenthe research design and methodologytiis study. In this chapter the

epistemologral basis approach to enquiry and methods in data collection, and for analysis,
are discussed with appropriate rationaldse chapter inclues a profile of the case
organiation from which data is drawn ftinis study.Operationaliation specific to the
propositions is provided alongside findings in the next chapter for greater clarity in how

variables and measures are configured for analyses.

The basis ofW KLV d&¥inGn & Social constructionist gagtaligns with theoverall
mandate of the stud$ocial constructionist approathpliesa recognition of th@owsand

whatsof interactions and stimuli in the work environmésttapng manageriapropensities)



EHLQJ FHQWUDO W Rrgiirenty fov atloptihgfa\sotial ddhsivuctionist view are
elaborated in this chapteA mixed methods approadh used in this study. It comprises data
from asemistructured surveyin depth initial commentaries (from subordinate managers
only) to also inform dsign and content of the surveyydmeeting observation memaghis

is discussed, both in terms of rationale and for development of tools for data cobection
how it helped evolve the studylethods used for analyses are also discussed in addition to

reflections on methodological rigoand limitations

3.2 Research Philosophy

The philosophical moorings of research are seen at two interconnected levels of discourse,
the first is referred to as ontology and concerns with how the phenomenon is incexigten
WKHUH D pUHDOY ZR U O gendéhXohounkikdledt§ ofitkaDevnativelyL Q G H
another viewsuch agoundationalsmasksis the world (or phenomena therein) socially and
discursively constructed (MarsimdFurlong, 2002, p. 18; Hay0oR7)? Epistemological
SRVLWLRQ LV DERXW 3YLHZ RI ZKDW ZH FDQ NQRZ DERXW W
(Marsh and Furlong, 2002, pp.-18). Again two pespectives come into play hereis

possible to generate knowledge about the phenomenbauviany noise creating

interferences and that alternatively, such objectivity is not possible bexfasmsal

construction ofeality, observations at the respondent level and by the observer creating
further layers of subjectivity (Dieth, 2012)Vith such dualites in ontological (how does

exist?) and epistemologi€da KRZ FDQ ZH N Q poZitionktRaX c&n ptisty "

establishing the philosophicaasisof a research study before moving forwasduseful

The studyhas bothnterpretativeand positivisconnotations The interpretative perspective
also comes through from how measures are built forward, and then, a mix of propositions that

include purely deductive propositions to propositions that emerge from Taia.thestudy



is dominded bydeductive reasoning butith some inductive orientationThismakes it

abductive in its overall methodologiadisposition

The thesighusdraws on theory to generate prsfimns and also delivers soramerging

conjectures with support from ddtam thefirst phaseof pretesting, open ended

commentariefrom subordinate managers and meeting observation mehnepropositions

partly derived from data are aldscussed in the literature revias they are linked to

literature in being moved fward for deductive reasoning (two of twelve study propositions).
TheseDUH PDUNHG p 1 WR LQGLFDWH WKDW WKHThH LV SDUW L
second phasef data collection comprised further meeting observations and the data from the

surveyinstrument.

3.3. Social Constructionism and the QualitativexQuantitative interface

Understanding social behaviour and drawing meanings from it (e.g. behaviours and
perceptions related to them) disposes relativists (interpretivists) towards quealitati
methodologies to focus on meaning from such perceptions and behaviours (Liberman, 2010).
With this philosophicabasisthis study moves forward to deploy inherently perceptual and
behavioural data using both semsiructured instrument thatcludes Lilertscale based

responses and discursive data.

There is an arguabldivide between positivism and interpretivishat is subject of

discussion in how and wwhat extent a study is disposed towards one or the ofter.

formeris disposed towards quantitze methods and the later towards qualitative methods
The divide is often not very limiting in study design and should not be limiting for designing
methodology .3canbe easily overstate&k W Kdh0tking inherent in the properties of
different metbdologies which prevents their use by researchers operating from different

HSLVWHPROR J L(Kuben8SRIsimdd 2R Z) pp. 12).While social constructionism
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speaks of determining reality rather than it being an interference free objective phenpme
it does not dissuade the researcher fusing varied ad hybrid approaches. Objective
measurement and subjectivity of context go hand in hand when examining behartburs
eliciting measurements for relative substap to each by the respondergach asin a

primarily Likert scale baseistrument ThorpeandJackson, 2008).

Meaning isoftensaid to be constructed, rather than discoveredsaakconstruction looks at
interactions between respondents, and also, within the multiple measurefrifiesent
FRQWH[WXDO EHKDYLRXUV DQG SHUFHSWLRQV WKIDW FRPH
thereality (Crotty, 1998; ReadndMarsh, 2002, p235) The claim in social constructionism

W Kthatiméanings are constructed by human beings gsethgage with the world they are
interpreting” underlineghe value that can be derived from looking at rationales behind

differences in perceptions that relate to different perspectives and engage multiple methods to

triangulate and validate as this stutbes (Crotty, 1998 p.43)

This arguably helpgeneraligbility discussionsand alsginternal validity expressiondt
would conformwith the social constructivism premises arduirements of gazing meaning
irrespective ofleploying either or a comationof: a) purely qualitative data subjected to
discourse and therha (in context ofoperationaliationneeds) analysis, and/ or numerically
coded content analysis taken forward to quantitative analysibpraddinalassigned

perceptual antehavioual disposition datéhat is therguantitatively analysed.

Constructivism as a basis for meaning would come out of interfacing data from multiple
respondents as sources (iatelatedness) and lxamining the interelatedness of their
perceptual map@ergerandLuckmann, 1967; Berger, 2000, p. 174; Simmonds et al., 2001).
As indicated in the outline of the study contelere is astrongelement causality involved in

this studyfor instance by looking atvhat is the effect of stim@lacross a rangaf aspects
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from work environment to top management influence which also intdtastthus abouthe
construction of meaning as in what propels managers to deviate frdom suoscribe to

given activity configurationsand scoping modifications ta it

Burr (2004) has sought to claribauséity analysis embedded in suateaningfrom a
constructionist point of viewand supports a complementaritiyapproaches that | note above
Critiques of social constructionism in practice have suggesteiin inorporating
measurements, interpretations and interactions between vafiadieglual characteristics

of the self, personal attitudes and motivation&)ey also supportreating a stronger case for
their inclusion if the research questions are dispt®&drds a constructionist orientatjon
something that | do when | contextualise my propositions in the previous chapter and argue
the nature of investigation to include both positivistic and interpretivist appshelre

(Burr, 2004; Willing, 2001).

3.4 Mixed methods approach

For decades quantitative and qualitative purists have been debating whether the world in
social inquiry perspective should be viewed objectively or should it be about constructivism
alone because time and context free generalisaare not possible (MaxwelhdDelany,

2004; Schwandt, 2004However, realities of research have suggested that divisive approach
between the two orientations is undesirable (Johasd®@nwuegbuize, 2014)This study is
situated in the constructst paradigmhowever the logic athis positioning as the mixed
methods proponents would argdees not differentiate methods in data collection or

analysis Putting it another wayepistemology and methodological dispositions are not really
unitary in low they are linked (Phillips, 2004 uantitative approach that works on data
collection and analysis in conjunction with purely qualitative approaches forrieecsm

strongly mitigate th@roblem R1 T XD O L W D W Lofteh fer§enpRvBtE &nH Wnatlable



IRU >UREXVW@ L QVS H FW4d.iRkrtonlygaBoQt\akiny data available but
also making it visible in a form that is synthesised for inspecfidie availability of

perceptual scales and more generally ordinal scaling of agreanthkelinood helps (in
primary data collection) the respondent and such robustness in data overall (Onwalethuzie
Teddlig 2003). Different combinations can exist in mixed methods apprdachnstance
gualitative data (opinions, views, perceptiobsing translated intoodified observation.
Numerous examples from published research exist with a constructivist paradigm worked
throughto suchan approach tdata collectionoperationaliationand statistical analysis
thereof (e.g. Castro et al., 201@Qooking at thetypical mixed methods research process
model proposed by Onwuegbuzie and Tezl(f003) and then also discussed and supported
further by authors lik&iddle and Schafft (2014 recent times, diraw strong validation for

the approach anahethodological disposition | use for this study

3.5.Initialising Data collection

The challenge to give structure to the data collection exercise is helped by generic knowledge
of the phenomenon from past research and also from knowledge of howehese gspects
maybe manifested in context of a given research site (BryamdBell, 2015, pp. 159.60).

JRU LQVWDQFH ZKDW ZRXOG FRPSULVH WRS PDQDJHPHQWY
past experiences of modifications or deviations from the mommanagerial practiceThis

is typical of the kind of evidence sought in light of propositions developed through a review

of literature. Literature also provides generic assertions about how these aspects have been
related to in extant researchhisis also noted in development of and discussion on the
composition of propositions in the literature review (Hair et al., 2015, p. 28¢)own

experience of working at the research site and frontgating of the data collection

instruments discussed datalso, and invariablyprovides inputs into developing the data

collection instrumentsThe researcher bias however is controlled by not including the top



management at the campus | workedor any meeting observationsalso do not use any

of therespondents from this site for data collection using the main survey instrument.
Subordinate middle managers from the site | worked in were involved-tegtreg of the
instrument and in providing open ended commentaries in the first phase of datsoooléex

| grappled with design of the survey instrument and get a deeper understanding of the study
variables as they manifest at the research site to produce both an easily comprehendible and
valid survey instrument, and organise aligned themes for ogrgssive exercise of

observations of top management meetings.

3.6. Data collection

3.6.1. Semi Structured Surveys trationale

Semistructuredsurveyusing Likert scales and ordinal data are one form of data collection
approach for this studyThe discussion on mixed methods has dwelled in part on the

rationale behind semstructuredsurveys. Leading on from the discussion on the
constructivistorientation of thetsidy it may be prudent to noBurgess (1982, p. 107) who

states clearlyw K.Dth¢ Gpportunity for the researcher to probe deeply to unceverF Q X HV
RSHQ XS QHZ GLPHQVLRQV RI D SUREOHP DQG «« YLYLG DF
based on personal experience) X UWKHU YDOL G D Wd4uR€}¥s ® propée WU XFW XUH
percetions and views is provided BerakylaandRuusuvuori (2011) who say that a large

proportion of qualitative studies deploy structured approach to eliciting organisable and
MEHWWH U Y sbieEticelyaidga€l Hehavioynserceptions and even attitudekhe

survey instrument | deploy in this study comprises Likert scales complemented with scenario
based reflections and open ended comments. These allow respondents to input rationales and

preferences as an extension of their responses.



3.6.2 Desiq, pretesting and development of the semi structuredurvey instrument

Thesurveyinstrumenthas beemleveloped with the view to generate evidefuzeexamining
propositions. The initial instrument was designed in consultation with my supervisors and
wasambitiousin design. For instance, in using sormépolar causal relationships relatitay
propensity to deviate or improvise from normed activities increasing or decreasing with top
management sanction, among othégspendix C) Terms like improvisatio instead of

deviation were used becausdhe pretest based omy owninitial perceptionof how
UHVSRQGHQWY ZRXOG UHODWH WR WKH ZRUG pPpGHYLDWLRQ
norms while it is just intended to capture variati®scussims on whether it has any
connotations for conceptual underpinnings were engaged in with the supervisory team before
using it in the instrumentOther questiondike (items)in section 2 of th@retestinstrument

in appendixC used terms like modificatie when asking the respondents to relate with the
extent to which they would like to suggest changes in the gcsigis Relatedness as in

agreeing or disagreeing with statements on a Likert scale on how managers viewed their own
task portfolio and theelative importance of activities thereiwmasalso part of th@retest

instrument (e.g. question 1 and question 3 in the instrument in AppEhdix

The pretesting was done with three respondents after due respondent and organisational
consent. The grtesting revealed issues with thegalar ordinal scaling in question 6 and
also some other items within statements eliciting agreement and disagre@nagstussion
with and notes from preespondents revealed some issues in phrasing that could be
conditioned for better uptake and understanding. Based on this a modified version of the
instrument was designetlhe revised instrument as taken forward for the study is in

Appendix A.



The instrument taken forward to collect dat&latsstarts with the pride information

preceded by some more detail about what the study is examining or eliciting responses about
relative to the préest instrumentQuestion 1 is improved over the gestednstrumentn

structure and making statements sharggauestion avhich is about organisational needs as
articulated by top management and then reflected upon by the resporsigrdrdinate

(middle managemenmanagerialevelis enhancedin terms of number of ordinal scaled sub
guestions being supplemented more pgroended articulations. This was given the felt need

to qualify responses by the respondents in thegsie The interpretations respondents
discussed were useful to show deviations in reasons behind their responses for this question
that elicited suggsions on activities being carried out in relationhte top management
mandate.Question 3 was reduced in terms of items deployed for engaging a response on
SHUFHSWLRQV DERXW RYHUDOO D FWhisfwaghaidlyinlt€epm8Vok H UHV S
their efficacyof these activitiesnd overall skew in relative importan@erationale for this

also came from the pttest as in th@eed to remove ambiguity in some items in this question.
Similar minor changes were required of questions 4 and 5othef looking at issues of
communications from top management, and how it was perceived in relation to activities
carried out by the responderithe latter provided scenario based elicitation of what would

be the likely lehaviour of senior managemeiniglicating their own propensity to be varied

and / or consistent in terms of normed respongesestion 6 that engaged bipolar responses
(two variables together) in the pilot was replaced given cognitive difficulty in relating to the
guestion The main ingument instead tsquestions 6, 7 and 8 looking at influences on

activity modifications, likelihood of modifications, and propensity to experiment outside the

remits of existing activities, respectively.

The data from the pilot was valid feeveralquestions and in association with the data from

memosuntil that point in time (just after prest), and initial open ended commentaries by



some middle management respondents, helped shape a conference paper, which was later
submitted for journal review analas in the revise and resubmit process at the time of writing

the thesis (¥ paper reported in appendix D).

3.6.3 Discursive data and Observation Memos

Initial middle managememommentaries as open endedponsewere elicitedon (1)
Behaviours withregards propensity to experiment with prescribed activity sets in middle
managers(2) Whatinfluenced such propensity during d@kiersus tumultuous time&)
Prevalencend impact of initiatives that examine past modificationsis waspart of the

first phase of data collection.b&ervations fromap managementeetingsvereprimarily
along two themeg1) own propensity to experimeand (2)performance concerns related to

activity modifications

At the onset as Hues expandsdopening campusesrass theglobe from the initial
campuspolicy handbook specifiedvhat managers should delivadowever, tlese

handbooks did not specitiiedeeperand micro levehctivities and how they were related to
each other to make for the presumed effectorgiguration that should underpin

practice. Putting it another waythe prescribed high level activity was not accompanied by a
road map of micro activities and time scalé®r exanple, the system of distributing of

grades was described in terms of dogeument template of how students should receive their
awards, but this did not include a timescale and the process by which grades should move

from professor, administrator and student.

Two important thngs followed as a consequence; First, subordinateagerstarted to do
things in their own way, and there wasaumrdination nor synchronization, across campuses.

Secondthis norcoordinatiomallowed a number of different practicesstmergeand



consequently good anessactivities and activity configrations emerged across campuses.

This lack of consistency was thuseful but also a concern.

Overtime, a conscious ste@astaken to harness the advantages with an implicit intention to
balance how much was prescribed and how much was allowed to emhérgeactivity level

to feedback into a master template that started to have good practices and even activity level
guidelines. This became routine as a key aspect around which several management meetings
were £t up to work on what are laleel aplaybaks The label signifying the tent to

understand and speci@gtivity prescriptions and activity modifications as a feedback and
feedforward processDiscussions at these meetings became exemplars of how top
management reflected on subordinate mandderDFWLYLWLHYV DQG DOVR RQ W
and approach to guiding managerial taskse observation memos refer to such top
management meeting&omeanonymizedcreenshots d?laybooksrom such meetings are
provided in appendi¥. These playbdc illustrateissues and outcomes from such meetings,
demonstrating that these meetings waearly pivotalto understanding and examining top
management practice in relation to their own orientation andaatsoties ofsubordinate

PDQDJHUVT

3.6.4 Sampling and Access

Top managemermbservation memosxclusiveof the U H V H D bWniCahiypdistbtal of 4

sites). Threeniddle management respondelatiselled mostly as subordinate managers

through the studyof a total of31in the oganisation) comprised the sample épen ended
FRPPHQWDULHYV IURP WKH ILUVW SKDVH DQHe saHpleHorl URP W K
survey respondentsgas initiallyexpected to be all the respondents that comprise the middle
management dfleus. However, for reducing any bias that came forth due to the researcher

being part of the organisation, these (22 making for about 70% of all migdlgordinate



managerial cadre ZHUH GUDZQ IURP WKH FDPSXVHV VLWHV HI[FO
site. Thetop executive board dleusis not included for reasons that they are not

coordinating managerial activities at operational level.

As noted a fairly comprehensigervey of middle managements possiblgiven the
cooperation fronHeusPresidentor thisstudy. The sample is confined to a single case
organisation but that it is a federated organisation with each campus being a separate
performance unit; iseemed to initiallyelpin alleviating some concerrabout whatvould

be typical limitations of aisgle case site in terms of generaliility. However, two factors
the condition of anonymisin@p management meeting memos (observations) at source and;
the low numbers with the added reservation of not comparing sitesomi#ions to

conform to inthis study. The data wergeparated for the two phasesrstcamprising
observation memos ptaunch of main stwvey and the opeended commentaries from three
respondentsThe second comprisinthe observations memascompletion of data

collection fomthemain survey.Organisational consent and support was helpful in such a
turnaround but also, an impending merger that required data collection to be completed

within the existing structural ambits.

3.6.5 Research Site

3.6.5.1 An @erview

The research site for this study is a business school, pseudo Haosdgistered as a not

for profit private corporationThe school has federated structure with units operating
locations across three continents. The structukéeasis raher flat with top managemeat
eachcampussuperseded bylaoard that govern and monitor strategy and operations across
sites/campusesThe top management at eaite administera thin layer of nearly nen
hierarchal Associate and Assistardgdds andRegistrarsthat comprises the subordinate

¢



middle managerial layerReporting hierarchies between the Associate and Assistant Deans
are not formalthey work together with a reporting line that runs from each to théogite
managemenf(The total managei cadre aHeusacross campusés about forty including the
site Deans but excluding the board of directofdso, faculty members are not considered as
part of the managerial cadre though there is a minor overlap with some faculty members

being in theAcademic Board.

Despite a single case study settamglanydisadvantages noted befocertainpositives also
need to be noteith this context The relative cultural homogeneity between filgr sites,
due to being undex common umbrella helgontrolfor the influence of national culture
contexts certainlyto a good extentThe workforce is also mutnational at each sitelThe
organiational and industry cultuneariables that often confound reseastéind moderated to

a good degree in this study

A recent phenomenon of merger impadttlis This wagpost data colleadn and only as

this study drewto a close.Heushas merged with another academic institufjgseude
named)Ares As aforementione#iuesis a multtcampus business school operatitgoss

the globe with a good spread in portfolio across younger students and mature sfudsiss.
based only in one country, whefeiesalso has one of iffve campusesAresis more

aligned to programmes for mature students and executive coachingrfa an appealing
synergy promise from this mergefFhat both business schools are independent of University
affiliations is also something that has facilitated the merger by reducing complexity in
negotiations.Heus has a strongresence globaharket presence whilArescomes with a
stronger research profile and accreditation credentials. While upfront the case is easily made
for this merger, it is common and strongBlidated knowledge that pesterger integration

is the mostumultuousyresourceconsuming and; when it goes wremgost threatening for

G



synergy aspirations (FiorentimmdGarzella, 2015) .t is also useful to note that drawing of
synergies is contingent on not only what is done for integration, but also on how it is seen and
received as fair or biased by organisational members from the two erstwhile legacy systems.
Organisational attention to different behavioural preferences of the erstwhiteepger

legacy systems are invariable crucial from this perspecfiveaper in this glection looking

at variation in knowledge creation preferences is under review and reported in appendix D.
This is alongside another paper that is directly aligned with the work on this study also under

revise and resubmit at the time of writing the thesi

3.6.5.2A typological perspective

To understand Heus as an organisation type which will have implications for generalisability
of this study, | engage the taxonomy of organisational fotmseminal classification that

has stood the test of timaifly well despite emergence of novel organisational forms
accelerating over the last two decades (Mintzberg; 1979; Mintzberg, 1992). There is a
substantial body of work that relates strategy with structure thatgtes the taxonomical
classification als contributes to it (Chandler, 1962; Hage, 1965). Thereafter, substantial
research in this area seeks to discuss this taxonomy in varying contexts, seeking to critique its
continued applicability and relevance to find that it continues to appeal (e.gambtglick,

1994; Meijaard et al., 2005).

Heus is a service sector organisation and it is appropriate to say that the taxonomical
classification allows it to be situated as a professional form. This form is different from others
viz. the entrepreneuriaiachine bureaucracy, divisional and innovative (adhocracy) forms,

in one key sense, being comprised of highly specialised knowledge workers that are central to
value activities (from an organisational level perspective) execution. However, Heus also has
traits of divisional form as campuses are autonomous with centralised control, albeit without

associating with another core trait of the divisional form that of much deviations in structure

(%



across divisions. The professional organisational form is discusseel original
taxonomical as something that can draw on the efficiency benefits of the machine

(bureaucratic) form by way of standardisation in rules and practices (Mintzberg, 1979).

The taxonomy of organisational forms does not pitch the forms as etmtyptxclusive by

drawing such relatedness between forms. This has allowed it to account for organisational
forms over time in structure, and in how they function. In the case of Heus, a professional
service organisation, we can see the traits from madfuneaucracy and the divisional form
coming to the fore as well. The consequence for managerial work is potentially strong when
we see this more specific (to Heus) amalgamation of characteristics for top management
influence on the ambidextrous orientatiof subordinates. There is an infusion in the pure
professional form with some aspects of machine bureaucracy, and to a lesser consequent
effect, that of the divisional form: There are set prescribed activities and the administrative
FRQWURO PUMKWHIUWPDGQGLVWLQFW IURP DFDGHPLFV WKH VSFt
put in perspective from such a form and also function typology perspective. This also
explains how they deal with the professional autonomy space, where key professionals are
the acadmics, carefully mediating it with routines, where experience in the higher education
sector in particular, and professional organisations in general has shown that overt pursuit of
efficiency through bureaucratic control reduces professional performidaceef et al.,

2013)

The discussion on form and to some extent also function under the taxonomy shows that
though a professional service organisation, findings for Heus may also have implications for
machine bureaucracies and divisional forms. Whilesthgle case study context reduces
generalisability the shared genealogy of form and function that finds some intersections with
other organisational types moderates this reduction. The higher education industry can clearly

draw implications from the findgs of this study, though different or at least a good variation

@



across taxonomical intersections exist in the industry, and the cauoippus organisational

form of Heus is just one that is gathering momentum.

3.6.5.3 A workflowperspective

The campuseand the central team

Activities at Hues can be lumped together into different buckets and require a great deal of
coordination between the central team, campuses, and within campuses. In the central team
the coordination function consists of coordinatpngcedures, timelines and activities relating

to faculty, students and technology.

The model for faculty engagement, as the primary resource, is varied asAaedb8 full

time contract for some faculty, and in addition predominantly adjunct faculgreTis

therefore a great deal of contractual work at campuses and at the level of the central team.
Adjunct contracts are handled by the campuses and full time contracts are handled by the

central team making for rather complex negotiations. Many famgiynbers have external

interests and commitments and so this can be a back and forth process between deans and the

faculty. Scheduling of faculty leading on from this adds to the complexity of negotiations.

Several of the faculty also teach on differemhpases and fly around the world with
competitive pressures of performance. Despiterédgd faculty that are very experienced and
high calibre such competition exists and is a determinant of contract renewal for all faculty

and teaching that may be assdrin the future particularly to adjuncts. This places

VLIQLILFDQW GHPDQGV RQ WRS PDQDJHPHQW DQG VXERUGI

be marked among other aspects by strong interpersonal skills. The managers implement the
faculty handbook, cafor syllabi review. They give feedback on syllabi primarily for

alignment across campuses and with student schedules, holbgute faculty meetings by



programme for checking the full pattern of workload to ensure that peaks and troughs are put

in context. Managerial attention gets right into the weeds at Hues

Timeline

Students areecruitedall the way up to August starting September in the previous year. The
campus Deans and nominated subordinate managers interview some students. There are also
weelend and open day evemésl by campus management in coordination with the central

team.

Students start in SeptembgOctober every year. All of the programmes are one year except
the executive MBA programme, which is a tyear weekend model. After joimg students
undergo a full day event calledientationwhich is by nature and design a tumultuous period
of time. After this,enrolmentakes placend students get access to learning management
systems. There are additional bolt on operational aspketstlident services, campus

services etc. that are engaged at this point.

Thereafter students start on what is callethersionwhere an initial set of preparatory work
set comprising leadership type courses and simulations are undertaken by the, stittients

the involvement of not only faculty, but also the management.

Thereafter the first modulemodule A classestart in October. This is the first of five
modules: A, B, C, D and E where faculty teach classes. Module A goes on till Christmas.
Studerts are put in teams and managamitor the performance of student teafisere are
also frequent town hall meetings with the campus management throughout the year.
Managers do student advising, releasing of grades, collate student feedback and monitor
issues throughout the year and across all modules. Sometimes unexpected tumultuous

situations can arise, such as if faculty members get very poor feedback, if grades are

("



incongruent with student expectations, if there is cheating in exams, if a career seerit

backfires, among others. There are many other such examples.

A census is undertaken in modul®fAawvhere students would like totate from amongst the
campuses of Hues. Module B and C follow the same pattern as A Buhe students make
their final choices about campus rotatitater in the year for modules D and E when

electives run, at which time the students are on rotation. The managerial role includes
shaping of electives and hiring faculty for the electives. Attempt is made to delstedent
choices on rotation and courses making for a by design tumultuous time. Another feature of
module B is that part of the student work is on a project, some issues crop up here also as
students engage with external organisations and their expeokdomg the project and
comparisons with what peers are doing often requmediation and counselling by campus

management.

Unlike Module A and Module B which are ten weeks a piece, Module C is a shorter
compressed siweek module. Module D and E ars@six weeks each and comprise only
electives. Over modules B&C a major taslksbifting and rotating the student bodggins

that is realised in module D and E.

The Executive MBA programmeenbedded on a weekend basis through two years also faces
similar issues. Given that these are more mature candidates and in senior positions in their
organisations, the manner in which issues come forth, and the nature of inter personal

interfaces required, are very different.

The end of the yeamwllation of gades checking and rechecking them and sending them to
theboard for approvals another tenuous exercise management have to undertake. From a
management perspective the academic year finishes only in early August aitlaals

being conferred just asstudents for the next year roll in.
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3.7. Data Analysis

Content analysis of thmemo datand qualitative comments in the survey instrument data
wasdone and interater scoring \&s used as per the operatioraian elaborated in analysis

and findinggBraunandClarke,2006). The first stage was t@ad through eaathkescriptive

text making note of initial key points. The second stage was about noting interim codes in
terms of what thenemo observation notes and instrumssrhments were relating tazv risk

issues, taskituation criticality aspects, successful past experiences of deviations which were
highlights of top management support, or poor experiences of deviations and reasons thereof
as per the themes discusseudier thestudy mandatand male specific under the research
framework Isolating key dimensions was also helpful as a third stage to structure into what

they related tdor synthesising them intbnding.

The analysihas doneolour codingof textandthen parallel synthesising ag find and

search and text and comment box functions in MS word. A foray with Nvivo and
subsequent discussions witty supervisor brought me to a view that it was not really

helping & data management required given the spread of my data set was liNwivo was

less useful in analysis for my data set on comparing sections of it and thus it was not carried

forward.

For the survey data which comprised ordinal measures appropriate analyses techniques like
rank order correlationdVilcoxon rank sm test, Kruskal Wallis testand ordinal regressions
analysishavebeendeployed Suitable controls primarily from the profile informatiare

applied in the modelt is crucial to note that the sample size is only 22 for the survey data.
Therefore, a dection of controls with key variables relevant to a proposition have been run

in analysis sets. This isecause aule of thumb is thaat leastlO units of sample are required

for each predictor in regression. The results for regression are affectesl dipall sample
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size- resorting to Wilcoxon rank sum test and Kruskal Wallis non parametric test has helped

for some propositions.

3.8. Reflecting on Methodological Rigour

Curtin and Fossey (2007) argue that methodological rigour can be achieved through
GHOLYHULQJ WR ILYH EDVLF SUHPLVHV RI pFRQJUXHQFHT |
uD S S UR S U lpDeglidagand/ frafisparencyl Though they argue it primarily in context
of qualitativeresearch, take these forward to discuss methodologicglur in my mixed
methods approach. The congruence aspect relates to the filldginieenchosen methods
and research issue. In this study the aspects of influence of top management and the
deviations from prescribe activities hawath cognitive anl behavioural dimensions. Using a
semistructured survey amtbmments in the survey and observation metogsther provides
for not only triangulation but also a congruence in terms of what is sought and how it is
operationalised (DenziandLincoln, 2011) The responsiveness to social context is high
given that the senstructured instrument was allowed to evolve based otegting

responses and the nature and kind of terminology that was comfortable for the respondents.

The samplindhas beepurposve (and comprehensive barring the need to leave out the
UHVHDUFKHUTV V ksacend prade old&tel callEctiap). Though it has bebred

E\ VWURQJ WRS PDQDJHPHQW VDQFWLRQ DQG VXSSRUW WK
intended to have amerformance attribution connotations for individual respondéats

also been effective in eliciting responses to the main su@eservation memos and

comments along survey instrument itenase provided deep insighgarticularlyinto

meanings of inflence modifications to activities, performance implications and work

environment characteristicAs discussed beforthere isa strong abductive presencelie

study design stemming from the first phase of tabalsogoes well with the idea of

(+"



appopriatenesy 7 K Livenithé need to embed the methodology into how behaviour and
SHUFHSWLRQV HOLFLWHG UHODWH WR WKH UHVSRQGHQWV]S

existin their work environment

Data sufficiency is oft argued to beaalh the fourth aspect of methodological rigour that is
WHUPHG psauatignDri-orfjanisational research particularly in single case study
settingdike this casestudy has been said to be reached at arouthéd fespondents

(Saunders 1982, Guestadt, 2006). With a good spread between the two types of

respondents in question and a high proportionate coverage of respondents in the organisation
(70% of middle managemedirectly through surveand 75% of top managemdmm

memo observatigrthesufficiency of the study data is supported from this perspective.

3.9. Ethical considerations

Anonymity was assured to all respondents who contributed to the study. Some were keen to
be named as well. However, they were informed that for uniformity all nelgmds in the

study will remain anonymouas would the organisation to an extent by using the pseudo
nameHeus Asdiscussed before, the condition of anonymity at source for observation

memos at top management meetings has been respected and adhered to.

A major ethicakoncern in terms of the research process arose once some conjectures that
were rather broad in terms of being delivered from a discussion of extant research earlier,
firmed up as proposition after the initial round of data collection. \thise could be then
fitted in using arguments from extant research, to add to the set of propositions, the

researcher felt it was important to label and acknowledge their abductive emergence.



Chapter 4: ANALYSIS AND FINDINGS

4.1. Introduction and outline

In this chapter | provide a description of @yalysis including the operationaimon of
variables associated with each propositibreport results and note key outcomes that | will
then take forward to assimilate and interpret in the dsonsand contributionghapter

The chapter is organised with proposisd®ing presented in clearly delineated sectioitis
some grouped together for claritywgn the associated operationatinn The approach to

analysis is also discussed prioréporting results.

4.2. Proposition 1:Stronger perceived alignment of top management prioritigs w
organizational needs will increase subscription to prescribed activities by subordinate

managers.

4.2.1.Independent variables

The operationalation of variables for this proposition comprises examining the response to
comments under questibitem 2 (Appendix A)where respondents provide a critiqueto
hypothised organaional needs statement &gampus Dean. This thefirst main
explanatoryariable. Thequalitativeresponses to this statement were categorised/ coded on
an ordinal scale: Age: 1; Agree and emphasise: 2; Agree but with addition: 3; Disagree and

emphasise an aspect: 4; Disagree completely and/or sagdiéfstrent direction

The scorego from high alignment to low alignment and the variable in terms of metrics is

thusSSHWIFYHG VWUDWHJFLF PLVDOLJQPHQW’

$There was a choice to dosither way, i.e. work the array direction in the opposite way for low agreement to
high agreemenfand label it alignmentHowever, this was felt suitable given how the independsets
insisted felt it worked with theifframe ofinterpretation®
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Instrument extract item 2 showing the qualitative comments taken forward to interpretation

3:H QHHG WR PDLQWDLQ RXU VXSHULRU VWXGHQW VDWLVIDFWLR
the developments in the sectone$e developments includéearning innovations, and also, in class

technology enabled delivery. While staying ahead on such miaajectories we have to also make

sure that we do not lose track of our important value drivers. These are that of eyficien

administering courses, sourcing and retaining quality professors, and continuous innovation in
FRQWHQW’

If you were to add to this and/or, emphasise something as relatively more important, what would you
say

The coding was done by the researdrat also two independentratert& URQEDFK{V $0OSKD
score based on this content coding was 0.85, which is acceptable from aatarter

reliability perspective.The scores (only iespondentwhere there was a disagreement across

all three ratersi.g. all three labelled a different score) was discussed to a resolutiather

cases unless the difference was more than one ordinal scaldlpostore of the majority of

the raters was taken forwat,else it was again discussed to a conclusion liar @rdinal

scalescore that should hsesed

Anotherexplanatoryariable 3 SHUFHL Y HG RIS\HU®MWISIR@&EI@the specific

context of theeampusdean(again, hypothised)esponding tomoperationascenario and
then the respondéreconmending as tdif) how different would they propose the response
to befor thenarratedsituation The situational contexts used were pagiyeratedhrough
gualitativedatg as to what would be suitable for use in the instrumé&he scenario and
decsionaspectaresomething that allespondentsould relate tavith frequently
encountered situatien The respondents were then asked to evaluate how different their

response wagom that of theop managementn a Likert scale under questiitem 5.8

s



(Appendix Apart of a series starting 5.6Given closeness to their own conteki self
evaluation was easiéor respondentsas opposed tevhere agreemenmtisageement was
sought from the overarching positioning of needisem 2of the instrumentidcussed before
(which were thus referred to a iri&ter assessment as described befdrag pretesting

feedback also helpesiructure this operationahtion.

Instrument extract item 5.8 showing the qualitative comments taken forward to irdeopret

STeaching evaluation of a professor has dipped bélaiESthresholds for two successive runs to
just over 3.5 in a core course. The professor has two prior teaching evaluations of about 4 before
these two dips in evaluation. Student comments indicktek of enthusiasm in the instructor and
outdated content. The professor has stable ratings withirltHeSthreshold on another course at
WKH VDPH SURJUDPPH OHYHO 0%$

IF YOU WERE ASKED TO ADVISE THE CAMPUS DEAN ON THE ABOVE SCENARIO, assuming
thaWw \RX KDG RQO\ DV PXFK LQIRUPDWLRQ DV SURYLGHG LQ WKH \
need more space wish to say more please use an additional sheet, marking it as 5.6 )

5.8. In your view, how significantly different is your recommendatio5.6- from what would be a
perceivedypicalresponsel URP WKH FDPSXV '"HDQ >3OHDVH PDUN DQ ;Y RQ
approximates your response]

Very Similar Significantly
different
1 2 3 4 5

Controlscomprisea) experience of workingt the campuand;b) experience ofvorking
outsidethe higher education industryhesewvould be associated with an experiential bias in

interpretng alignment, andonsequently likely taffect subscription.
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4.2.2.Dependent variables

Respondents wemesked to mark on a Likert scale how much would they need to modify their

activity portfolio under questio.1.2 Own AP (activity portfolio) modification neeand

how much would other activity portfolios need to change.inl Overall managerial AP

modfication needthe questions phrased fopyDFWLYLW\ PRGLILFDWLRQY IRU E

reception as per pretesting of the instrumertig first one examirssubscription to
prescribed in own context antie other one to examine subscription on a wadiene of

managerial activities bmiddle/subordinate managers

Instrument extract

7R DGGUHVV RUJDQLVDWLRQDO QHHGY DUWLFXODWHG E\ WKH FLC
«DFWLYLWLHV WKDW DUH LQ \RXU SRUWIROLR ZLOO QHHG PR
>30HDVH PDRQY W& HI VFDOH SRLQW WKDW EHVW DSSUR[LPDWHV \F

Not at all Very
Significantly
1 2 3 4 5

« DFWLYLWLHVY RXWVLGH \RXU SRUWIROLR ZLOO QHHG PRGLIL
>30HDVH PDUN DQ ;1" RQ WKH VFDOH SRLQW WKDW EHVW DSSUR

Not at dl Very
Significantly
1 2 3 4 5
Comments

TheseareagtH[ SO DL QH G | softdp HhahkdéBantlakRy@ment, with orgaaiional
needs noted in thedependent variables sectiahove. | first interpret correlation analysis
(Spearman correlationgind therthetwo setsof ordinal regressions as per the above set of

variables.

e



4.2 .3.Results

The correlation results reported in appendix B show that there is a signifosaine
correlation between perceived strategic misalignraadexperiene outsidethe higher
education industry (0.53). This suggests that more the experience of working outside the
higher education industrthemore likely it is that a perception of ategic misalignment

with organiational needs may manifest in tand@ssociative relationship only aourse)

A significant but negative correlatior0(45) isnoted between, experience of working at the
campus angerceived operational misalignmerithis suggests that working at the campus
maybe associated with asverime conformancevith a perception of operational alignment.
No other profile variables show any significant correlations with the dependent variables for

the proposition under purview.

Another set of crucial positive correlations are between the paeepbout strategic
misalignment and the need to modify actestooth for R Q ldWin(respondensubordinate

P D Q D Jattivfywsetsandffor the wider portfolio across the managerial cadre (0.40 and
0.47 respectively) The correlations for operatioh@isalignment are not significant
however when the respondents were asked to indicate ifdtiditions they have suggestgd
will entail any change® activitiesin item 2.2.2 asignificant negative correlation with
operational misalignment(.39)is noted This indicates that there is a propensity for
respondents to provide suggestitimstwould entail little and mostly confined modifications

within the existing remit of activities that they currently do.

The correlation results provide som&so@tive support for the proposition but mostly for
perceived strategic misalignment being associated with lack of subscrptipexisting
activities(i.e. demonstrated bgnhanced need for modificatiorelow | present ordinal

regression results for ela dependent variable in relation to the proposition i.e. Own AP



(activity portfolio) modificationperceivecheed angdoverall managerial AP modification

perceivedheed respectively

Table 4.1: Ordinal regression results for Own AP modification

Dependeh Own AP (activity portfolio)
modification need Modell Model2

6 ( 6 (
Controls
Experience of working at Campus 0.02 (0.009) -0.018(0.009)
Experience of working outside HE secto -0.01 0.001) -0.002(0.0001)
Explanatory
Strategic misalignment 0.13+(0.05) -0.71(0.12)
Operational misalignment 0.27* (0.01) -1.2° (0.08)
Interaction effect
SM*OM 0.41°(0.21)
ChiA[df] 7.7[3]+ 7.7[4]+
Nagelkere's pseudoR 0.32 0.20

Ordinal regression: Sample size Zxgression Coefficients and standard errors (in
parentheses).Unstandardized coeffiams have been reported; +: p<0.1p<0.05

Table 4.2: Ordinal regression results for Overall AP modification

DependentOverall managerial AP
modification need Modell Model?2

6 ( 6 (
Controls
Experience of working at Campus -0.52 (0.47) -0.61 (0.59)
Experience of working outside HE secto -0.41 (0.31) -0.32 (0.23)
Explanatory
Strategic misalignment -0.33(0.18) -0.47 (0.22)
Operational misalignment -0.11 (0.09 -0.31 (0.18)
Interaction effect
SM*OM 0.22(0.10)
Chi?[df] 2.8[3] 2.95[4]
Nagelkere's pseudd®R 0.08 0.067

Ordinal regression: Sample size Ekgression Coefficients and standard errors (in
parentheses).Unstandardized coefficients tebeen reported; +: p<0.1; *p<0.05
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Strategic misalignment and operational misalignment both come up as signifitiaatfirst
model in table 4.1Thisin the firstinstancc Q GLFDWHYV WKDW WKH QHHG RI PR
own activity mrtfolio is high wherethe perceived misalignment of top management with
organisational needs also seen to be higfihis applies both to strategic and operational
misalignment.Perceived alignment of top management priorities with organizational needs
will affect subscription to prescribedctivities in their activity portfolidy subordinate
managers.Whenthis misalignment ishigh it will have a dampening effect oabsciption to
prescribed activities, agibordinate managers will seek to modify the activitiey da

Given the nature of operationadizon he outcome essentially is thatsalignment increases
tendency for modificationgndby extension there is support for proposition 1 that:
Subscription to prescribed activitiesll be enhancedby both straggic and operational
alignment andheir interaction(no significant effecon views of individual managers on

RYHUDOO VXEVFULSWLRQ DFURV)Y VXERUGLQDWH PDQDJHU\

There were no significant results for the overall activity modifications spatimeng

managerial rolef.e. perceived overall modification need for managerial activity portfolios
across the organisatiomaking the support for proposition 1 confinedsubordinate
managergpwn activity portfolio. The results are invariably affectey lmited statistical

power due to the number of responddbting 23. As indicated irthe first set of

regressions suggests (table 4ven the interaction effect is introduced, despite marginal
significance, the second model nearly drops out offsignce (is significant at p<=0.1).
Strategic misalignment effect (variance captured by) is absorbed in the interaction between
strategic and operational misalignmeiftis is less than absorption of operational
misalignment effect (which remains sigodint over the two models in table 4.1

demonstratedtnot to scale in figure 4.1 belgw

)"



Figure 41: VDULDQFH H[SODQDWLRQ DQG LQWHUDFWLRQ HIITHFW

misalignment ON propensity to modify activities in own portfolio by sul@@WH PDQDJHUV

4.3. Proposition 2:Top manad HPHQWYYV DELOLW\ WR EDODQFH pGHYLDW
prescribed will be more effective when complemented with demonstrative inclusion of middle

management feedback.

4.3. 1 Operationaliation
Items5.7. and 5.8in the survey instrumemiresent continuum along which the
aforementioned abilitperception can be coded. The first ques{mii) asks about the extent

of predictability (pr)of an evaluateresponséo a situatiorby top managementhe second

>



(5.8) asks abouhow different (dr) woud be the respondent making decisions fathe same

situation thusrespondentsvaluating their owrresponseén this part of the instrument

X

X

X

, I uSUY LV KLJIK iDgeénsitia2tbh niaviageRent ability is seen to be high

but from a point of viewof conformance to set practice.

6LPLODUON LI pSUY LV ORZ DQG pGUYT LV ORZ WRS PDQD
from a point of view of effective deviations.

However if dr fis high, andpr fcould be high or lowit means that there is an

understandingtop managemeracking ability, in this context only.

In a Likert scale design of3 there is also middle value where ability to balance

FDQQRW EH MXGJHG EHFDXVH SUHGLFWDE labutW\ pSUTY L
deviation. Amiddle YDOXH DOVR UHODWHV RURji®i&diffeveRéeUL QJ R
is labelledmoderatg3) in relation to bp management respongecanshow that the
subordinatenanageresponse i proposen innovative offshoot, butot really

working to agre®r disagreavith top management respons# that there is no view

ZLWK UHVSHFW WR GLIITHUHQFH EHWZHHQASA®d YLHZ DQ
LQ RSHQ HQGHG FRPPHQWYV ZK H WH{ DirRCSIOTbiddsggesftRUH G D
thatwe canalsotrg ~ SWKHUH LV VR HAMKBRAMNMOMEEKD O LQ

‘KLOH pGUY VHHPV WR EH D Qertepfidngaf tdpDrianapei@rit |RU DE
EHQFKPDUNHG DJDLQVW ZKDW VXERUGLQDWH PDQDJHU
responding to the situatipwe are intergted in ability from a point of view of balance

(AbB) between conformance and deviatidrhis as explained abowdso a function
RIBHbTSE® I SU GU JRU $E% WR EH KLJK pGUYT PXVW
relationship. | thusreverse the aay direcionRQ /LNHUW VFD@H VFRUH IRU

1,2,3,4,5 becomes 5,4,3,2,1 respeddti\given the nature of query. Thaver it is,

"



the more it conforms to ability ddbp managemerfin this context being high The

HSUY ORZ VFR dnd kec&ddas b ahG4 respectively as well, with the

existing 4 and 5 scores at the higher end remaining as $hehscores RU pSUY DW D

is changed to 1 because it does not indiagtedictability quotient either way as

mentioned beforeThereafter ItakeD SURGXFW RI WRUARGAIGUPGUO LW\ V

EDODQFH GHYLDWLRQ DQG FRQIRUPDQFHT

*| "



Figure 42: Ability of TopManagementAbB)with reference to effectively balancing

deviations and conformance to practes function of perceptions about predictty of

response (Pr) to given situatioasd; theextent of difference in respongesituation QOr)

from amiddle management respondent

v PLG SRLQW LW LV OLNHO\ WR EH

$E%3U 'U
SE% ]

3U [

U

3U3HUFHSWLRQ RI
—7RI UHVSRQVH E\ WRS
/ PDQDJHPHQW OR:
/ LV WKH DELOLW\ IRU EDODQFLQ
/ FRQIRUPDQFH ZLWK GHYLDWLRQ
; OLNHO\ WRKEHR® L JK
FRQMXQFW L RIQUIZLY

SR ZHDNHU FRQWULEXWLRQ WR WKFH

\ CIIDRYEW IYNEWI L
1

JU'LITHUHQFH LQ UHVSRQVH
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4.3. 2 Results

Inclusion of managerial feedback effoidsndicated intems 4.4 +4.8 in the instrument

provided in appendix A. These relate to understanding the extent to twhichanagemerait

acampus seeks to generate feedback about performance in relaftoBEORUGLQDWH PDQD.
activity portfolio. A further set of statements also elicit agreerh@isageement on a Likert

scale undet.4 to 1.6. These itemgoth sets4.4 to 4.8 and 1.4 to 1.6re progressive in

terms of low to highgemonstrativéinclusion.

TheWilcoxon rank sum tegftor difference of mean ranks between two grouyzs then

been ued topartially alleviate the problems of low sample size andt$mdvantages of not

depending on the form of the parent distributioor its parameters. The two groups are

relative higherAbBIDQG UHODWLYHO\ ORZHU pP$E% veq€s&di U ZKLFK L
feedba&k instrument item scores wdrstedandcomprise paired comparison N=11 (total

respondents 22)AbB as operationalised before using data from items 5.7 and 5.8.

The results are shown table 4.3 and indicate that significance leweése acceptable in

favour of inclusion of feedback being an important complement for perception of high

ability of top management when it comes to balancing deviations with conformance in

practice. However, what is probably equally important to note praides support for the

second proposition is that the items that came up as significant, as descriedrabo

presented intable 4ZHUH UHODWLYHO\ KLJKHU RQ. & RBPI®QVWUDWL
column of the table shows this by profiling tiue. Q FO X VLY H Q HMstruRéntitemisG ED F N
(labelled from the instrumenit) terms ofdemonstrativelynclusiveness inexpression

relative to otler items.

*Q"



Table 4.3Results of Wilcoxon Rank SdmstLow AbB and High AbBroupscomparison
across eaclieedback expressidgignificant results highlighted at p<0.05 and at p<0.01

respectively).

1.4. ... am expected to provide feedback on n|
experience of activities that | carry out.

Not Significantbetween high AbB
and Low AbB

« IHHGEDFN RQ P\ H[SHULI
taken forward for any changes made to my
portfolio of activities.

Not Significantbetween high AbB
and Low AbB

1.6....my feedback has been reflected in some
strategic decisions made at the campus.

SIGNIFICANT : Result details:
W-value: 12.5; Mean Difference:
1.45; Sum of pos. ranks: 12.5; Sy
of neg. ranks: 53.5;-¥alue:-
1.8227; Mean (W): 33; Standard
Deviation(W): 11.25; Sample Siz¢
(N): 11;

The Zvalue is-1.8227.The p-

value is 0.03438'he Wvalue is

12.5. The critical value of W for N
DW S” LV

Relatively low
demonstrave
inclusiveness
of feedback

To

v

Relatively High
demonstrative
inclusiveness

«UHIOHFW DQ DWWHPSW !
about what has worked and what has not from
prescribed activities.

Not Significantbetween high AbB
and Low AbB

«UHIOHFW DQ DWWHPSW
about what changes sxtivity portfolios have
worked.

Not Significantbetween high AbB
and Low AbB

«UHIOHFW DQ DWWHPSW
about what changes to activity portfolios have
NOT worked

Not Significant between high AbB
and Low AbB

4.7. ... reflect anteempt to generate information
DERXW pzZK\Y WKHVH KDYH Z

SIGNIFICANT: W-value: 15.5;
Mean Difference: 2.73; Sum of
pos. ranks: 50.5; Sum of neg.
ranks: 15.5; Asalue:-1.5559;
Mean (W): 33; Standard Deviatio
(W): 11.25; Sample Size (N): 11

The Zvalue is-1.5559.The p-

value is 0.05938The W-valueis

15.5. The critical value of W for N
DW S” LV

4.8... reflect an attempt to generate informatior
DERXW pzZK\Yf WKHVH KDYH u

Not Significant between high AbB
and Low AbB

Relatively low
demonstrative
inclusiveness

of feedback

To

Relatively High
demonstrative
inclusiveness

* %‘




4.4 Proposition 3(aand b): Proposition 3aManagerialattention to activities in context of
organisational performance will be influenced by characteristics of the practice environment
they consider more crucjdProposition 3bManagerial attention to activities in context of

their own performance will be fluenced by characteristics of the practice environment they

consider more crucial.

4.4.1 Operationaliation: Dependent Variable- Attentionto activities

Item 3.5 of the survey instrumefappendix A)elates toattention] as a function oéxtent

tR ZKLFK UHVSRQGHQWYV DJUHH RU GLVDJUHH RQ D /LNHUW
some activities across the camjmiselatively more importantyhen it comes to overall

FDPSXV SHU IRt B.ADdésHHe same fot« when it comes to my own
SHUIRUPDQFH These statante tSQI\Rdtteptiony from two performance
perspectivesorganisational and selHowever, what they do ndE D S W X Uisdcrucakorw

such (with reference to each vantage polBitil U | R U Pvth@h-isitfie explartary domain

for attentionunderthese two propositions

4.4.2 Operationaliation: Independent Variable - Important practice environment

characteristics

With reference to what is crucial i.eltem 60of the instrumenis comprised of Likerscale

scoreV RQ D VHW RI VWDWHPHQWY WKDW KDYH LQIOXHQFHG W
characteristics are importar@iven the difficulty inputting across specific activities

characteristicsvas the wayorward xhis was partly informed by research sitelestanding

gained from qualitative data from the first ph&&ppendix C). The query to respondents is

about 3« influenced your thinking about what activities should you pay more

DWWH Q 8.1 B®. . WéRristrument Appendix A), each item being sced on a Likert

*Q"



scale(i.e. order the items in preferencddecause of the number of items it was considered
inappropriate to use rank order across ite@aalifying comments relating to resmses also

support operationalaion R1 pZKDW LastHeynotebO OAUDQVSDUHQF\ LQ WHUI
whatpeers do and get rewarded for is very important to addressa pressing need at

FDPS XV« &© HUbdéstanding what is being communicated is central to how we

function and what we end up doingbsoluteO\ EXOOfV H\H RQ HIILFLHQF\ DQG
These thus become the explanatory variasi@sving dispersion alorigey characteristicef

the practice environment influencing attenttth K DW UHVSRQGHQWVY FRXOG LGF

variation in their pdfolios.

4.43 Results

Two of the variables under considerat@asindependentfitems 6.1-6.11), show a
significantly negative correlationtéms6.5and 6.9 as being importanfrom the pointof
view organisational performancegm 3.5), othersshow statistically insignificant
correlations By correlation results at this stage of reportiigs provides some but weak
support for the proposition 3&imilar but weaksupport for 3b comefsom correlations with
items6.1. and 6.2 Despite thedw sample size there is validationadlifferentialin what
characteristics are consideradicialfrom the two vantage points of performance

(organisational and self)

x From correlation result$ R Bktgmtionffrom the point of viewof organisational
performance (attention} found tobesignificantly and negatively associated with
difficulty in execution of activities and wifl2. importance of activities in relation to

RQHYYVY RZQ SHUIRUPDQFH DVVHVVPHQW



x Attentionfrom theperspectiveof own perbrmances found to be more comparative

andis positively associated witherformance of peeet campusnd acrossiues

Table 4.4 Highlighted results from correlations

Spearman correlations 3a) Attentionin context of
organisationalperformance
What is crucial (baracteristicsof the practice

environmehguiding attentioh

6.5. Your direct experience with activities in terms of th -0.66
relative difficulty[Difficult y encountered in execution]

6.6. Your direct experience wittctivities in terms of thein -0.41
relative importance for your performance assessment.

[Importance for own performance assessment]

Spearman correlations (significant at p<0.05 level) 3b) Attentionin context of
own (self)performance

What is crucial to give attention to

6.1. Performance of my peers at this campus 0.48

[Comparative performance of campus peers]

6.2. Performance of peers at othlerescampuses 0.45
[Comparative performance of organisation wide peers]
(0.36 or highersignificant at p<0.05 levaN==22)

There is a agative correlatiofor attention as crucial for organisational performanaé
characteristic of gctivities in terms of their relative importance for your performance
DV V H YV Y6EBHIQW fable above)rhis suggests at first lookhatthe dependent3.4. And
3.5 (own performance and organisational performguogedattention) may also be
negativelycormrelated. However this is not the casere is no significant correlation
between these two (Appéix B). It is important to note thatem 6.6 as an explanatory

variable is different frontem 3.4 Theformer is aboua practice environmertharacteristic

*( n



thatdrives attentiorfpartofasett. H pKRZ VRPH DFWLYLWLHY DUH KHOG |
performaQFH DVVHVVPHQW L QIO X&hQ théllattes \AbduHaRamioRi@medR W KHP
self performance point of viene. when it comes to my own performaneigectively
GHOLYHULQJ WR VR P HTHsmMsLchlifiddLupfdnt bt B gt @fate

given the similar narrative of both items albaitdifferent contexts

Regression resulisere then attempted despite the low sample stampus experience was

the only control usednd correlations informed the selection used for exdtag variables

There were significant results (table 4.5) for proposition 3a but no significant results for

proposition 3b (table 4.6)

Table4.5 Regression Results 3a

Dependent:Attention to activitiesrom
organisation performance perspective Modell Model2

6 ( 6 (
Controls

-0.02+ (0.03)

Experience of working at Campus -0.01+(0.01)
Explanatory
Difficult encountered in execution -0.13+(0.12)
(DE) -0.28(0.21)
Importance for own performance
assessmer(tP) -0.32* (0.18) -0.36°(0.19)
Interaction effect
DE*IP | -0.16+ (0.13)
Chi?[df] 7.9%[3]* 7.10+4]
Nagelkere's pseudo’R 0.39 041

Ordinal regression: Sample size Exgression Coefficients and standard errors (in
parentheses).Unstandardized coefficients halveen reported; +: p<0.1; *p<0.05

*) n



Table 46 Regression results 3b

DependentAttention to activities from
self performance perspective Modell Model2

6 ( 6 (
Controls
Experience of working at Campus 0.35(0.40) | 0.41 (039)
Explanatory
Comparative performance of campus
peers (CpC) 0.13(0.11) 0.42 (0.31)
Comparative performance of
organisation wide peers (CpO) 0.22(0.19) 053 (021)
Interaction effect
CpC*CpO | 0.18(0.15)
Chi[df] 3.3[3] 3.3[4]
Nagelkere's pseud?®R 0.1 0.12

Ordinal regression: Sample size Exgression Coefficients and standard errors (in

parentheses).Unstandardized coefficients have been reporieg<0.1; *p<0.05

*,k 1




Figure 43: Activity characteristics as determinants of mgeaal attention from two

perspectives Organisational Performance and Self Performance.
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Results from regression analysis show good support for propositidaBagerial attention

to activities in context of organisational performance wilifliencedby characteristics of

the practice environmefior instance, this could be about their own experience dealing with
difficult situations)thatthey(subordinatesgorsider important If subordinates have

difficulty in doing activities andf they need to focus on some activities (which could be the
same or differento the difficult activitie$ for their own performancet is likely to have
adverse consequences &btention to organizational performance. Putting it another way,
subordinates will put their own performance ahead of organizational interests, where the two
are not aligned. This is shown clearlyMwodel 2, table 4.5 There is an indication of

difficulty in realising a strong interaction betwe&ow important an activity is for own
performanceandtaking away attention from the organisational performance perspective.
There is however no support for proposition 3im terms of causality (influencgut only

associativeesults foimportantcharacteristicsvith attention ashown

4.5. Proposition 4: &RQJUXHQFH EHWZHHQ WRS PDQDJHPHQW DQG \
importance of activities will be enhanced when there is a favourable perception in

subordinates about utilization of internal feedbbhgkopmanagement

Question7 and sub itemsin the instrument asks respdents about their propensity

modify y\WKH UHO DW LoY presdAl®® actvifie® lhHef certain conditiosmme of

which are enablingand others disablingvhen it comesnforming such propensityFor

instancewhen improvisations done have worked vs. when they have not wiorkiee past;

when theop managemergncouragesxperimentatiomprovidedit works well (low

allowance for failurepnd when the experimentation is allowede more exploratory (and

by extension allovor failure), among othets7 KH KLJKHU WKH U HesdStHR@IGHQWYV |

+! n



modifications despitdisabling conditiongthe greatewill be their incongruenceiith top

management on relative importance of atés.

,(QWHUQDO IHHGEDFN KDV EHHQ GHDOW ZLWK XQGHU SURSF
balance deviations with conformance was under purvievthis case it is been posited as an
influencing variable on congruence. | examine abtiget alfeedback itemsl(4 to 1.6 and

4.4 to 4.8)and their correlations with iten¥sl. to7.8. | alsocontextualise thedey way of

relatively low enablingdisabling) andhigh enabling conditionsAs mentionepgwhen more

disabling conditiongxist,it is aproxy for lack of congruenceand,when enabling conditions

exist during modificationsby contrast, the likelihood for greater congruenseassumed in

this operationalisation

Table 4.7: Relative efficacy of feedback and conditions

Relatively lower eficacy in feedback Relatively hgher efficacy in feedback
utilisation[ltems 1.41.6 and 4.44.8] utilisation[ltems 1.41.6 and 4.44.8]
x This split was done based on three raters including the researcher to arrive af
below from a relative contexiThe task was to split the items into two groups
x Thehighlightedare p U H O DI&gd en&blingfconditiorfer modificationsand non
highlightedare p U H O D W L ¥ndifindg] céhitidhbsshowing correlations with
the feedback efficacy items.
x Underlinedare items fronguestion 7
1.4.... am expected to provide feedback| 1.5... feedback on my exgrience of
on my experience of activities that | activities is taken forward for any changes
carry out. made to my portfolio of activities.

(no significant correlation with any of the x Significant positive correlation with
[relatively] enabling or disabling modifications when th&op
conditions for modifications) management iine with
experimentation as long as it works
(Low tolerance for failuref0.36)

X Significant positive correlatiowhen
the Top management encourages
experimentation giving a lot of spac
for managerial discretio(®.41)

x Significant positive correlatiowith
when it is high pressure tin{6.46)

+#'



«UHIOHFW DQ DWWHP
information about what has worked and
what has not from prescribed activities.

(no significant correlation with any of the
enabling or disabling conditions for
modifications)

1.6....my feedback has been reflected in
some strategic decisions made at the
campus.

x Significant positive correlation with
when such experimentation that you
have done in the past have generall

ul279 ZRUN®BI43).ZHOO

Significant positive correlation
when experimentation by colleague
in similar task situations have
generaD O\ pl1279 ZR(0.K8) G

«UHIOHFW DQ DWWHH
information about what changes to
activity portfolios have worked.

x Significant positive correlation wit
when theTop management
encouragesxperimentation giving
a lot of space for amagerial
discretion(0.42).

Significant positive correlation wit
when such experimentation by

colleagues in similar task situatior
have generally worked well (0.54)

4.7. ... reflect an attempt to generate
LQIRUPDWLRQ DERXW pzZK
worked

(no significant correlation with any of the
enabling or disabling conditions for
modifications)

«UHIOHFW DQ DWWHH
information about what changes to
activity portfolios have NOT worked

x Significant positive correlation wit
when theTop management
encouragesxperimentation giving
a lot of space for managerial
discretion(0.41).

Significant positive correlation wit
when such experimentation by
colleagues in similar task situatior
have generally worked we(0.52).

4.8... refle¢ an attempt to generate
LQIRUPDWLRQ DERXW pzK
worked.

(no significant correlation with any of the
enabling or disabling conditions for
modifications)

As mapped out in the table aboxaativelyless enablingonditions manifest wh higher

efficacy of feedbackThe correlationst first sightonly establish that there is such a scenario

+$'



at the case siteThough associative éresuls can be extended to argoerginal supporor

the fourth propositiotinot causal but associatias inferential models were not significant
Congruence here finds a proxy in relatively high enabling conditions. The asseoeg/ef
these with nature of feedback and its utilisation is demonstrated by strong and significant
correlations, albemo causality could be inferred from further analysis, given the sample size
and number of affecting variablek.seems that low congruence is marked by high efficacy
in feedback. Though counterintuitive it suggests that high efficacy in feedback marks low
congruence, the subordinates argue and critique top management orientation more,

encouraged by their inclusiveness.

+%



4.6. Propositions informed solely by qualitative dat#5,8 and9a and9b)

4.6.1 Operationaliation

Propositions 5, § 9aand 9bare adressed in this sectiofhis is because thegeurin
particular are supported by qualitative datdese are also presented here as shey
conjectureshat emergand arestated as proposition 6 and (tiscussedbefore as partly

emerging from daja

Proposition 5Risk perceptions in subordinates about modification to activities will be low

ZKHQ WRS P D Q DprépEridity W §xgemiEa is high.

Proposition 8 Variation in the nature of task situationsl affect the sanction imparted for

an ambidextrous orientation.

Proposition 9a: Initiatives that promote reflection on prior modifications in actiwiles

reducerisk perceptions about future modification.

Proposition 9b: Deliberated initiatives to reflect on modificationdikety to give more

attention tamodifications made during relatively more tumultuous times.

As mentioned before in the mettaogy sectiortop management views were drawn in
relation to their (1pwn propensity to experimeand, (2)performance concerns related to
activity modifications Subordinatananagement views are also elicited along the same
trajectories (sample reped in appendix D) The data were tabulated to view responses in
terms of their alignment within the two categories of top management and middle
management and also the alignment between the twgarats (Duriau et al., 2007).use

15 purposively selged extracts from qualitative observatig@d TO C15) in shaping
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findings. | also note overall trends across respondent categories with respect to the

aforementioned numbered themesadrich responses were elicited.

4.6.2. Data and results

Data fromqualitative observations

C1 Adaptedresponseso the prescribed way of doinlgings[comprising activitiesis

accepted if it is culturally the norm. It jigst the way things are dofmiddle managemeht

C2 Codeof conducfactivities] is recognise@nd adhered to clearly in any disciusss about
how things were done. BLQJ LQ OLQH ZLWK WKH JUn#tle@ SURFHVYV LV L

managemeipt

C3 Generallythere is naeferenceto the handbook texecutehese activitiesThecode of

conduct boils dow to three things: 1ITaking a moment to listen gutinstinct2. Thinking

about what worked well in the past and trying to make it work even better today. 3. Thinking
about what did not work well in the past and trying to make it work well todlagsing for

advice when uncertaifimiddle management

Observations oéll six middle management personnel mapped on tolikervations for top
management C4 thingsare donen relation to the situation ....tbave tohand the code of
conduct is not pmary, but at bestsupporting as @ool to possibly prevent completely

erratic behaviour.

This provides suppofor propositons5 WRS PDQDJHPHQWTV pZDON WKH WDC(
regardgo modification in or conformance with activities that they dolasely shared by the
middle management There is also an indication of selectivity in contrast to what could have

been a more generalised sanction for deviations in managerial activities.



C5 Somepeople would improvise more around set activities tteaye to do and then there
are those who would nothelatter in turn then go ahead and try overt experimentation
without consultation when there is a new situation that has to be played by the ear
[tumultuous times, discontinuity]People who improvise bothstable and tumultuous
situations areconsiderednore balanced There woulatonfidentin them to shoot othe hip
in a crisis situation. They are likely notdwerdo it,because they freedom to indulge in a
more spaced outTop management tend usually make it clear whidhdividualsthey

would expect t@onsultmorewith them[top managemept

C6 Not everyone can be allowed to come onto the freeway, some havealbaedwhen it
works top management likes it. When it does not work,dniesmes unclear how top

management would respoftdp managemeht

Another expectation in data from my memo notes is;

C7 Topmanagement woulgther look at situationthemselves and send dubad
guidelinesas to how they expect th¢Middle Managers]to carry out their activities. Being

consulted even briefly is something that top management d¢tqeotanagemeht

These were important assertions to note for when activity modification is likely to be
considered favourably, but also seen to be rigkglsotranspireghat topmanagement
becomes selective in termstagk situations and also of people associateamulling
specific tasks, in terms shnctioning modifications. This provides some support for

proposition8.

Flexibility comes with lhe caveat of howleviation from prescribed activitiese treated For
instance, manageriabmments on this front indicate a low tolerance for poor performance

when it comes to stable times.
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C8 Thereis very little scope to make mistakes hiemprovisaion takes placevhen it is not
required This is because, more often than not, improvisation can be seen to conflict with

existing ways of working, where those ways have strong legitiimaastie management]

C9 Poorresults and mistakes things thatshould vork seamlessly are viewed rather
negatively. When a different way @forking provides strong resulti® terms of improving

efficiency the recognition is immediate as wphiddle managemeht

C100utcomes are importantHoweverthere is encolagement to experimeint certain
types of situations. Typically middle managers would not experiment without discussions at
least with peers. Here are enough opportunitiés experiment but generally with a self

imposed caution[middle managemet

The link betweersanction and validation is based more on whodasore balanced

approachthan whomakesa stronger ase for making modificationdn stable times there

VHHPVY WR EH DQ DGDJH RI pUH D Mt @diabliShdndyf WhrkinQ GHY LD W
Observationslso show an interest inmi@ring modifications (they are called best practice,

but a better term would be good practice) over timdicating that support froraxperience

of past modifications matterL Q GHOLYHULQJ sla¢hDal RSP DsHampedsi VV Y D
basedcase (i.e. with low support from past experiences) for making the modifications.
5HWURVSHFWLYH DQDO\VLV RGIGIVVSWRVEHNWL DN DH DQ MWOMM C

modifications.

11There are surprises from theaythe top managementganises themes for surprise
breakouts and handles his interaction like wWgtudent recruitinghgents. More often than

not it is apparent that some of these are just trial and error based attéorgas if
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something works. Ush expaencesare shared at our campus and then between top

managersnto these away weeksiddle managemeht

It seems that deliberated interventions that encourage learning and feedback by the top
management are conducted in more stable times. Howeviemvretumultuous task
situations and handling them seemed to beeeh interest during such sibased review
events. Learning at sites (again colloquially called best practices) are also shared between

top managers at regular efite meetings.

C12Wak is oftenundetaken attremendous time pressures and top management seem to
take a venystructuredapproach neverthelesS hey oftertake suggestions and then discuss
many of theswith themiddle management, generally durilogv tide[stable times]Formal
introduction of revisions is vital so that people know wshaggestions are atmetable and
which are agreedfimodifications] Howeverjn high tide[tumultuous timesthere is no

choice but to act quickly. Top management are ustnappyto disciss and provide support

in high pressure timeggop managemeht

C13 If disruptions are not anticipated, middle management tend to feel that thegdtave
functioned properly For instance, \Wen a profesor potentially comes to loggerheads with,
in most @ses, this can be anticipatadd contolled for by initial feedbackyefore the
situation comes to headvlany middle managememitiate a lot of such conversations at the

first sign of what may become a big probl¢middle managemeht

Tumultuous taslsituations were ofteseen as a failure of learning, in that tlagpear as a
disrugion. That top managemeand middle manageseemedo draw on past
modificationsprimarily to validate the risk takefor activity modificationsshowssupport for

propostion 9a. It seems that validation through deliberated reflections is crutlere is
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alsosomesupport for proposition 9b from C5, C12 and Gt@ifurtherrespondent
observatios implying thatsuch events were donated by what worked in crisis.
Deliberated initiatives to reflect on modifications are likely to give more attention to

modifications made during relatively more tumultuous times.

Sanction from top management to respond in novel ways during tumultuous task situations
seemed to be usefidr middle managemenReflections on modifications referred overtly to
those that come into light because of failing or succeeding to respond to tumultuous task
situations. There was an expectation of guidance and Hreiding for modification in

activities during trying times

C14 Anynovelty inways of working in response taasisis strongly felt to be something
that should be consulted with top management, as much for gaining legitimacy as for getting

quality advice andnotivation[middle managemeit

It seems that>@ectations from the top management included their ability to act
judiciously at their own levelSeeking sanction during trying times seemed to make for

additionalburden toan already under pressure top management dtuimgltuous times.

C15 Topmanagemenwouldtypically expect a call to be madyy middle managemenit
seems thatautiousand iterativeconsultationsould sometimesause more harm than a

chance that managers are able to respond judiciously at then leveldtop managemeht

These responses provide further evidence to suppmpbsition @ Thesepoint in the
direction ofamorethought required for designing interventidosvalidate and support
activity modifications. Top management egptatons for middle managets be able to
negotiate discoimuous task situations intelligibgnd midile management requirement for

clear sanction and hand holdifay modifications need to be in sync. Ambidexterity as a key
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capability top management aspioe in their middle management may benefit from such

careful orchestration.

Table 48: Ambidextrous Orientationcpmments noted edl5]

Task situation

Top Management Orientation

Stable tasisituations

(low tide )

Tumultuaus tasksituations

(high tide)

7RS PDQDJHPHQW
efforts at inducing learning
from modifications in activities

Review and breakouts
are more likely. They
usually tend to
retrospectively analyse
activity modifications
made during tumultuous
task situations than
those made during
stable task situations
[C2, C12].

Review and breakouts are
not likely. Modifications
during these times could
capture the imagination of
top management for
reviews that take place
during more stable times
[C5, C12,C13, C11.

7RS PDQDJHPHQW
for modifications in activities
demonstrably through how
they associate with task
situations.

Influence of such
sanction on middle
management may be
moderated by strong
views on modification
failures xgiven that
tested and well aligned
activities exist [C6, C7,
C13].

Influence of such sanction,
often selective in nature, is
PRGHUDWHG E\
DQG UMXGLFLRX
adaptive response expectg
of the middle managers by
the top management
[C1,C5,C3,C10].

Making modifications an
analytical choice rather than &
propensity

Top management
disposition is aligned to
middle management bu
within considerations of]
not trying to overtly
disrupt tested activities
for responding to
continuous task
situations [@&, C11,
C14, Cl5].

Top management typically
requires middle
management to execute ar
activity modifications in
line with any
improvisations in overall
strategy during these timeg
[C12, C15].
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4.6.3Shapingfurther propositions

Two important aspects o to thefore fromtheabove findingsfirstly, the strong \vew on

modification failuregexperimentation is encouraged in some ways, but with a sense of

limited licence to failland, secondly, theendencyto not affect dayto-day functioning (i.eto

nat disrupt activitiey whilst at same time seeking to improvehesesuggest that there is
likelihoodthat: 7RS PDQDJHPHQWYV VDQFWLRQSERMWS®RGLILFDWLRQ
affected by theiperceived risks to performanc@nother perspectivis abou concerns of
performancere amplifiedduring high tide timesHowever,top management itself mighot

be affected in terms dheir own experimentation duringmultuous timesPutting it another

they often give themselves more latitude to experiment.

Though supported and linked with literature the emergence of such conjeatuststed
upfront has been from datd.now take theséproposition 6 and 7prward to find evidence
for them based on the survey instrument data thatdmsnistered tsubordinate managers
Propositions 6 and 7dreevidenced in the perception of subordinate manaageper the

sample unit of reference in survey data

4.7.Proposition6: 7TRS PDQDJHPHQWTV VDQFWLRQ IRU PRGLILFDWL

by perceived risks to performance.

For this propositionwhich emerges frorthe F' phase of data collectipan implication with
regards to impact of risks is seelhhe second phase of data collection provides an

opportunity to seeevidence from the perspectsvkl| VXERUGLQDWH PDQDJHUVY
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4.7.1. Operationaliation and results

Sanction for modifications in relative prioritisationactivities is under items.1 and 7.2
(appendix A) with an increasing level of such sanction as 7.1 states that the sancti@nm is rath
conditional on the outcome (as long as it wyiksd 7.2 in contrast speaks of managerial
discretion with lower perfornmece connotationsThese have been deliberately positioned

one after the other and presting of the instrument also informed the question items as such
to relate top management sanction for modificatiofise association and variation between
these twadtems would provide an understanding of how risks to performance affect sanction.
While these two items relate explicitly modifications in prioritisationf activities,question

8 seeks to examine modifications as more explicit change as in experiowefri@at outside
thescope of prescribed activitieF hisis also about modifications but more as in the activity
configurations being informed by experimentationsuch modificationdtems 8.1and 8.2
provide an analogues set of statements when tii@erp@nce contingency is very strong and

when it is low

Spearman correlations reported in appendix B show an interesting pattern to note

Table 49: Spearman correlations showing associatingssof risk-sanction responses

8.1. Sanction for changes| 8.2. Sanction for changes b
by wayof new activities | way of new activities
(outside those prescribed) (outside those prescribed)

strongly mediated by with a weak interface with
performance concerns outcome concerns

7.1. Sanction for modificatior Significant positive Not Significant

in actwvity prioritisation correlation 0.42Sanction

strongly mediated by for modification in

performance concerns prioritisation in activities

with strong mediation by
performance concerns is
associated with such
sanction for inducing ew
activities also under same
concerns
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7.2. Sanction for modificatior
in activity prioritisation with
weak interface with outcome
concerns

Not Significant

Significant positive
correlation 0.59Sanction
for modification in
prioritisation in activities

and low mediation by
outcome performance
concerns is associated with
such sanction for inducing
new activities also with low
outcome performance
concerns

Another continuum of items is muestion 4 from 4.1, 4.2 and 4.&herequestiomaire items

are orderedinHUPV RI FRPPXQLFDWLRQV IrefRd®aWwdedSfoPDQDJIJHPHQW
DOLIJQPHQW ZLWK SUHVFULEHG DFWLYLWLHYV «UHIOHFW D (
without a reference to prescribed activiti€&Q G « UHI1OH F \perime@ ldrbl@Gd WR H |
prescribed activitiesClearly these are in order of Iaw high risk taking propensityf top

management demonstrateditmpartedsanction. | performed &ruskatWallis testacross

the categories of responses.

4.10: Kruskal #Vallis test for risk propensity associated risks to performance

Risk taking propensity low| N Sum of ranks
to high items 4.1, 4.2, 4.3
4.1. 22 573
4.2. 22 732.5
4.3. 22 920.5
Risk Perception
Chi-square 6.620
Df 2
Asym Sing .04
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The conclusions show thask perceptions do affect modification sanction as in the
percepion of the subordinate manageriBhe proposition does not examine the direction of
the effect, but given the above results.sééems that sanction for modification to activities i
contentand in prioritisations characterised by risk perceptions of top managenierihe
correlations the indication is weakdrower risk for modifications, or for prioritisation of
activities,andhigher riskfor either of these, tend g together.This broad associative

result is then taken forwargsing the Kruskal Wallis test where the result shows that there is
a statistically significant difference between groups of scores for statements that are

differentiated based on risks to performance

4.8. Proposition 7b: When the task situation is relatively more tumultubwell affect top

PDQDJHPHQWYTV RZQ SURSHQVLW\ WR H[SHULPHQW

4.8.1 Operationaliation and results

Lack of predictability is a clear indicator of experimentatitem 5.7 of theinstrument
guerieshe respondents to evaluate how predictable top management resporese is
evaluation they dof a scenario.However tumultuous task situations (agh pressure
times) have beeexaminedunder 7.7 and 87 as how they would affect§ ERUGLQDWHV

propensity to modifyor experiment with completely new activitjegspectively.

$ SUR[\IRU WRS PDQDJHPHQWTTV UHYV S Ra3 Wdt pdEdiblefodie X OW X R’
put in. Item 5.7 speaks of a rather routine situatiat least notlassified as tumultuous /

high pressure. With this limitation | look at ARd8.7 agproxiesfor tumultuous task

situations and theeffect onthe propensity of subordinates to do modificatio@n

reflectionandbased on findings from the qualitagianalysis in section 4.6 of this chapter

(from wherethis proposition has partly emerged) suggests that it would proxy top
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PDQDJHPHQWV RZQ SUR Fdrexamme)franRedlips He)way df@avg
is rather structuit suggestionsra disausedwith the staff during in low tide [stable times]
formalintroduction of modificationss vital so that peoplenow what suggestioreretabled
and agreed and; in tumultuous times there is an expectation to act at their [middle

management] levdduttop management is keen to guide anddresulted.

| find no significant correlations betweéams 5.7and 7.7and 5.7 and 7.8esponses
Grouping,across high to lonitem 5.7 scoregor a rank sum test also does not yield any
significant result. Overdl the operationaliationwas difficult to work in, because

respondents often felt that this could be about evaluating the top managementctbo dire
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4.9. Proposition 7a

Proposition 7a: Risk perceptions about ambidexteviliybe affected byop mDQDJHPHQW {V

own propensity to experiment.

Table 4.1: Perspective on ambidexterity of subordinate managers as from questionnaire

items
2.1.2 Campus needs 2.2.2 Additions from you to
articulated by the dean need articulated by the deal
Activities tha are in my Less so More § Less so More
portfolio will need
modifications
-------- Ambidexterity-------- | --------Ambidexterity--------

If we look at ambidexterity as a disposition to balance conformasegainst

experimetation for subordinate managensthis case, the above expression from items 2.1.2
and 2.2.2 seems useflRisk perceptions about ambidexterity are explicit items in question 7
and 8. Here the propensity to modif§rom internal repsitory)andthe propensity to
experiment (in external sources) are bofluenced by a range of factorghe higher the

UHV SR Qcid QrMthesithe greater the associa@wpensity. The interesting thingp

noteis that these factors also varyriglative severity.For instances 7.8 theeasiest

conditionto deviatefrom (top management toleranaad managerial discretion given
considerable spageltems7.1 and 7.4rovide formore conducive conditions for

exploitation of certainties withornservatism of top managemerntbegin by looking at

correlations between 2.1.2 and 2.2.2 with items under question 7 and question 8.
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Table 4.2: Perspectivdcorrelations)on modifications and change with severity of

conditions for practice

Spearmarcorrelations (significant ones at 0.05 are 0.36 and abov
shaded)

2.2.2. Additions
from
2.1.2Site subordinate
needs management to
articulated by needs
the top articulated by
management| top managemen

«DFWLYLWLHV WK

portfolio will need modifications

7.1. When the Dean is fine with modification in emphasis (within the
activity portfolios) as long as it works, i.e. treats outcomes as standa

0.10 0.35
7.2. When the Dean is quite tolerant of such modifications in empha
i.e. gives reasonable space for managerial discretion.

-0.05 -0.08
7.3. When thesehange in emphasimprovisations that you have done
in the past have generally worked well.

0.12 -0.19
7.4. Whensuchimprovisations that you have done in the past have
generaO O\ pl279 ZRUNHG ZHOO

0.35 0.24
7.5. Whensuchimprovisations by colleagues in similar task situations
have generally worked well.

0.15 0.03
7.6 Whensuchimprovisations by colleagues in similar task situations
KDYH JHQHUDOO\ p1279 ZRUNHG ZHOO

0.32 0.31
7.7 When it is high pressure time, like say, beginning of term (or as
apply to your role)

-0.17 -0.10
7 .8. When it is difficult to asks peers for help and support

0.18 0.31
8.1 When the Dean is fine with such experimentation as loitghasks,
i.e. treats outcomes as standard.

0.09 0.10
8.2 When the Dean encourages such experimentation, i.e. gives a Iq
space for managerial discretion.

0.06 0.00
8.3When suclbreakout experimentatiathat you have done in the past
have generayl worked well.

0.00 -0.03
8.4 When such experimentation that you have done in the past have
JHQHUDOO\ pl279Y ZRUNHG ZHOO

0.41 0.34
8.5 When such experimentation by colleagues in similar task situatig
have generally worked well.

0.04 0.14
8.6 When experimentation by colleagues in similar task situations ha
JHQHUDOO\ pl279Y ZRUNHG ZHOO

0.39 0.54
8.7When it is high pressure times like beginning of term (or as may
apply to your role)

-0.14 -0.09
8.8 When it is difficult to asks peers foglph and support

0.45 0.55

(shaded correlationsver+/-0.36 significantat p<0.05 level)
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Significant correlationswhich are positiveare noted above and relate to mostly more
difficult situations for deviations This indicates that theeed for modifiation seems to
higher the more difficult the calitions. Putting it another wagteviations are more likely in

more difficult conditions than conformance.

4.9.10perationalization and results

A correlations based perspectigaused t@xamine the progsition under purview

Ambidexterity would need to be coded as high on both conformance and devidatidhs

extent we need to recode the variables as 4,5 for scores of 1 and 2 and let 4,5 scores on the
ordinal scde remain the sameThis would apply t@.1.2 and 2.2.2 after doing thisedid

the correlations to see if there was a change

The resultsn table 4.1.3 haviandicated thatconditionsare stronglyand positivelycorrelated
(all positively significant).However there are some significant ratye correlations to note
with 2.1.2 and 2.2.20nly high risk conditions come up as negatively and significantly

correlated with 2.1.2 and 2.2(2ppendix B)

x 7.1. When the Dean is fine with modification in emphasis (within the activity
portfolios) aslong as it works, i.e. treats outcomes as standard.

X 7.5. When such improvisations by colleagues in similar task situations have generally
worked well.

X 7.7 When it is high pressure time, like say, beginning of term (or as may apply to
your role)

X 7.8. When it is difficult to asks peers for help and support

We now need to examine thgsociation with to? D Q D J H Pwn@napBNsity to

experiment Lack of predictability is a clear indicator of experimentatittem 5.7 of the
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instrument queries thespondents to evaluate how predictable top management response is

in an evaluation they do of a scenario.

Table 4.B: Correlationsextract $PELGH[WURXV RULHQWDWLRQ LQ VXERL

experimentation of top management

2. 2.2. Higher ambidexterity

5.70: (perceived lower risk) in
Propensity to | 2.1.2: Higher ambidexterity (perceived lowg middle maagement with
expeiment in ULVN LQ VXERUGLQDWH P reference to self mandated
top to mandated top management performanceg organisational performance
management: | premises for the organisations needs

5.70 1.00

2.1.2 0.38 1.00

2.2.2 -0.14 0.21 1.00

(shaded correlations over .36 significantat p<0.05 level)

These show that a positive and significant correlation vitheames to high experimentation
of top management and high ambidextrous orientation in subordnzatagers The results
also show that ambidextrous orientation or propensity towards such an orientation is
associated with more challenging times for sdbwte managers. Ordinal regression set up

using selected variables was not significant for evidencing this proposition any further.
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4.10. Summary of findings by propositions

The following table summarise the findings as evidence for propasi@igramined

Table 4.8: Summary of findings

Proposition

Finding

Proposition 1:Stronger perceived

alignment of top management prioritie
with organizational needs will increas¢
subscription to prescribed activities by

subordinate managers.

Statistically significant causal evidenae
(ordinal regressiomand by extension given the
naure of operation&tation (misalignment
increases tendency for modifications):

Subscription to prescribed activitiesll be

enhancedby both strategic and operational

alignment andheir interaction.

Proposition 2.27RS PDQDJHP
DELOLW\ WR EDODQFH
FRQIRUPDQFHY ZLWK S
more dfective when complemented
with demonstrative inclusion of middle

management feedback.

Statistically significant distinction evidenee
relatively high demonstrative inclusivenesds
feedbacks an important compliment for
perception of high ability inodp management.
This ability is about how top management
balance deviations with conformance (Wilcox

rank sum text)

Proposition 3aManagerial attention to
activities in context of organisational

performancevill be influenced by

characteristics of theractice

environment they consider more cruci

Statistically significant causal evidenae
(ordinal regressions Managerial attention to
activities in context of organisational

performancevill be reduced byharacteristics

of the practice environmeéthey(subordinates)
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consider more crucial [difficulty encountered i
execution of activities andmportance for own

performance assessment].

Proposition 3bManagerial attention to
activities in context of their own
performancevill be influenced by
characteristics of the practice

environment they consider more cruci

Statistically significanbut onlyassociative
evidence spearman correlations show
association with environmental characteristicy

of peer performance

Proposition 4:Congruence between tg
PDQDJHPHQW DQG VXE
relative importane of activities will be
enhanced when there is a favourable
perception in subordinates about
utilization of internal feedbady top

management.

Statistically significant but only associative
evidencespearman correlatiorshow that
relatively enablingand relatively disabling
conditions associate with the nature of feedbg

and its utilization by top management.

Proposition 5Risk perceptions in
subordinates about modification to
activities will be low when top
PDQDJHPHQWYV RZQ S|

experiment is high.

Support from qualitative datshowsa map on
betweertop management and subordinate
manager. ®p managendH QW YV ZDON
orientation with regards modification or
conformance is replicated in subordinate

managers.

*Proposition 6:;Top manadgd P HQ W ¢

sanction for modification to activities

Statistically significant evidence for a differen

in sanction with increasing risk (not direction
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will be reduced by perceived risks to

performance.

by Kruskal £Wallis test for risk propensity
(increasing 3 group categories each had a

response in the survey instrumént

Proposition 7a: Risk perceptions abou
ambidexteritywill be affected bytop
PDQDJHPHQWYV RZQ S|

experiment.

Statistically significant associative suppott
spearmartorrelations high experimentation by
top management is a proxy for lower risk
perception and this is positiyecorrelated with
operationalied ambidexterity measure for

subordinates

*Proposition 7b: When the task
situation is relatively more tumultusit
will affect WRS PDQDJHPHAQ

propensity to experiment.

No support from ordinal survey datpart
derived from 1 phase of qualitative data

collection

Proposition 8: Variation in the nature
task situationsvill affect the sanction
impartedfor an ambidextrous

orientation.

Support from qualitative datshows that top
management becomes selective in terntask
situations and alsgof subordinateassociated

in the handlingof contexts

Proposition 9a: Initiatives that promot
reflecion on prior modifications in
activitieswill reducerisk perceptions

about future modification.

Support from qualitative datshows that top
management and middle management are bg
inclined to seek validation from gt

experiences of modificatiothough such an
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approach is seen to be compromised in high

(tumultuous situations)

Proposition 9b: Deliberated initiatives
to reflecton modifications are likely to
give more attention to modifications

made during relatively more tumultuot

times

Sypport from qualitative datahows that
attention is drawn towards modifications mad
during tumultuous times more than it is towar

those during routine times.
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Chapter 5: DISCUSSION and CONTRIBUTIONS

5.1 Configurations, Alignment and Risk

The findingsshow an association betwe&X E R U G L Q D WxpeRddcg@Dditeild V
perceptios aboutalignmentthattop managemerttaswith strategic and operational needs.
Subordinate managers with higher experience outside the indaustiwho have been
exposedo legacy systems that are differamiay find strategic misalignment more
pronounced In contrastthose working within the organisatiéor longerare likely to be
concerned more with operational misalignmehhere isalsoanemphasion thedifferent
levels of understanding of activity configurationsabordinate managelevel. As
expectedanddespite the experience efféatrelating with the top management and the wider
organisational perspectivihe overallfocus ofsubordinate manageisontheir own
activities Putting it another way, thaieflectiors are abougctivity configuationsassociated
with andamong their peersindon theorganisational level configuratioihe reed for
PRGLILFDWLRQV L Q pBriphofig/infuZrn@dbdy Mith [gdradived strategic and

operational misalignment, and also, by the interaction between the two

My experience is in line with thesimdings; Ihave observed many instances where middle
PDQDJHUV VHHPLQJO\ FRQFHU Q tbBnahtaMrKfawy, lfita RipdD QL]D W LR
conversationit becomes apparent that they are more concerned with their own working
environment and personal performance. This mismatch in whaottegstate initially at

the surface level, and what they really wanpursue is intriguing.

The finding emphasises thatganisationastrategic configuratioandassociated perception
of top managemertV DO LJQP HQ \wtioha WeKdRIAADL@IGLYLGXDO PDQDJHU\
propensity to modify their activitie3hus, topmanagemeralignment with strategic and

operational needs is-ierated a® crucialfactor, not only as prescribing activities for middle
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management, but also orienting the need in middle management about changes they

induce/would like to indue at their leve(proposition).

Operationaliation to do with activity modificatiorandthat ofstrategic and

operationaliation alignment is quite novelhis isbecause | do naxplicitly involve

performance metricsin mostresearch that looks hbks between strategand operatioal
alignment this is a confining parameter in examinthg impa&t on managerial @rcticeand
priorities(e.g. Joshi et al., 2003; Lindman et al., 2001his is because enhancing
conversations about performance woliétve seriously clouded perceptions about activity
modifications. Indeed, performance conversations can result in biased responses, given the
psychological impact respondents could feel about a topic which is linked to their careers

(Weaver et al., 1999).

*ODVHU HW DO 9V interorqadationasBruplettudy thagxaminegisk taking
and organisational contradhows thahigherrisk propensity weakens the positive
relationship between personal initiative tendency and job perfaendihile this carbe
argued, in my researchd focus on owactivity portfolio, is a very probable manifestation

Rl *ODVHU HW DOYV ILQGLQJV

Continuing with the risk taking argument, igdings suggest thaisk connotations are
consequential in affeicty the modification initiative in subordinates amdy be reducefy,
WRS PDQDJHPHQWYV RZQ GHPRQVWaddaWgdpp&itRaBighQ VL W\ WR

deliberated initiatives to reflect on prior modificatiopsdposition 5 and 9a

Managersan berisk averse or risk taking, amdsearch evidence about managerial
propensity to pursue superior performance pulls in both directions (e.g. @ahdlhnson,

1990; DuttorandJackson, 1987)My studyassers thatrisk aversiornis likely to be generally
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moredominant This howevelis also to be consideredhore inthe contextof theflat

federatedstructure of theesearch site

However, Glaser et al. and other aforementioned studies do not claim that risk averse
behaviour is likely (or not) to resuh superior pedrmance overtime. Therefore, itdé
further research interesi examineand contribute to some seminal research trajectdhies
extent to which higher ristaking behaviour may result in superior performaadiek that
has been reftded upon in research but in my view could do with more empirical.blasis

emphasise this point in my conclusions.

5.2 Ambidexterity and Top Management Influence: Experiential Perspectives on

Behavioural Decision Making

A propensity towards an ambideotss orientation is marked by more challenging times.
Middle managersnay beaffected by the promise ambidexterity anélsothe risksto
coordination it bringsluringdifficult times (high tide/ tumultuous)Top PDQDJHPHQW YV R Z!
propensity teexperimentcan besupportive butpot essentigfto the link betweetumultuous
timespropelling middle managsito be more ambidextrou€ne reason for this could be
thatduring suctsituationsthe search for solutions is rather disparated both exploration
andexploitation come to the table becausswéh pressuredn my experience, the direction
that middle managers choose in these circumstances is based on the compgbyiiatea
number of factors, which go beyond the nature of the task situatidn itsgl management
influenceis a pivotal factor Other factors may include, middle managers own experience of
success or failure in previous high tide situati@msl alsocrucially the number of
simultaneous high tide situations, which may result avariability of top management for

advice. These factors are ataatlinedin findings fromqualitativedata
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The link etween top management influenaabidextrous orientation and task situation
severity seems to have yielded useful links that cdarm practice.Behavioural decision
making,with the unit of analysis being managerial activiteasd thenatureof modificatiors,

is illustrated by thestudy Findings linkingrisk, task situations, and top management actions
(deliberated initiativesdr reflection and their own walk the talk orientation viz.

experimentation) provideome contributions for practice as well.

Table 4.9can be extendeid practice connotatioras intable5.1 (propositions 5,8, 9a and

9b) This is because thiesues outhed in table 4.9 are characteristic of the influence of top
management on middle management for modifications in activitade 4.9 notes
assertions from data in terms of top management orientation and situational dontexts
provide good practices foéop management in facilitating an ambidextrous orientation for

middle managers

Table 5.1: ®@od practices to enabmbidexerity (Mapped on from table 4.9

Task situation Stable tasisituations Tumutuous tasksituations

Top Management

Orientation
7RS PDQDJHPHCQC Review of past Induce review events
deliberatedefforts at modification in activties  during high tiek times to
inducing learning from during both stable times examine any past
modifications in activities andduring tumultuous modifications during similar
times tasksituations in the past.
7TRS PDQDJHPHQQ  Pilot testing of Top management should
sanction for modifications proposed modification participate directly or through
in activities demonstrably through champions mentoring (through
through how they (champions: who have  champions) in supporting
associate with task succeeded in performance during such tasl
situations. performance enhancing situations.

modifications during

)"



both stable and
tumultuous times

Making modifications an The alignment

analytical choice thana  between top managemet

propensity and middle management
propensity needs toe

challenged by simulated
task situations where
alternate behaviours are
encouraged.

Distant expectation
directiveswill appear
ambiguous during such times
and should be avoided.

Analytical basis should
include understanding any
similar past modification
experiences as through revie
events and assess novel
modification in relation to
them.This will provide
validation and a level platforn
to balance exploration with
exploitation.

Notably a marked distinction between propositions 5 and 7a wathéhirmer did not

explicitly operationaliz ambidextrous orientatiorHowever, lhe supporfor proposition 7a

showshigh experimentation by top management associated with a high expetioe by

subordinate managers, and therefmevides for validation for findings of proposition 5 as

well.

Examining the interface between top manageneeientation, performance feedback and

tasksituatons results, has illustrated that the combination of these shape middle

P D Q D J H Ppidggngifitd be ambidextrousThe gapm research on understanding these

interfaces 3 E H \dR@@Gral, contextuieand leadership antecedentshavioral

antecedents arguably require examinatiq€hangandHughes, 2014, p.133 an important

validation forthis studyand its findings
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5.3 Performance Feedback and Task Situations

As a backdrop to inducing goguaactices for ambidexterity, it must be noted that there is an
expectation from middle managers to be able to modify activities for superior response to
tasksituations (DafandWeick, 1984; Luthans et al., 19854t the same time, top

management seeks control, support and orient such modificatiolghile controlling for

WKH ULVN RI ERKHPLDQ RU FRQIRUPLVW ELDVHV DW WKH LC
enhance both at the same time, two crymgaibpectivesieed to be kept imind. The fird is

thatinducing deliberated mechanisms alfoferlearning from modications in activities

during, both, low tide and high tide timeshis will make such modifications acceptable and

DOVR EHWWHU LQIRUPHG WR SUHY BQWHRYHQW® \WIIFQQMBBL
(BennerandTushman, 2003)The second is abouatanaging the walk the tabrientation of

thetop management. While thisuseful for sense giving and validation,ntay also make it

difficult for middle management to breakvay fom existing fit to explore fomodifications

in context of specific task situations that they encouriteteed, there is a difference

between where middle managers undertake truegeakrated modifications, and where

they are simply attempting to i#he mind of the top manag@utton et al., 1997) The

logical extension of this, associates with the power dynamics within an organization, as

middle managers may simply be managimg retrefitting, or pleasing the top manager, for

personal gains, #t do not have to do with performance. It is not to say that this is a typical
behaviour, among some or many managers, but because it can lead to hugely dysfunctional
behaviours, that if not immediately but over time, are more likely than not, to beeount

productive to organizational performance.



Performance of top management in managing the activity configuration at the organisational
levelrelates with a perception of their ability to effectively balance deviations and
conformanceWhen thisisincKkVLYH RI VXERUGLQDWH PDQDJHUVY IHHG|
posited that this ability will be seen as more pronoun&s=tter inclusion ofeedback

mattersfor perceptioraboutWR S P D Q D J H P EsQoM&wthP teedbadckiivas recognised

and taken forwar@proposition 3. Thisis apractice recommendatidar top management

| therefore make a contribution performance feedbadkeory This area of research

concerns itself with performance levels, assessment of achievement in relation to thereof to
calibrate searchand consequent modification (CyartdMarch, 1963 Greve 2003; Audia
andGreve, 2006).The theorisatiomloesnot, to date speak of the nature of feedback as in

the efficacy of the process and its acceptance by originating stakefu#denrstrativeness

of feedback inclusioas perceived by middle management

,QYHVWLIJDWLRQ RI ZKHWKHU FRQJUXHQFH EHWZHHQ VXERL
influenced ly demonstrative feedback yield®ak results Though counterintuitive it

suggestshat high efficacy in feedback marks low congruence, the subordinates argue and

critiqgue top management orientation more, encouraged by their inclusiypr@sssition 4.

The process efficacy perspectiheisconnects to the conditioniray environmenth

characteristicsinder whichmanagerial practiceakes placeThe cultural disposition of an

organisation or industry may influence how this link manifests itself.

5.4 Attention and the Decision Environment

Theenvironmerdl conditionghat impactttenton comprise a range édictors from say
feedback osupport from peeraboutperformance assessmei@omedimes thesepose
difficulties and reduce thattenton to certain activities from an orgaational performance

perspective There is avariation in how some characteristics matter moréess in

#$!"



influencing attention Someobservationgthough only associative resultsych as the
competitive influence of peer performanaesuseful to note and mayave been impacted by

the flat organisatioriatructure of the research siggposition 3a and 3b

The attention allocation process discussed befori@, terms ofperformance realisatiors
central tothe tenets oéttention based theofg.g. Ocasio, 1997)The theory speaks of
attention & a resource but in looking at variation in attention activities as a performance
explanation premisét does noto date look at conditioning variables of attentidtrategic
management studies have interfaced with biological and cognitive brairofusitdi dwell
ontohow decisions makers switch between exploration and exploitataandiroddart' nez

et al., 2015) Other studies also have confined themselves to attention as an explanatory
variablewith scope to dwell deeper into the nature ofuh# of analysis€.g.Blettner et al.,
2015). This study has for the first time explored timezedents of attentidoy evaluating
perceived top management ability, orientation and sanction, task situations, risk perceptions
and also conditioning characteristics of the work environme€&he unit of analysis is
managerial activity configuratiorat the level of individual subordinateamagersn a flat
structural setting where the interface with performance and feedback thereof is kept in

context.

Managerial a¢tity as the unit of analysis, which &key proponent of the activity based

view, Nicolaj Sigglekow notes in concluding his 2011 paper:

3 see a lot of potential for progress in the area of how managers can create processes to
manage the growth and development of their organizations. This research would encompass
the notions of interdegndencies among the choices that need to be resolved, while taking

into account organizational design as one lever, among others, to influences and guide the

process, all in the context of acknowledging the cognitive boundaries of all decision makers

HSH'



invol Y H.G ater works by Sigglekow and othersthis areahave maintained thenit of

analysis and interest at the level of the organisation, functional silos and evédinrmter
linkages The most recent article in this domain Martignoni,MenonandSiggelkow

(ahead of prinforthcoming 2016 speaks of mispecification of mental modelhe

situations managersfac® QG D PFRIJQLWLYHY ILW EHWZHHQ PDQDJHUL
remit. They look at choice variables and also how complex the decisiomement may
become. This provides some suggdor the extended operationalization this study has looked
at. | have contextualised thature oftask situations, risk contexts, top management
orientation and also performance connotations in tandemdierstand how managers give
attention to their activity configuration and make changdss includes drawing an
understandingf balancing deviations with modifications for an ambidextrous orientation.
The strategic fit of the mental modek. influences and an antecedentattentionthat

shape decisions is subject to complex modellingcamdextsthat this studyas captured.
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Chapter 6. CONCLUSIONS

6.1. Reflections on managerial work

Managerial work that delivers to programming andcetieg the organisational system has
its originsin theclassical activity theorye(g.Engestrsm 1999. PorterandSiggelkow
(2002, 201} subsequentlgevelopedhe idea ofactivity configurations Important
characteristics such aanction, contradiins between different constituents, where
contradictions become a source of change and evojstiaried drawing research interest.
This trajectory is centrdb the positioning of my worln activity based theoryand how it is

associatd with allocaion of manageriahttentionand consequent behaviour

The nature of inclusion of middle managerial feedback by the top management in scdping its
own understandingf performance may show hawese contradictionarise The process by
which feedback is collated, recognised and-fedward, is crucial.This also relateto
aspirationsnanagersavein context of their work situations and performance feedbaAck.
ambidextrous approach affected by how it is sationed,evaluated and how riskkimg is
encouraged.6 DQFWLRQ ZLOO DW WKH RQVHW EH D IXQFWLRQ RI
themselves to experiment or not. Such a disposiirencourage middle managers
althoughthere is also aeedto enhance practice towards ambidexteritydedicated

initiativesto examinavhat worked well and howTheseinitiatives will often focus more on
practice during tumultuous task situatipbat will more often take place during generally the
next low tide or stable periodThe likelihood of morambidextrous disposition during
tumultuous times rather than stable times can be something tlest fram organization to
organiation. While the study tests for modifications / deviations it does not lose site of the
fact that ambidexterity is abouteking both exploration and exploitatiohhis is clearly

demonstrated in data collectiohere & also the cautioning notion on the pursuit of
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amhbdexterity, from/ XEDWNLQ HW DO DQG *LEVE@therQG % LUNL
researclalsosuggess that pursuit of ambidexterity may be counterproductive if integrative

pressures and demands on managerial capability are not kept in pergegtikeliman et

al., 2009;Mei, et al, 2014; Heavey and Simsek, 2D1tegrative and capability issueiea

particularly amplified when time and/or resource constraints are relatively more pressing as

in tumultuous task situationd.he limitations of data being generated from a single

organisation have been flagged but with the caveat that it does allowttoldor

organisation specific structural, culturatperiential and market contextsd saallowing a

focus on the fundamental relationships of intetest.

The study is limited in design fexplicitly capturing downturns to performance when

ambidexteity gets out of balance and creates integrative pressures that the organisation

cannot cope with (Kollmann et al., 2009, 316; Liang et al., 208@wever, the study

provides some cues for top management when it comes to influencing the nature of

ambidextous practice by subordinates. For instance, | find evidence that top management
sanction is quite central to orienting ambidexterity at the middle managerial lalsd find
VXSSRUW IRU WRS PDQDJHPHQWYV SURSH Qeviti,\Ws\ WR H[DPLQ
selectivity in terms of which managers are encouraged or alternatively, not permitted to
experiment Further evidence rests in thencerns about inggative pressures associated

with ambidexterity. It is apparent thaagi performances a crwial determinanbdf selection

of more capable individuaisith licence to experiment-indings suggeshat deliberated
interventionswhere reflections on past modifications aniéiated areuseful to enhance such
capabilities. The ole of top manage QWYY RZQ GHPRQVWUDWLYH EHKDYLF

middle management practice is suppotigdhe findings as well.
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In essence, there is always an expectation from middle managers to be able to modify
activities for superior response to tastuations(Li et al., 2013; Zimmermann, Raisch and
Birkinshaw, 2015). At the same time, top management seeks to control, support and orient
such modifications. Putting it another way, top managers very confound themselves by
desiring great outcomes, but denying tkquired support, in this specific contexhisistudy
providesexplicit guidelinesfor top management in managing ambidexteris is an

attempt to complement thttom up approachf ambidexterity thatecent research has
argued. It igartly because the assumptions of senior or top management respgnibil
managing ambidexterityave not been distilled to more precise assertions (Zimmermann et

al., 2015).

From the perspective of controlling for the risk of bohemian or conformist biahes at
LQGLYLGXDO PDQDJHUYY OHYHO DQG VHHNLQJ WR HQKDQF
from suggestions for practi¢@ble 1)are noted hereThe first is inducing deliberated

mechanisms that allow learning from modifications in activities duratl, belatively stable

and tumultuous timesThis will make such modifications acceptable and also better

LQIRUPHG WR SUHYHQW RYHUWO\ pFRQYHUJHQWY RU RYHL
Tushman, 2003)The second is about managing the walk #tledrientation of the top

management. While this is useful as a validation for sanction and scope of ambidexterity, it

may also make it difficult for middle magement to breadway from top management

roadmap and think more effectively about modificasian context othe specific task

situations that they encounter.
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6.2. Limitations

X One conceptual simplification has been to examine modifications and deviations in
activities that managers doutwithout distinguishing between modification in inter
relationship between activities or the content of activities themseNesinitial,
memoing and also the ptesting showed that this distimo was not
operationaliable.

x Strategy research in generahd research that include management in pactilar,
is typically characterizedy difficult access and low number of respondeftsis
issue applies to this study also, bupastly reduced in its impact by the
conmprehensive access to the research site

X The study is situated in the higher edimmaindustry and implications can be drawn
for the same given nuances of administrative and managerial functioning across
hierarchies. These are becoming ever more crucial given resourcing control and
coordination issues in the industry where core pradessispaces (that of academic
knowledge workers) cannot be compromised beyond a point. The industry shares one
common phenomenon with other industrieguite generic over the last two decades,
that of multiple business models and organisational fornaingehybrids, as
discussed in section 3.6.5.2. These are creating a fresh wave of arguments on strategy,
structure and managerial role in context of professional organisations where
professional autonomy becomes a crucial space to protect and drawrgaiugtie
value is also seen from an administrative control and coordination point of view
which brings issue of routines based control into play making for a tough balancing
act between administrative control and professional autonomy. As discussed, Heus
itself shares the traits of a bureaucratic form despite being a professional services

firm- a professional bureaucracy in a very typical sense (Mintzberg, 1979). This
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arguably moderates the generalisability of the study in being confined to professional
services firms on the one hand, but on the other, also implies the need to customise it
to professional services firms as it would not always map on closely enough. Heus
carves a space in this single case study context that has some implications for
bureaucacies where administrative mangers seek to carefully (i.e. not overtly) control
professional spaces, and divisional forms that bring standard practices into play for
service delivery. The implications from this study can be taken forward but with
carefulcontextualisation to the form and functioning of the organisation or industry.
Generalisability is more diffused across traits of organisational types and in a limited
since applies to the niche organisational type of professional services, and more so
professional bureaucracies.

Thesmallnumber of respondents though comprehensive in relation to the research
site makes for generally low levai$§ significance in inferential statistics deplalye
However,comprehensive accessibility to the research siterfaae possible much
deeper insights which draw upon qualitative data as well.

It is also important to note that the study has been conducted with the researcher being
in active employment at the research site and in the managerial tbuivever,

while this does create a bias it has been controlled for by not including any of the
respondents fromthedVHDUFKHU TV R Z Qour §itesOXNEUsSRIQr IfhaR |

data collection.An important aspect to note is that qualitative comments, as is
standard, butnore important in this case, have been subjected to robustatder
reliability processes ahgside themes faperationaliation

The window fordata collection for the study was rather precises @lded quick data
collection(once permission wa®sggh), and subsequently helped the speed with

which the study could be brought to completion. It also impaatedss to followup
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survey data The main reason for the tight window for data collection was that an
impending merger with another organipati could have quickly led to structural
changes which would have meant that the data would haviéslagbur and

accuracy.

6.3 Future research

Future research could investigate how the hypothesised practice interventions are viewed by
top managemeracross sectors and firms, both in terms of a fit with their organisational
contexts and in context of implementation issuBse applicability of the conceptual

framework introduced and validatedthis study could do with moigeneraliability and

emprical support from other sectaasid more hierarchically disposed organisational

structures

Another strand of research, which | have already highlighted relates to the extent to which
higher propensity to take risks, by managers, could yield superiorpance. This is in
acknowledgement of research on risk agedformance, buh my view,this stranchas not

received due attention.

7KH VWXG\ VLWXDWHV LWVHOI LQ WKH SURIHVVLRQDO EXUF
drive in the higheeducation sector, and mushrooming forms to balance structure and

strategy are bringing administrative coordination and control to the fore. This in many ways

comes in direct conflict with the professional autonomy space that is crucial for professional
organisations. Academics as key knowledge workers seek to enhance performance beyond

the foremost administrative parameters of returns to efficiency. Research in this area is

something | would like to propose: how managettatiministrative spaces can deptbg

ambidextrous orientation to support striking an effective balance between professional spaces
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and managerial coordination. Business models and potentially managerial routines that can
support this balance may find a useful search, consolidation #insi@h process through

research.

Caveats and considerations about exogenous and endogenous factors shaping managerial
work environment, may also be useful to unpatkis would contribute to holistic

understanding of middle managerial ad#xterity as atrategic capability, and as something

that can be better influenced by top manageméhe study also has examined risk

perceptions, but arguably falls short of explicitly and comprehensively dealing with

distinctive risks that stem frorm#bidexterity itself. A case study approach or another

appropriate research setting to examine such manifestations of risks i.e. in how they
originated, and how they were successfully or unsuccessfully addressed, may add value to the

mushrooming research this area.

6.4 Reflections

Ongoing industry level dynamics have been quite motivating for the link | want to make
between theory and practice for taking this study forwdg.interface with top

management at other business schools that fall in theetitive frame of reference for Hues

has yielded further observations to validate the significance of areas central to this thesis.
Specifically,the managerial attention to activities that they aod of the rolehatan

ambidextrous orientation (witteaveats) can have in pursuit of superior performainte

idea of conformity in relation to resource sufficiency, pursuit of performance benchmarks and
regulatory requirements is a given for most industeaesd is no different for the global

business ediation sector.However, this is by itself is at loggerheads vitie mandate of

distinctiveness, that is a driver to attract students from competitors.
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Such distinctiveness very important for visibility of superior value propositgand by
extensio, superior competitive performance®ifferent strategic goals frorpersonalimg
educationfocusing on niche sectmdrawing partnership based synergiéscusing on
research rich teachingamong otherseem to be pursugbut without a complementary

focus onhowthese will be supportedrhis is essentially from two perspectives, the first is
that of managerial effectiveness and alignment with what they are expectecma ddhat
they actually dpgiven their understanding of top management oriemtatnd performance
goals at different levelsThe second is the ability to be ambidextrous and the support for the
same from top managemernh essenceexperimenting with distinctive ways of doing things
from past repository of orgaraonal and indusy experience, and at the same time, aiso
complete breakthrough way3hedistinctiveness in managerial effectiveness for execution,
where the goals that are easily adoptabé the heart of achieving superior competitive

performance!

Arguably, what needs to be done in terms of effective managerial execution is also a function
of not keeping still but trying to work on exploration and exploitation on a continuing basis,
as good bestpractices are fickle in terms of the advantage they offembility to

continuously reinvent ways for superior execution effectiveness is something that has to be
owned by top managememtcluding theirfacilitation and orientatiorof subordinate

manager§ D F W and piattidéMy study has emphasized this adfge understand the
relationships that matter for such effectivensith two key stakeholderstop management

and subordinate managerEhe reflections for practice iroatext of my research site are
generalizable to practice given such widely shared@ms about effective managerial

practice based distinctivenesssupport easily mimicked strategic gqaifien set with

lesser regard for execution capabilities and their facilitation as plans are set in motion.
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Managerial Activities and Practice at HUES

Thank you for taking part in this study. This data is being collected for resatch
managerial practice &tUES.

‘H UHIHU SULPDULO\ WR PDQDJHULDO DFWLYLWLHV™ LQ WK

Activities can be seen to comprise various tasks that you perform for planning, controlling,
and decision making. They also include aspecthkemunication and networking among
others. In essence, what you need to do, to fulfil expectations from your role.

Profile Information

Name (optional)

Campus

Designation

Duration of experience:
«RI ZRUNLQJ DW WKLV FDP.2Xearslg iddntis/is 0
QRWHGLDOWV u
«RlI ZRUNHWUES DW

«RI ZRUNLQJ LQ WKH +LJKHU (GXFDWLR(

«RI ZRUNLQJ LQ WKH FRUSRUDWH HQYLU
Education Sector

Disclaimer. Your identity will be kept confidential. Anyneail / other communication on this
research data collection exercise will not be revealed to third parties.
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1. Please indicate your agreement with the following statements

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW D

Statement Strongly
In my view ..... Strongly Disagree
Agree

1.1....theportfolio of activitiesthat | carry out in my role is 1 (12 |3 |4 |5
muchcustomisedo whatHUESrequires, relative to being
genericin ternms of what it would be at a similar

organisation (e.g. a direct competitor) in the sector

1.2....myportfolio of activitiess muchcustomisedo whatthisj1 |2 |3 |4 |5
HUES campus (where | work) requires, relative to being
genericin terms of what a role shas mine would be at

any otheHUES Campus.

1.3....myportfolio of activitiesdoes not require much 1 (2 |3 |4 |5

modification to improve my contribution to the campus.

1.4....1 am expected to provide feedback on my experience 1 |2 (3 |4 |5
activities that | cawy out.

1.5... feedback on my experience of activities istakenforwj 1 |2 |3 |4 |5

for any changes made to my portfolio of activities.

1.6....my feedback has been reflected in some strategic |1 |2 (3 |4 |5
decisions made at the campus.




A statement bcontemporary organisationaéedsat thisHUES Campus from the Dean is as

follows

3:H OHHG WR PDLOWDLO RXU VXSHULRU VWXGHOW VDWLVID
ahead of the developments in the sector. These developments incliedening

innovations, and also, in class technology enabled delivery. While staying ahead on such

macro-trajectories we have to also make sure that we do not lose track of our important

value drivers. These are that of efficiency in administering courses, sourcing r@aining
TXDOLW\ SURIHVVRUV DOG FROWLQXRXV LQQRYDWLRQ LQ |

2. If you were to add to this and/or, emphasise something as relatively more important, what
would you say

##"



2.1To address organisational needs articulated by the campus Dédh \RX WKLQN WKDW
« DFWLYLWLHVY RXWVLGH \RXU SRUWIROLR ZLOO QHHG P

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW D

Not at all Very
Significantly
1 2 3 4 5
Comments

(Which activities in particular, @hwhy? OR why the activities are quite apt if that is the

case)
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«DFWLYLWLHV WKDW DUH LQ \RXU SRUWIROLR ZLOO QHH

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW D

Not at all Very
Significantly
1 2 3 4 5
Comments

(Which activities in particular, and why? OR why the activities are quite apt if that is the

case)

#%'



/TR DGGUHVYV RUJDQLVDWLRQDO QHHGY DUWLFXODWHG E
GR \RX WKLQN WKDW «

« D F Wavu¥sidsWbui portfolio will need modifications

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW D

Not at all Very
Significantly
1 2 3 4 5
Comments

(Which activities in particular, and why? OR why the activities are quitd dat is the

case)
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2.2.2... activities that are in your portfolio will need modifications

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW D

Not at all Very
Significantly
1 2 3 4 5
Comments

(Which activities in pdicular, and why? OR why the activities are quite apt if that is the

case)




3OHDVH LQGLFDWH \RXU DJUHHPHQW ZLWK WKH IROORZ]

scale point that best approximates your response]

Statement Strongly Strongly
Disagree Agree
3.1. In my experience, activities that | 1 2 3 4 5

comprise my role consume relatively

different amounts of time.

3.2. In my experience, activities that | 1 2 3 4 5
comprise my ole- demand relatively
different levels of rigour (effort) in
delivering them.

3.3. In my view, activities that 1 2 3 4 5

comprise my role draw relatively

different levels of attention from the
Dean.

3.4. | believe that effectively delivieg | 1 2 3 4 5
to some activities that comprisay

role - is relatively more important
when it comes to my own performang
assessment (i.e. some are seen as n
crucial than the others).

3.5. | believe that effectively deliverin 1 2 3 4 5

to some activitiesicross the campus
relatively more importaniwhen it
comes to overall campus performand
(i.e. some are more crucial than
others).

3.6. There is a different set of activiti¢ 1 2 3 4 5
WKDW , KDYH FRQVLGH
PRUH LPSRUWDQWN2%andl

3.5above.

3.7. In my view, | have often gone 1 2 3 4 5
beyond protocol activities to improvis

when the situation has so demanded

#("



,Q \RXU YLHZ FRPPXQLFDWLRQV IURP WKH '"HDQ DW \RXU I

>30HDVH P D UHe sbalg poirfi tiathbest approximates your response]

Statement Strongly Strongly
Disagree Agree
« UHIOHFW D QHH({1 2 3 4 5

with prescribed activities that | am

expected talo in my role.

« UHIOHFW D QHH(1 2 3 4 5
organisational performance withol

reference to prescribed activities.

« UHIOHFW D QHH({1 2 3 4 5
around prescribed activities.
«UHIOHFW DQ DW\1 2 3 4 5

information about what has worke
and what has not from prescribed

activities.

«UHIOHFW DQ DW1 2 3 4 5
information about what changes tt

activity portfolios have worked.

46 «UHIOHFW DQ DW|1 2 3 4 5
information dout what changes to

activity portfolios have NOT

worked

4.7. ... reflect an attempt to generg 1 2 3 4 5
LQIRUPDWLRQ DERXY

worked.

4.8... reflect an attempt to generat| 1 2 3 4 5

LQIRUPDWLRQ DERX)
H1279 ZRUNHG

#) "



If you would like to tplease provide any qualifying comments for one or more of the

responses above

#x



5. Please rank order the following scenarios in their most likelihood of occurrence (1: most
likely, 5 least likely).

THE SCENARIOS ARE RESPNSES by the campus Dean for the following situation:

STeaching evaluation of a professor has dipped beldWES thresholds for two successive

runs to just over 3.5 in a core course. The professor has two prior teaching evaluations of

about 4 before thesevo dips in evaluation. Student comments indicate a lack of

enthusiasm in the instructor and outdated content. The professor has stable ratings within
theHUES WKUHVKROG RQ DQRWKHU FRXUVH DW WKH VDPH SUR

7TKH FDPSXV "HDQ ZLOO«

Scenaio RANK Order
(1: most likely /
5: least likely )

5.1...ask the professor to up their act pointing to feedback rece
and tell them that they will be offered just one more run on the
course unless the rating goes back to being at 4 or more.
52«DVN WKH SURIHVVRU WR WDNH D E
continuing on the other where his/her ratings are holding for tw
UXQV DW DERXW pu Y LH GLVFRQWLQ
« DVN WKH SURIHVVRU WR VSHDN Z

materiab and also discuss why the lack of enthusiasm has occ

- to suggest and emphasise how student perception about the
and instructor can be improved.
« VSHDN WR WKH VWXGHQWY DQG §

involved, to discuss the feedlassues before speaking with the

professor as per 5.2.
« VSHDN WR WKH VWXGHQWY DQG {

involved to discus feedback issues before speaking with the

professor as per 5.3.

e



5.6. IF YOU WERE ASKED TO ADVISE THE CAMPDEAN ON THE ABOVE

SCENARIO, assuming that you had only as much information as provided in the situation,
ZKDW ZRXOG \RX DGYLVH « LI \RX QHHG PRUH VSDFH ZLVK
sheet, marking it as 5.6 )

#( "



57. TowhatH{f WHQW ZRXOG \RX VD\ WKDW <285 FDPSXV '"HDQTYV
scenario predictable (i.e. meodess similar across such scenarios).

Of course this predictability assessmerdggsuminghat considerations like how long the
professor has been withe campus dHUES, and his or her international profile are not too
different across scenarios ?

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW D

Not at all Very predictable
predictable+
can vary a lot

1 2 3 4 5

5.8. In your view, how significantly different is your recommendation in-%6m what
ZRXOG EH D UHVSRQVH IURP WKH FDPSXV 'HDQ >30OHDVH PI
approximates your response]

Very Similar Significantly
different
1 2 3 4 5

If you would like to please provide any qualifying comments for one or more of the

responses above

HH#"



6. With reference to in the portfolio of activities that you carry out in your role, to what
extent have the followingfluenced your thinking about +tpyZKDW DFWLYLWLHV \RX V
UHODWLYHO\ PRUH DWWHQWLRQ WRY

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW D

Factors INFLUENCE
None
Strong
6.1. Performance of my peers at this campus 112 (3]|4]|5
6.2. Performance of peers at othRES campuses 112

6.3. Discussions with peers at this campus on carrying out differ¢ 1 | 2

activities and experience thereof

6.4. Discussions with peers at othByES campuses on carryingoutf 1 |2 [3 |4 |5

differentactivities and experience thereof.

6.5. Your direct experience with activities in terms of their relative| 1 |2 [3 |4 |5
difficulty.

6.6. Your direct experience with activities in terms of their relative| 1 |2 |3 |4 |5

importance for your performance assessment.

6.7. Your interpretations of changes in the Higher Education Sect

6.8. Your interpretation of views expressed by students.

6.9. Your interpretations from discussions with teaching faculty.

R R R e
NN NN
w| W w w
N NS
o g ;g ;o

6.10. Your intepretations communications to the management fro

the Dean.

6.11. Your interpretations of organisational wide communications|1 |2 |3 |4 |5
from the GlobaHUES office.

If you would like to tplease provide any qualifying comments for one or mbtheo
responses above.

#H($"



7. How likely are you tanodify the relative importance you give to different activities
that comprise your role, as against what is prescribed for relative emphasis on different

activities? Please respond in light of the asstimps stated below They may not be true in

your specific case but please consider the mentioned context when responding. [Please mark
DQ ;9 RQ WKH VFDOH SRLQW WKDW EHVW DSSUR[LPDWHV \|

LIKELIHOOD
ASSUMPTIONS Low
High

7.1. When the Dean is fine with modification in emphasis (withint{1 |2 |3 |4 |5
activity portfolios) as long as it works, i.e. treats outcomes as starn

7.2. When the Dean is quite tolerant of such modifications in 12345

emphasis, i.e. giwereasonable space for managerial discretion.

7.3. When thesehange in emphasimprovisations that you have 112|345
done in the past have generally worked well.

7.4. Whensuchimprovisations that you have done in the pasthave 1 |2 |3 |4 |5
generallypl1l279 ZRUNHG ZHOO

7.5. Whensuchimprovisations by colleagues in similar task situatig 1 |2 |3 |4 |5

have generally worked well.

7.6 Whensuchimprovisations by colleagues in similar task situatiol 1 |2 |3 |4 |5
KDYH JHQHUDOO\ pl1279Y ZRUNHG ZHOO
7.7 When it is high pressure time, like say, beginning ofterm (or{1 |2 |3 |4 |5

may apply to your role)

7 .8. When it is difficult to asks peers for help and support 112|345

If you would like to +please provide any qualifying comments for onenore of the

responses above

#(O



8. How likely are you to experimentith new activities i.e., those outside the prescribed

for your role, as against keeping within theemits of prescribed activities? Please

respond in light of the assumptions stialelow . They may not be true in your specific case

EXW SOHDVH FRQVLGHU WKH PHQWLRQHG FRQWH[W ZKHQ U
point that best approximates your response]

LIKELIHOOD
ASSUMPTIONS Low
High

8.1 When the Dean is fine with such experimentation aslongasil |2 |3 |4 |5

works, i.e. treats outcomes as standard.

8.2 When the Dean encourages such experimentation, i.e. gives|1 (2 |3 |4 |5

of space for managerial discretion.

8.3When suclbreakout experimentatiotinat you have doneinthe |1 (2 |3 |4 |5

past have generally worked well.

8.4 When such experimentation that you have done inthepasthj1 (2 |3 |4 |5
JHQHUDOO\ pu1279Y ZRUNHG ZHOO
8.5 When such experimentation by colleagues in amtélsk 112 |3|4|5

situations have generally worked well.

8.6 When experimentation by colleagues in similar task situation§ 1 (2 |3 |4 |5
KDYH JHQHUDOO\ p127Y ZRUNHG ZHOO

8.7When it is high pressure times like beginning ofterm (orasm 1 (2 |3 |4 |5

apply to yourrole)

8.8 When it is difficult to asks peers for help and support 112 (3|4|5

If you would like to +please provide any qualifying comments for one or more of the

responses above

#(&"



Appendix B:

Spearman Correlations

(correlationsabove 0.36 significant at p<=0.05 level)

# "



#(("



#() "



Appendix C:

Pre-test Instrument and Data notes from the initial run
with subordinate managers
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PRETEST INSTRUMENT
Managerial Activities and Practice atHUES

Thank you for taking part in this studihis data is being collected for research into understanding how
strategic orientation aHUESrelates to managerial practice.

Your identity will be kept confidential. Any email / other communication on this research data collection
exercise will not beevealed to third parties.

Profile Information

Name (optional)

Campus

Designation

Duration of experience:
«RlI ZRUNLQJ DW WKLY FDPSXV <HDUV ORQWK
poo 1
«RI1 ZRUNHWES DW

«RI ZRUNLQJ leQEddatidn-Seddt

«RI ZRUNLQJ LQ WKH FRUSRUDWH HQYLURQPH

1. Please indicate your agreement with the following statements

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW DSSURJ[LPEL

Statemen Strongly Strongly
Disagree Agree
2.2.My current tasks portfolio is much customised to whg 1 2 3 4 5

thisHUES campus (where | work) requires, relative t
being rather generic in terms of what a role such as

mine would be irthis higher education industry secto

2.3.My current tasks portfolio is much customised to whi 1 2 3 4 5
thisHUES campus requires, relative to being rather
generic in terms of what a role such as mine would |

atany otheHUESCampus.

H(+"



24, 7KH DFWLYLWLHYV WKDWVDDMF H 1 2 3 4 5
(prescribed for my role) do not require much

modification to improve my contribution to the campl

2.5.1 am expected to provide feedback on my experiencq 1 2 3 4 5

activities that | carry out.

2.6.1 believe that feedback on my experiencadivities is | 1 2 3 4 5
taken forward for any changes made to the prescribg
activity portfolio.

2.7.1 believe that my feedback has been reflected in sonj 1 2 3 4 5

strategic decisions made at the campus.

A statement of contemporary organisatiomne¢dsat thisHUES Campus from the Dean is as follows

3:H OHHG WR PDLOWDLOQ RXU VXSHULRU VWXGHOW VDWLVIDFWLRQ UI
developments in the sector. These developments incldéaming innovations, and also, in class

techndogy enabled delivery. While staying ahead on such matrajectories we have to also make

sure that we do not lose track of our important value drivers. These are that of efficiency in

administering courses, sourcing and retaining guality professors, @odtinuous innovation in

FROWHQW"

3. If you were to add to this and/or, emphasise something as relative more important, what would you

say (100 words max)

31.7R DGGUHVY RUJDQLVDWLRQDO QHHGY DUWLFXODWHG E\ WKH FDF
« ReMall, activities at the campus management need modifications

>30HDVH PDUN DQ ;M RQ WKH VFDOH SRLQW WKDW EHVW DSSURJ[LPEL

Not at all Very Significantly
1 2 3 4 5
«DFWLYLWLHYV VSHFLILFDOO\ LQ \R¥dsWDVN SRUWIROLR UROH QH

#) "



>30HDVH PDUN DQ ;1 RQ WKH VFDOH SRLQW WKDW EHVW DSSURJ[LPL

Not at all

Very Significantly

1 2 3

5

7R DGGUHVYV RUJDQLVDWLRQDO QHHGY DUWLFXODWHG E\ 3\RXU D
«RYHUDOO d3$tke lcanhpisintanvagerirddt need modifications

>30HDVH PDUN DQ ;1T RQ WKH VFDOH SRLQW WKDW EHVW DSSURJ[LPL

Not at all Very Significantly
1 2 3 4 5
«DFWLYLWLHV VSHFLILFDOO\ LQ \RXU WDVN SRUWIROLR UROH QtF

[PleasemaN DQ p;1T RQ WKH VFDOH SRLQW WKDW EHVW DSSUR[LPDWHYV \F

Not at all Very Significantly

1 2 3 4 5

3. Please indicate your agreement with the following statements

>30HDVH PDUN DQ ;M RQ WKH VFDOH SRLQW WKDW EHVW DSSURJ[LPEL

Statement Strongly Strongly
Disagree Agree

3.1. In my view | have often gone beyond set task activi] 1 4 5

to improvise when the situation has so demanded

3.2. | believe that such deviations have yielded positive | 1 2 3 4 5

results for the Campus

3.3 | believe that such improvisations have contributed t| 1 2 3 4 5

recognition of my managerial acumen in the organisatio

3.4. | believe that encouragement for improvisationsis n 1 2 3 4 5

overtly affected by the risk associated with them.

3.5. In my experience the peer environment is conduciv{ 1 2 3 4 5

for improvisations in activities to take place.

4. ,Q \RXU YLHZ FRPPXQLFDWLRQ IURP WKH '"HDQ DW \RXU FDPSXV X

>30HDVH PDUN DQ u;T RQ WKH VFDOHeREQW WKDW EHVW DSSUR[LPE

H)H"



Statement Strongly Strongly
Disagree Agree

« UHIOHFWV D QHHG IRU DOLJQ1 3 4 5
activities that | am expected to do in my role.

« UHIOHFWV D QHHG WR HQKDQ(Q1 3 4 5
performance without reference to prelsed activities.

« UHIOHFWV D QHHG IRU LPSUR1 3 4 5
activities.

«UHIOHFWVY DQ DWWHPSW WR |1 3 4 5
what has worked and what has not from prescribed
activities

« U H | O HtteinpvtoEnerate information about| 1 3 4 5
HZKDW ZKLFKY LPSURYLVDWLRQ
«UHIOHFWVY DQ DWWHPSW WR|1 3 4 5

MZKDW ZKLFKY LPSURYLVDWLRQ
4.6. ... reflects an attempt to generate informagioout 1 3 4 5
MZK\Y] LPSURYLVDWLRQV KDYH ZR
4.6. ... reflects an attempt to generate information abo( 1 3 4 5
MZK\Y] LPSURYLVDWLRQV KDYH 12

« UHIOHFWVY DQ LOQWHQWLRQ W1 3 [4 |5
for enhancing activities beyond thegirescribed remits

5. Please rank order the following scenarios in their most likelihood of occurrence (1: most likely, 5 least

likely). THE SCENARIOS ARE RESPONSES by the campus Dean for the following situation

Teaching evaluation of a profess has dipped belowdUES thresholds for two successive runs to just

over 3.5 in a core course. The professor has two prior teaching evaluations of about 4 before these two

dips in evaluation. Student comments indicate a lack of enthusiasm in the instruamadroutdated

content. The professor has stable ratings witHUES threshold on another course at the same

programme level (MBA) that he /she is doing.

7KH FDPSXV '"HDQ ZLOO«

Scenario

Likelihood (1 most /5

least)

rating go back to being at 4 or more.

5.1...ask the professor to up thact pointing to feedback received, and te

them that they will be offered just one more run on the course unless th

#)$"




«DVN WKH SURIHVVRU WR WDNH D EUHDN
the other where hisKk HU UDWLQJV DUH KROGLQJ IRU
discontinue from the course under purview.

« bVN WKH SURIHVVRU WR VSHDN ZLWK \
materials and also discuss why the lack of enthusiasm has ocetored

suggest andrephasise how this perception can be arrested in students.
« VSHDN WR WKH VWXGHQWY DQG SRWH
discus further the feedback issues before speaking with the professor a
5.2.
« VSHDN WR WKH aniidly @GiddeWwhehadeQedt isvieIVed t
discus further the feedback issues before speaking with the professor a
5.3.

5.6. IF YOU WERE ASKED TO ADVISE THE CAMPUS DEAN ON THE ABOVE SECNARIO, assuming
that you had only as much information as preddn the situation note here what would you
DGYLVH « ZRUGV PDJ|

7R ZKDW H[WHQW ZRXOG \RX VD\ WKDW WKH FDPSXV '"HDQYV UHV:E
barringsome considerations on how long the professor has been with the cantpuE8rand his or her
international profile?

>30HDVH PDUN DQ p;T RQ WKH VFDOH SRLQW WKDW EHVW DSSURJ[LPEL

Not at all typical + Very typical
canvary a lot
1 2 3 4 5

5.8. In your view, how significantly different is your recommendation in 5.6.from what would be a
response from campus Dean.

>30HDVH PDUN DQ ;1M RQ WKH VFDOH SRLQW WKDW EHVW DSSURJ[LPEL

Very Similar Significantly
different
1 2 3 4 5

#)%



6.,Q WKH [\ D[HVY VFKHPD EHORZ SOHDVH P D UMbukiRZuenckblirIDFWRU 3P F
3SURSHQVLW\ WR LPSURYLVH EH\RQG SUHVFULEHG DFWLYLWLHV™ IRL

sample THIS SAMPLE SHOWS: In your pereption an increase of 1 unit in the factor on X axis (i.e.

what will always be the adjacent column give one unit increase on X axis) would yield a change of 2 unit
LQFUHDVH LQ \RXU SURSHQVLW\ WR LPSURYLVH tioWéthowyouKH LQLWL|
SHUFHLYH WKH WR LPSURYLVHY FXUUHQW OHYHO RI pSURSHQVLW\ F

axis)
. 1,10 5,10 10,10
Your propensity to
improvise beyond $$
prescribed activities ‘:"(4,9)
for your role 4
$
(3.7)
Y tax|s
55
1t o>
X axis
Factor: SAMPLE factor for graphical demonstration
X as how it relatesow to your propensityo improvise beyond prescribed
activities in your role (that is the y axis) [Mark an $]
X as to how propensity to improvise on Y axis (higher or lower, in this samp
is higher) would change if this factor was to increase by 1 unjMark
$3] .

#)&"



Please mark $ and $$ respectively on each of the templates below. This istasated along with X

D[LV ODEHOOLQJ IRU WKH ILUVW RI WKHVH IDFWRUV LQ 38 "ZRXOC
how you perceive the current level pfopensity to improvise (Y) to be influenced by the factor on X

D[LV LQ WKH DV LQ WKH VDPSOH WHPSODWH 3 ~ ZRXOG WKHQ EH D |
factor being enhanced /increased subjectively by one unit (IMPLYING sayall but notceable

intervention to enhance it, which we assume to be one unit) would affect propensity to improvise.

6.1. Your perception of the influence of sanction from campus dean on improvisation in
D FW LY Matkixo points $ and then $$ at a suitabledkin the adjacent column as explained]

1,10 10,10
Your propensity to
improvise beyond
prescribed activities
for your role
Y #axis
55
11 10,1
X axis
FACTOR:PERCEIVED SANCTION FROM THE CAMPUS DEAN TO
IMPROVISE
[Mark $] to indicate s how sanction from the Campus Dean relates now to your
propensity to improvise beyond prescribed activities in yow. rol
[Mark $$] as to how propensity to improvise would change if perceived sanction
to increase by 1 unit say, for example, through some increase in explicit
communication encouraging improvisations .

"H$1 %6&& (HY6E), -#(.1/)011234 I

#)



6.2. Your perception of the influence of ecognition of such improvisations in your performance

H'Y D O X D[MakRv@oints $ and then $3$ at a suitable level in the adjacent column as explained in

sample before]

1,10 10,10
Your propensity to
improvise beyond
prescribed activities
for your role
Y zaxis

55
1,1 10,1
X axis
FACTOR:RECOGNITION OF SUCH IMPROVISATIONS IN
PERFORMANCE EVALUATION.
(SD\ E\ QRWHV LQ \RXU UHFRUG DQQXDO HYDOXD
WKLV ZDV WR JR XS E\ puyWRPHY HIWHQW FRGHG D\

"HS106&& (VHYE),,-#(1)01125 16789:7;"< H()!->7*% H@A%(1$)B!.--1%.1+),20". HQA(A-].,%6**!
D%..B,-&!31B# (E#+0-%.-I'#IF1)G-0!->". (#CI*-G-* HI%JBHI @ AS!(A".| @)B*&!", 2%+ (131 ()| (A-!

>(H(1*YK-*+-8141
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6.3. Your perception of the influence of recognition of such improvisations in yoyserformance
H'Y D O X D[MakRv@oints $ and then $3$ at a suitable level in the adjacent column as explained in
sample before ]

1,10 10,10
Your propensity to
improvise beyond
prescribed activities
for your role
Y zaxis

55
1,1 10,1
X axis
FACTOR:OUTCOMES OF SUCH IMPROVISATIONS IN TERMS OF
HOW WELL THEY HAVE WORKED IN THE PAST IN YOUR DIRECT
EXPERIENCE OF DOING SUCH IMPROVISATIONS.

"B 068 & (YHI6E), -#()0I12M 16789:7:"<_H()I->2*% H@AY(I$)B!.-19%.1+), 20", #A(A-!., 9%**!
D%..B,-&!I31B# (E#+0-%.-I'"#F1)G-0!->". (#CI*-G-* HI%#&!)OHI @AS!(A.| @) B*&!, 2%+ (1J1() (A-!-
0/pK-**-814
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6.4. Your perception of the influence of recognition of such improvisations in your performance
H'Y D O X D[MakRv@oints $ and then $3$ at a suitable level in the adjacent column as explained in
sample before ]

1,10 10,10
Your propensity to
improvise beyond
prescribed activities
for your role
Y zaxis
55
1,1 10,1
X axis
FACTOR:OUTCOMES OF SUCH IMPROVISATIONS IN TERMS OF
HOW WELL THEY HAVE WORKED IN THE PAST IN YOUR
OBSERVATION OF COLLEAGUES ENGAGING IN_SUCH
IMPROVISATIONS.

"1 0688 (VHY6E), -#()O1L2N 16789:7;"< H()1->7*%'#H@AY%(1$)B!.--1%.1+),20". HQIA-1.,%6**!
D%..B,-&!3!B# (E#+0-%.-I#IF1)G-0!->".(#C!*-G-* HI%#&!) OHI @AS!(A"1@)B*&!", 2%+ (1J1()! (A
->(-#(*%K-**-814

#)*x"




6.5. Your perception of the influence of recognition of such improvisations in your p&rmance
HY D O X D[MedRv@oints $ and then $$ at a suitable level in the adjacent column as explained in
sample before]

1,10 10,10
Your propensity to
improvise beyond
prescribed activities
for your role
Y zaxis
55
1,1 10,1
X axis
FACTOR: 6833257 )25 '(9,%$7,21 ,1 p1250('T $&7,9,
FROM PEERS
(Say how positive are the vibes when you engage in soprovisations, and then,
what if they were to improvetby what is a subjectively labelled 1 unit on X axis )

"HSI068& ()HYH1+),,-#(1)0IL 2MT89:7;"< H()1->7*%'H@AY%(1$)B!.--1%.1+),20". HAIA-1.,%6**!
D%..B,-&!3!B# (E#+0-%.-I#IF1)G-0!->".(#C!*-G-* HI%#&!) OHI @AS!(A"1@)B*&!", 2%+ (1J1()! (A-!
->(-#(*%K-**-814
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6.6. Your perception of the influence of recognition of such improvisations in your performance
H Y D O X D[MakRv@«oints $ and thefi$ at a suitable level in the adjacent column as explained in
sample before]

1,10 10,10
Your propensity to
improvise beyond
prescribed activities
for your role
Y zaxis
55
1,1 10,1
X axis
FACTOR:STABILITY OF THE TASK ENVIRONMENT i.e. low pressure
times
For example, high pressure : beginning of term time ,
low pressure: noterm times
(OR as may applfor you given your specific role and associated task
responsibilities)

"HSI06& & (WHIHI+), -H#( 01121 16789:7:"<_H()->2*%' H@AY(I$)B!.-19%6.1+), D" HCI(A-., 9%**!
D%..B,-&!3!B# (E#+0-%.-I#IF1)G-01->".(#C!*-G-* HI%#&!) OHI @AS!(A".@)B*&!", 2%+ (1J1()! (A
->(H(1*9%K-**-&141

#




6.7. Your perception of the influence of recognition of such improvisations in your performance
HY D O X D[MedRv@oints $ and then $$ at a suitable level in the adjacdohuoas explained in
sample before]

1,10 10,10
Your propensity to
improvise beyond
prescribed activities
for your role
Y zaxis

55
1,1 10,1
X axis
FACTOR:EXPLICIT INITIATIVES AT CAMPUS/ HUES-WIDE TO
PROMOTE REFLECTIONS ON PAST EXPERIENCES FOR HOW TASK
SITUATIONS WERE DEALT WITH

"HSI06& & (VHYH1+),,-#( )01 2PIET89:7:"<_H()->7+%' @ AY(I$)B!.-1%.1+), 20", #A(A-!., %6**!
D%..B,-&!I31B#' (E#+0-% #IF1)G-01->'.(#C!*-G-* HI%#&!)OHI @AS!(A'.|@)B*&!", 2%+ (131 )| (A-!
->(-H(I06K-**-&141

#H"




6.8. Your perception of the influence of recognition of such improgations in your performance

HY D O X D[MedRv@oints $ and then $$ at a suitable level in the adjacent column as explained in

sample before]

Your propensity to
improvise beyond
prescribed activities

for your role

Y zaxis

1,10

10,10

55

1,1

10,1

X axis

v

FACTOR: &$0386 '($116 W/,.(/,+22'%1 72 %( (;3(5,0(17

HOW HE/SHE DOES THINGS

"4 1688 ()HIBE),,-#(.1)0112Q 16789:7:"<_H()I->7+%'H@AY(I$)B!.-1%.1+), 20", HA(A-!., %6**!
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6.9. Your perception of the influence of recognition of such improvisations in your performance

HY D O X D[MedRv@oints $ and then $$ at a suitable level in the adjacent column as explained in
sample before]

1,10 10,10
Your propensity to
improvise beyond
prescribed adtities
for your role
Y zaxis

55
1,1 10,1
X axis
FACTOR: &$0386 '($196 p/,.(/,+22'7 2NGHEQUALLY
DISPOSED TOWARDS EXPERIMENTATION DESPITE STABILITY OF
THE TASK ENVIRONMENT AT CAMPUS AS A WHOLE
For example, high pressure : beginning of term time ,
low pressure: noterm times

"#31%&&'()#%*1+),,-#(.//)0112R!6789:7;"< F()!->?7*U%'HDA%(!1$)B!.--1%.!1+),?0". " #Q[A-!.,%**!
D%..B,-&!3!B#'(E#+0-%.-!"#!IF)G-0!->".(#C!*-G-*.H!%#&!) OH!! @ AS$! (A'.! @) B*&!",?%+(1J! () ! (A-
->(-#(1*%K-**-&141

The data collected through these questions is for rebgaurposes only. In no instance will your name or
identity be revealedPLEASE DO NOT BE CONSTRAINED BY THE SPACE PROVIDED BELOW
EACH QUESTION AND EXPAND AS APPROPRIATE
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Data Notes from subordinate managers (selected 3)

Role +Designation: Associate Dea

Experience (number of years) in the role:1.5

A

1. Please listsome activities that you have carried out in response to specific situttiango not
happen on a predictable basis'Potential examples of these situations will be: student complaint
aboutDQ LQVWUXFWRU ZKLFK LV pQRW WR GRY ZLWK TXDOLW\ RI V
students being aggressive with instructors, among others that you may feel to be representative of
such situations?

1. Student complaints about teaching or a professguire several actions and activities,
including: meeting with the student(s) to identify the specific source of the complaint or
problem; meeting with the professor (or tutor or TA) to understand another perspective;
meeting with one or both to identiproblems, issues and interests, and collaboratively
agree a way forward

2. Students who are not living up to their obligations in terms of e.g., ethical behaviour or
teamwork, especially when this impacts on other students; action involves meeting with
the student(s) involved, considering the evidence, and determining a course of action in
line with established policies and governance.

3. Scheduling, logistical or operational errors or omissions that require immediate
corrective action; action involves focusgion customer service first, by finding,
communicating and implementing an immediate solution of the highest quality possible,
and then determining the root cause of the problem before identifying and putting in
place a robust and lasting solution to mnetva recurrence.

4. A student or colleague in distress or crisis, e.g., a family or personal issue, being taken
suddenly ill or injured, or exhibiting emotional distress; action is immediate and
responsive, and varies according to the nature of the prolvlérother resources
available.

5. Professors seeking advice on issues arising in the classroom, administrative matters, and
S0 on.

2. Any code of conduct that exists for such a respoplease explain briefly inyour own words?
If so, then in your viewis it more tacit (understood through verbal communication/orientation)
than explicit (documented)?

Guidance is available through thRJES Student Handbook, course syllabi and various
policies available on shared network drives. Guidance is also availabledil@agues in
various positions and departments or, indeed, other campuses who may have specific
knowledge or experience.

However, although some tangible resources are available, much of the guidance is not
explicit but is rather anecdotawhat peopléhave done in the past and in similar situations.
Whilst this is generally helpful, applicable advice and guidance, occasiatyadisticularly

in situations that do not occur regulartglecisions may be based on outdated or abandoned
guidelines that areo longer in use. This can be far more prevalent than imagined in a fast
moving organisation that is changing rapidly and does not have a deeply imbedded written
culture or tradition.

Updates, changes or revisions to accepted practice are often nobmeiunicated; as well,
QHZ SUDFWLFHY DUH RIWHQ LPSOHPHQWHG ZLWKRXW FRQVLC
resulting in additional challengesoften timesensitive tthat need to be dealt with urgently.

X Overtime,have youadapted your response to ardenpD Q\ FRGH RI FRQGXFWYf W\SH JXLG
even if tacitly? Yes/ Ne Why
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| think this may be true. Many things about how we operatiJESare not written down or
FRGLILHG LQ DQ\ ZD\ LW LV 3MXVW WKH Zriar rdr tBeRvdy\Ww~ 7KLV L
which many organisations work, but is different from my experience in other universities.

I think this is so aHUESbecause we are still very much focussed on change (quite different
from most universities) as part of the challerig capture market share in a very competitive
landscape. The culture is more in line with that of a-starenterprise than that of a university,
and | think this is why we tend to just get on with things; if something works well, we just
continue doig it as generally accepted practice.

B

Please listsome activities that you do 'on a day to day basis'. For instance, releasing grades to students;
informing /organising with instructors on timetables; dealing with complaints about teaching; calling
briefing meetings, among others, that you may feel to be representative of such routine activities?

x Discussing curriculum and courses with professors

X Discussing student issues with professors

X Responding to student questions, concerns and issues

X Reviewing cours feedback and discussing with professors

x Dealing with complaints (from faculty and students)

X Planning upcoming curriculum

X Meeting with faculty members on numerous issues related to curriculum, student
performance and administration

X Meeting with the Dean

x Confidential administrationte.g., preparing faculty contracts, liaising with Payroll on
faculty pay, advising and assisting faculty with various administrative matters (e.g.,
travel claims)

X Organising key functions of the academic year, such as finalieatioms
X Troubleshooting

x 2UJDQLVLQJ YDULRXVY DFWLYLWLHY WKDW DGG YDOXH WR
Scholars)

x  Organising and planning various administrative activities such as faculty meetings,
programme planning meetings, and so on

How easyor cumbersome is the code of conduct for these activities in your view? Describe in your own
words. For instance, do you have to often to look at a procedures handbook/ refer it other parties that relate
to the activity?

| am able to draw on 25 yearse{perience in senior academic administration in carrying out

many of these tasks, so many of my actions and decisions are based on an implicit understanding
of what is required and how to work within parameters. However, policies invariably vary from
oneinstitution to another, so it is important to refer to various guidelines (e.g., the Student
Academic Handbook) when advising a faculty member or student on a particular code of conduct,
particularly if the issue is one that is not commonly handles.
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There are few written administrative policies, and very little consultation when devising new
policies, so there is sometimes confusion or differences in opinion of how certain things should
be done. This can result in wasted time and havingdw reork aga when something changes

or a new policy is implemented.

Many HUES norms are discovered by accident or by making an error. Many of these discoveries
areverysmalltIRU LQVWDQFH IDFXOW\ DUH RQO\ JLYHQ-WKH WLWOH
credit caurse (I have no idea where that information restdiit others are more significant; for

instance, the inclusion of undergraduate students in a postgraduate Action Project was not
communicated until the very last minute, resulting in additional workRfRIV W- | B DLKUNHL Q J°

and dissatisfied students. When the organisation was smaller, communication was easier and
HYHU\RQH NQHZ ZKDW ZDV KDSSHQLQJ EXW WKH DGPLQLVWUDYV
the organisation, resulting in sometimes curabare repetition and redoing of workwvhich is at

odds with an organisation that is nimble.

Narrate one instance where you think such an activity could have been done more diligently by yourself
(i.e. was not executed as you would liked to), and the coiesees in that instance on operations and your
developmentfor instance, overall response of superiors (including to help salvage the situation), more
training and mentoring, among others.

X Several key new changes were introduced leading up to thefstiaet Academic Year in 2013

14. These included a new operating team structure (changes in rolesiiniatgt additions to the
curriculum, and a new policy on lateness. These 3 changes were all positive, and, taken on their
own, would have easily beendorporated by the Academic Team. However, the cumulative

effect of these three changes resulted in unintended consequences and eeffestimapact on

other activities.

The decision to introduce an additional 2 courses to the curriculum was madecbpttia¢

DFDGHPLF WHDP ODWH LQ WKHQ\HDRW IDODED AD V. QWWHWIPNR BH ZRHR\G
London campus would adopt them. The implications of the additions meant that academic

schedules, planned well in advance by London, had little toeecommodate additional

programmes; as well, because the information relayed from the central team was not completely

clear and was incomplete, the capacity required to incorporate the additions was neither available

nor sufficient, resulting in knoekn effects in terms of pedagogical logic and integrity and

logistics.

The changes to team structure were sensible and necessary, given other parameters, and are
generally positive. However, the full impact of this change was not completely thoughththroug
resulting in assumptions made around responsibility for various aspects of programme activity
DQG D FHUWDLQ QXPEHU RI DVVXPSWLRQV PDGH WKDW 3WKLQJ\

The implementation of a new policy on lateness was encouraged and enttalkiagtpported

by the team. In practice, it requires between 4 and 6 hours of staff time be dedicated every single
day to physically monitoring all classrooms to manage late students. The initial understanding
was that classroom monitoring would enteaP-3 weeks with occasional spot checks, but the

reality has proven that door checks must continue.

As noted above, any one of these changes could have been dealt with by a team that has proven
itself to be flexible, adaptive and nimble; indeed, 2hef3 could have been incorporated with

only minor upheaval. But the combination of all three at the time of the year that has the greatest
draw on resources resulted in a plethora of unforeseen consequences. This was exacerbated by
the influx of treble he number of latarriving students, adding a further demand to already
stretched resources.
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7KH NH\ IDFWRU LQ 3WLSSLQJ WKH EDODQFH" ZDV , EHOLHYH V
curriculum at virtually the last minute in terms of an academde.yélthough the additions were
well-intentioned, the process was not wedhsidered or clear in terms of impact, the explanation
and communications were not clear, many key details were missing at the early planning stage
and, above all, the people réiqad to implement these new additions at the campus level were not
involved in the early planning stages when some of the right questions could have been asked.

Had those key people been involved in the central deemiking processtRegistrars,

Assistant and Associate Deans believe that the implementation could and would have been

significantly improved. However, the planning and communications needed to have taken place

much earlier in the academic yeaat least 12 months prior. Decisions t@nge curriculum

need to be considered and consultatM&ESTY EXVLQHVY SKLORVRSK\ LV UHIUHVEK
however, what worked effectively for a staft trying to break into the market will not continue

to work effectively for a School that has groexponentially and is now a serious player. Whilst

we want to continue our nimble and responsive approach, this has to be tempered with the impact

of hurried decisions on quality, resources and the people who have to deal with the consequences.

Since Augist, the stress levels of all members of the Academic Team have been incredibly high,
mistakes have been made, and individuals have questioned their ability to continue at the pace
demanded.

c

[IF YOU RELEVANT HAVE INDIRECT EXPERIENCE FROM / CONVERSADNS WITH
COLLEGAUES AT OTHER SITE]

x Leading from your respongmder section Af you are able totplease reflect on the extent to
which responsé& non routine activitiesare relatively less or more bound by procedattesther
HUES sites You may chose to provide an example / conversation with a peer at such-a site
that validates your view. You may want to draw a comparison with one or more site

x Leading from your respongeder section Bf you are able totplease reflect on the extent to
which response to less than optimal executiorootine activitiess different at other HUES
sites You may choose to provide an example / conversation with a peer at suchthatite
validates your view. You may want to draw a comparison with one or mere sit

TheHUESLondon campus is generally nimble and proactive. Planning takes place much earlier in the
academic cycle, scheduling and faculty are confirmed many months ahead of other campuses, and
administrative details are completed in a timely manner.

Routine activities are organised according to various timetables and guidelilvds H 3)DFXOW\ *36 3DQG
3$FDGHPLF 30OD\ERRN" IRU LQVWDQFH RXWOLQH NH\ GHOLYHUDEOH
anecdotal feedback lead me to believe that other caaapus driven solely by the timeframes outlined in

these two documents, and do not always consider what it takes in preparatory work and tasks to deliver a
product that is fully formed and as enrfoee as possible.

This could be for several reasons. UW WO\ WKHUH VHHPV WR EH D VLIJQLILFDQW DP|
staffing of key posts, and some of those individuals in key posts such as Associate Dean do not have a

great deal of experience in similar roles on which they can draw; at this leveidirads need to be able

to step back, look at the big picture, draw the map and then connect the dots, always starting with the end

in mind. Without this ability to draw on programme development experience, there is little choice other

than to follow theiimelines outlined in the 2 documents above.
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Secondly, the pace of changeHESis fast and unrelenting. The two documents above provide a
roadmap to make sure that the critical events are completed, whilst trying to carve time out of the day to
deal vith the unexpected and the unknown. Until there is a better system, these two documents provide a
safe pathway to follow.

The data collected through these questions is for research purposes only. In no instance will your name or
identity be revealedPLEASE DO NOT BE CONSTRAINED BY THE SPACE PROVIDED BELOW
EACH QUESTION AND EXPAND AS APPROPRIATE

Role - Designation Associate Registrar

Experience (number of years) in the role 1

A

x Please listsome activities that you havarcied out in response to specific situations
‘that do not happen on a predictable basis'Potential examples of these situations will
EH VWXGHQW FRPSODLQW DERXW DQ LQVWUXFWRU ZKLFK
or module organisation, studks being aggressive with instructors, among others that
you may feel to be representative of such situations?

Advised students who felt that they were addressed in a rude way when spoken to by the Professor who

taught them. Feedback was provided by sttglen two occasions for different Professors. Both

Professors were British and students felt that the tone used by the Professors came across in a rude way
ZKLFK WKH\ KDG QHYHU H[SHULHQFHG EHIRUH JRU H[DPtBeOH VWXGEH
way he spoke came across as though they were being spoken to as if they were children. The other
3URIHVVRUfY WRQH FDPH DFURVYV DV EHLQJ RIITHQVLYH DV KH FRUUH
certain words. Students were advised that it mgeapas if the Professors are coming across as being

rude to them when in fact it could be a cultural difference which may take time adapting to.

Dealt with a troublesome student during the registration process who mentioned disturbing comments and
asare/ XOW UDLVHG DODUP EHOOV 7KH VWXGHQWTTV EHKDYLRXU EHFDI
colleagues and Professors. The student did not inform their family that they were studying for a degree
abroad. Additionally, the student bullied colleagues, beedmoney from some colleagues and did not

have permanent accommodation. There was an incident where the student got into a physical altercation
with another student which was quickly broken up. The student was portrayed as aggressive and threat to
studens and staff. The student was closely monitored by all members of staff and provided with extra
care and assistance. The student was advised to visit a doctor and/or counsellor due to their erratic
behaviour and comments. The student refused to see a dadfor counsellor. The student was later

detained by the UKBA for providing false information in their visa application and had to be sent back to
their home country. OnddUESwas informed of this situation, the student was withdrawn from the

program.

X Any code of conduct that exists for such a respoplease explain briefly inyour own
words? If sothen in your view is it more tacit (understood through verbal
communication/orientation) than explicit (documented)?

Inappropriate student behaviourai€ode of conduct violation that should not be tolerated. Such behaviour
is disruptive to the learning environment of other students and also creates additional work for staff and
management. It is tacit through verbal communication as well as beintpdizlek up what is verbally
communicated by having explicit documentation that can be referenced to in the Student Handbook for
example.

| also feel that during the orientation of students it should be mentioned that unacceptable behaviour will
not be toleated and students should not at any time disrespect any member of staff, faculty, the student
body or external visitor. Likewise staff will equally abide the same set of behavioural rules as stated in the
code of conduct.
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X Overtime,have youadaptedd RXU UHVSRQVH WR DURXQG pbDQ\ FRGH RI
guideline that exists even if tacitly? Yes/ N@/hy

Yes, only when necessary. The reason being is that the code of conduct is a written guideline that
explicitly states the rules and regulations stuslestaff and faculty must abide by. If such rules and
regulations are violated then there are consequences that will follow and be applied accordingly.

For example, one scenario might be that there must not be intimate relationships between faculty and
students. If there were to be such a situation then the faculty member could be accused of unfairly
favouring the student with a higher grade or assisting the student with their assignments and exams.
According to the code of conduct the repercussionisefdtenario would result in the student and faculty
member being expelled.

B

X Please listsome activities that you do 'on a day to day basis'. For instance, releasing
grades to students; informing /organising with instructors on timetables; destlng
complaints about teaching; calling briefing meetings, among others, that you may feel to
be representative of such routine activities?

Activities include:

- Providing attendance rosters to Professors for each class throughout the academic year

- Releasing grades to students

- Liaising with Professors to organise and book in their teaching availability

- Invigilation of student exams

- Producing grade, attendance and matriculation reports as well as any other specific academic reports
requested by sthlocally and globally

- Completing education verification requests from external organisations for alumni students

- Assist Alumni Affairs team with data, reports and other various requests pertaining to alumni students

- Organisation and coordination efisuring end of class surveys are sent out to students and completed
with a high response rate

- Providing Professors with end of class survey feedback

- Prepare class schedule so prospective students can sit in on a class whilst they have a campus tour

- Arrange for class materials to be printed for Professors to use in class or uploaded to the online
myCourses academic platform such as PowerPoint slides, exams, case studies, teaching notes for case
studies, text book solution manuals, articles and atfiscellaneous class preparation exercises

- Dealing and advising with student issues in relation to grades, class schedules, transcript requests, exams,
course assignments, student letters (e.g. Proof of study, council tax, bank and visa letters)|dmoteéng
rooms for student club/society meetings and staff events (i.e. guest speakers) and an array of many other
queries.

X How easy or cumbersome is the code of conduct for these activities in your view?
Describe in your own words. For instance, do yauehto often to look at a procedures
handbook/ refer it other parties that relate to the activity?

The code of conduct for each activity listed is straightforward and as a result a procedures handbook is not
often referred. If a student were to challetiygr grade, attendance or any other policy this is an example

of when a procedures handbook such as the Student Handbook would be referred to. In order to resolve the
issue at hand referring to the Student Handbook would provide a student with a candratesliable

explanation that would prevent further questioning with regard to the issue the student initially challenged.

If necessary the reference to the Student Handbook may also be forwarded in an email to other parties that
have to get involved tesolve the issue if it were to be escalated.

For instance, an explanation to a student challenging their grade or attendance would be to refer to the
Student Handbook on the exact page which states the specific policy pertaining to grades and/or
attendace.
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x Narrate one instance where you think such an activity could have been done more
diligently by yourself (i.e. was not executed as you would liked to), and the
consequences in that instance on operations and your developoreinstance, overall
resmpnse of superiors (including to help salvage the situation), more training and
mentoring, among others.

An activity that could have been done more diligently was ensuring that student classes, exams, quizzes
and other extracurricular activities were albut into the student calendar on the myCourses academic
platform. As this was not entered properly mistakes were made, however they were corrected immediately.

Consequences were that some events had to be rescheduled and students noticed the ridbtekadewh

our department look unorganised and unprofessional. To make matters worse my superior had to justify
the mistakes to students, apologised for the mistakes and took the blame for it on my behalf. My superior
was not pleased with the whole situateord was extremely disappointed.

I was equally disappointed as | do not like to make mistakes. | should have been much more diligent,
which would have prevented this from happening in the first place. To ensure this would not happen again
my superior ad | as well as another one of my colleagues had a meeting to discuss what went wrong and
implemented a plan of action to avoid a relapse of the situation.

C

[IF YOU RELEVANT HAVE INDIRECT EXPERIENCE FROM / CONVERSATIONS WITH
COLLEGAUES AT OTHER SITE]

X Leading from your respongmder section Af you are able totplease reflect on the extent to
which responsé& non routine activitiesare relatively less or more bound by procedatesther
HUES sites You may choose to provide an example / convarsatith a peer at such a site
that validates your view. You may want to draw a comparison with one or more site

Unacceptable student behaviour is one-rmrine behaviour that is relatively bound by procedures at
anotheHUES site based on a conversatiwith a peer. A student at another site was found to have an

iliness that endangered students. As the student tested positive for the illness it could have been
transmitted to other students. Additionally, there were also legal ramifications in thteydouthe

iliness that the student was studying in. When such information was discovered the student was withdrawn
from the program.

As mentioned in section A, action taken and the outcome achieved with this dilemma is similar, consistent
and was boundith the procedure we faced when a student at our campus had unacceptable behaviour.

x Leading from your respongeder section Bf you are able totplease reflect on the extent to
which response to less than optimal executioroofine activitiess different at other HUES
sites You may choose to provide an example / conversation with a peer at suchthatite
validates your view. You may want to draw a comparison with one or more site

Routine activities which are different at oth$ldES sites withactivities mentioned in section B is
monitoring attendance. Unlike olHUES site, all otheHUES ssites do not currently have to take

attendance as they are not monitored by external regulation bodies.H U Bftsite attendance is
mandatory and needs te baken for accreditation and visa purposes.

From having discussed this issue with my colleagues from all BiEIS sites is how this difference
came to be known. In the near future however all dthé¢E S sites will be required to take attendance.
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The data collected through these questions is for research purposes only. In no instance will your name or
identity be revealedPLEASE DO NOT BE CONSTRAINED BY THE SPACE PROVIDED BELOW
EACH QUESTION AND EXPAND AS APPROPRIATE

Role +Designation: Associd Dean

Experience (number of years) in the role 3

A

x Please listsome activities that you have carried out in response to specific situations
'that do not happen on a predictable basis'Potential examples of these situatiovits
EH VWXGHQW FRPSODLQW DERXW DQ LQVWUXFWRU ZKLFK
or module organisation, students being aggressive with instructors, among others that
you may feel to be representative of such situations?

1. A student needs twithdraw due to family issues back home, or thinks he/she might need to
withdraw // When the former happens, the student often leaves very quickly and so the normal
withdrawal protocols#filling out the form and having it signed by various departments,
including Visa Services if appropriateare not always met. Normally, a member of the academic
team will have a brief discussion with the student about his or her options. These options could
include going home for a brief period of time and then retgrrirthat were possible (perhaps
the student is not 100% sure how sick the relative is, or how dire the family issue is),the academic
team would work with faculty to make sure this student was able to make up work that she
missed over the course of th&-2. weeks she was out of school. If the student will be gone
longer than that, it is difficult to make up the missed work, and so we would advise the student to
come back next year. We would reassure the student that we would work with her to make sure
shedoes not have any problems coming back next year. Another option is asking the student to
be in touch while she is at home so that if anything changes, we can step in and try to assist from
an academic perspective. In these situations, it is usually e tacademic staff to inform the
VWXGHQWTIYV WHDP RI WKH VLWXDWLRQ DQG WKHQ SRVVLEO\ V
with fewer people. In these last minute situations, it is often up to the staff member to inform the
recruiter, finance and thésa team as well.

Any code of conduct that exists for such a responsplease explain briefly in your own

words? If so,then in your view is it more tacit (understood through verbal
communication/orientation) than explicit (documented)? Regarding witdrawals, it is always
best to get the student to follow protocol and fill out the withdrawal form. If that is not possible,
however, it is tacitly understood that the staff members will be as supportive as possible, while
keeping the door open to the stotieeturning taHUESIn the future.

2. Students being aggressive with staff // While most students are very respectful, some have a hard
time controlling their emotiongespecially when they are stressed out. This can lead to a student
being rude or aggreive to a staff member. This is a difficult situation fdildES employee,
either teaching staff or administrative, to be a parttifIES students are treated like customers,
and sometimes come to feel that their opinion is the most important oS cultivates this
feeling from the time that the student begins the application. When the student is on campus,
KRZHYHU WKHUH DUH PDQ\ WLPHYV ZKHQ 31R" LV WKH RQO\ DQV
come first. This leads to some frustration. So ficttadents can go home whenever they want
and still pass, not all students can get their grade changed quickly through appeal, etc. As
mentioned, most students are respectful and accept the parameters of academic policy. They are
ready to be a part ofiiensive MA program and find their own way through it. If these students
DUH UXGH WKH\ ZLOO FRPH EDFN WR DSRORJL]H $ IHZ KRZHY
DFWXDOO\ \RX KDYH WR GR LW OLNH WKLV« ~ DresGitiREDIH DW WK
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DJJUHVVLYH HPDLO RU D YHUEDO DWWDFN DW WKH VWDII PHPEI
VWXGHQWY ZKR DUH QRW XVHG WR DFFHSWLQJ ZRPHQTV DXWKF

The actions that would follow are 1. If the staff member fears for his or her mentalsicgihy

safety, he or she can pass the matter on to another staff member to deal with. 2. If the staff
member feels that the student is just being immature in how he is dealing with stress or an
unwanted response, the staff member can ask the studentjmitet @0om, perhaps with another

staff member present, and try to talk through the issue. It is wise to get someone to witness these
discussions as often these aggressive students are also somewdeatati@nal. This taints their
memory of their interations with the staff person. A witness would be able to support the staff
member in these situations, and also make sure the staff member is safe.

Any code of conduct that exists for such a responsplease explain briefly in your own
words? If so,thenin your view is it more tacit (understood through verbal
communication/orientation) than explicit (documented)?

This is a tacit code of condudtthink the first response should always be that the staff member

needs to protect him or herself physigand emotionally. If the staff member is not in danger,

WKH FRGH RI FRQGXFW LV WKHQ WR ULVH DERYH WKH VWXGHQV
RQ WR DQRWKHU PHPEHU RI VWDII IRU VRFLDO SUREDWLRQ UHY
DUH DFWLQJ SURIHVVLRQDOO\ DSSURSULDWHO\" DQG WKHQ SDV
potential social probation review, or by taking a deep breath and attempting to engage the student

in a calm, professional discussiatideally with a withess @sent.

Student with mental issues we are not aware of at the start of the program // Evelrj \fEar,

enrols students with ADHD, students who fall on the autism spectrum, students with serious
anxiety, and students with other mental issues. Sometimesifisees are reported ahead of time.
Often they are not. Often the students were on medication back home but cannot find that same
medication or care in the UK. This makes it difficult for staff members to interact with these
students in the proper way,&ensure that they students are supported in a way that gets them
through the program with minimal stress.

Because we know that these mental issues can affect how someone reacts, | have started to ask

student who display somewhat erratic behaviour inthei QW HUDFWLRQV ZLWK PH 3,V |
going ok at home? Are you finding anything difficult here in the UK? Is there anything you want

XV WR NQRZ"" , ZRX0OG GR WKH VDPH LI D WHDP PHPEEHU RU FOD
would call the studentiT XHVWLRQ GRZQ WR VHH PH WR GLVFXVV WKH 3ED
the bottom of the story in a respectful way. When we do find out that a student may need extra

support, we would ask the student what we could do to make his or her experience histter. Th

might mean suggesting counselling or support outside of schoalmon receipt of proper
documentationtallowing the student more time on tests and exams. Often it helps the student to

just know someone is listening.

Sometimes students have suctiaes mental issues that we cannot help them. These issues can
lead to absenteeism or abuse of other students and staff. If this happens, we would speak with the
student, try to support him and give him perhaps one more chance to behave appropriately. If th
abuse is seriougfor example physical abuse#the student would be withdrawn from the

program.

Any code of conduct that exists for such a responsplease explain briefly in your own

words? If so,then in your view is it more tacit (understood through verbal
communication/orientation) than explicit (documented)? This situation results in a tacit code

of conduct- up to a point. Once we find out that a student does have a mental condition, though,
there would be a more explicit code of conduct weukhfollow to assist that student through

the program or through the withdrawal process.
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Team members dating and then breaking up very badly, affecting the dynamic of their team //
There are some situations whétgES needs to act humanely and colourside the box. We

had a situation once where a couple dated and broke up in a spectacular fashion. They absolutely
could not work together, but they were on the same team. The academic team had a serious
discussion about what to do, and in the end we dédimseparate the two students. Luckily this

issue happened at the beginning of a term, so there was no major disruption to team dynamics.
Moving students like this is very rare, and somewhat risky, as the rumour mill will start churning
and other studentould make up stories to get out of bad team. But every day staff members

are asked to make decisions using their best judgement and analysis of both sides of the situation.

Any code of conduct that exists for such a responsplease explain briefly inyour own words? If so,
then in your view is it more tacit (understood through verbal communication/orientation) than
explicit (documented)? This is a tacit code of conduct. By moving a student to another team, we are
actually breaking the team rules éwhove the student anyway, however, because we know through
experience that in this particular situation it is the best thing to do.

A student needs to transfer to another campus due to family issues // This is another problem the

creeps up every now atiden. Normally if a student wants to transfer before Module D, the

answer is no. We have students who might be homesick during the first module, or who have
EX\HUYfV UHPRUVH GXULQJ WKH ILUVW PRGXOH DQG WKH\ ZDQW
hDV WR EH 3QR°" :H FDQQRW RSHQ WKRVH IORRG JDWHV :H RQF
DOORZHG WR WUDQVIHU EHFDXVH KLV ZLIH EHFDPH SUHJQDQW
to leave London!). That was the humane thing to do. There are dtlsiomns £for example a

seriously ill parenttwhere it is appropriate to allow a student to transfer rather than withdraw.

Along with making this decision, the staff member must think about how this move would affect

WKH VWXGHQW E R &G\gpolicywWwhe a\student sRbedd Bldo something that we

KDYH VDLG *QR™ WR EHIRUH FRPPXQLFDWLRQ LV FUXFLDO $0O
S3VFULSW’™ LV UHJDUGLQJ WKLY LVVXH VR WKDW ZKHQ WKH\ DUH
abouw WKH LVVXH DSSURSULDWHO\ 2IWHQ WKH 3VFULSW’ LV VLP.
DVN WKH \RX WUXVW ZH ZRXOG RQO\ PDNH D GHFLVLRQ OLNH W
sorry | cannot get into the detail with you as that would nobb# SURSULDWH

Any code of conduct that exists for such a responsplease explain briefly in your own

words? If so,then in your view is it more tacit (understood through verbal

communication/orientation) than explicit (documented)? Againthis is a tait code of

conduct. By allowing a student to transfer, we are actually bre&KiigSrules. We allow this to

happen anyway, however, because we know through experience that in this particular situation it

is the best thing to do. The school is not a maelaind has to react as humanely and rationally as
SRVVLEOH ZKLOH DWWHPSWLQJ WR HQVXUH DFDGHPLF LQWHJUI

x Overtime,haveyouDGDSWHG \RXU UHVSRQVH WR DURXQG uDQ\ FR
guideline that exists even if tacitly? Yes/ N@/hy

Yes, | think the longer you do the job, the easier it is to trust your instincts when it comes to making
decisions that go against explicit guidelines. For example allowing a student to transfer or switch teams.
These are risky decisions which aretlmsided whenever possible, but | am much quicker to come to a
decision now, and do not immediately discount it. Working in these types of situations naturally makes
you a more flexible academic professional over time.

B

x Please listsome activities thtayou do 'on a day to day basis'. For instance, releasing
grades to students; informing /organising with instructors on timetables; dealing with
complaints about teaching; calling briefing meetings, among others, that you may feel to
be representative ofish routine activities?
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! Scheduling tutorials

! Responding to student queries regarding academic issues
! Door check

I Reaching out to students in the hallways

! Solving customer service problems related to a class, professor or poor
communication

I Helping to sole logistical problems related to a schedule

! Reaching out to students who are not doing well

I Reaching out to students who are not attending

I Thinking about ways to make the processes tighter for next year
I Making teams/cohorts

X How easy or cumbersome is thedeoof conduct for these activities in your view?
Describe in your own words. For instance, do you have to often to look at a procedures
handbook/ refer it other parties that relate to the activity?

Generally | do not have to refer to the handbook to dedlactivities. My code of conduct boils down to

three things: 1. Taking a moment to listen to my gut 2. thinking about what worked well in the past and

trying to make it work even better today. 3. Thinking about what did not work well in the pastiagd try

to make it work well today. 4. Asking for advice when | am uncertain // This becomes ledistiele in

WKH VXPPHU ZKHQ ZH KDYH UHVLW H[DPV DQG ZKHQ ZH KDYH $6& FI
But generally | think on the London campus try to be as practical as possible while maintaining

academic integrity. This has kept us on the right side of the law in almost all situations.

x Narrate one instance where you think such an activity could have been done more
diligently by yourself (i.ewas not executed as you would liked to), and the
consequences in that instance on operations and your developoreinstance, overall
response of superiors (including to help salvage the situation), more training and
mentoring, among others.

I have arexample that merges a daily task with the challenges borne from working for a
quickly growing institution. The EMBA program doubled this year, and we are trying to
provide the same tutorial assistance to them (which they have asked for) as we prdwade to t
other programs. We are working out the process as we go and so we have had to rely on
tutors like Bill Ryan to be very flexible. Generally everything is going great, but some
tweaks had to be made along the way regarding how we reach out to the ElMBAtstt0

inform them of the tutorials, which hours we offer, and how we prepare the tutors for
working with students who are doing all of their learning in one weekend as opposed to over
10 weeks. Now that we have gone through this process once,ritwali more smoothly
organized next time.

c

[IF YOU RELEVANT HAVE INDIRECT EXPERIENCE FROM / CONVERSATIONS WITH
COLLEGAUES AT OTHER SITE]

x Leading from your respongmder section Af you are able totplease reflect on the extent to
which respons&o non+ routine activitiesare relatively less or more bound by procedatesther
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HUES sites You may choose to provide an example / conversation with a peer at such a site
that validates your view. You may want to draw a comparison with one or more site

7KLV LV DQ LQWHUHVWLQJ TXHVWLRQ , ZRXOG QHYHU XVH WKH ZRU
Dean might handle these-adc situations in a slightly different way, but | do not think any other

Assistant Dean would feel like she did somethingngrar that she would need to change her response, if

she found out another Assistant Dean was responding to theseutime activities differently. Instead

ZH VLPSO\ DSSUHFLDWH OHDUQLQJ KRZ DQRWKHU $' UNMESRQGYV RQ O
can then put that into our toolbox to help the students as effectively and efficiently as possible on our own
campus. In addition, sometimes the responses on other campuses would not work in London, or what

works in London would not work in Dubai, etetc. due to visa situations, or other carmppiscific issue.

x Leading from your respongmder section Bf you are able totplease reflect on the extent to
which response to less than optimal executioroofine activitieds different at other HUES
sites. You may choose to provide an example / conversation with a peer at suchthatite
validates your view. You may want to draw a comparison with one or more site

Not all campuses have the EMBA program, and not all campuses run the tutorialsamthay, so this

is a difficult comparison to make. | think generally, because London has had all of the programs, other
campuses are more willing to listen to our experience and apply our solutions to problems that arise over
the course of the year.
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TOP MANAGEMENT INFLUENCE & ASPIRATIONS OF EFFECTIVE AMBIDEXTERITY

Abstract

Top management influence sabordinates is afndiscussed in research that deals with managerial and
RUJDQLVDWLRQDO SHUIRUPDQFH $PELGH[WHULW\ DV D pVWUDWHJILF
enhance and optimise both exploration and exploitation has also drawn aigrdfitention in research.

Recent research in the area has been concerned with the sufficiency, scope, and also, the appropriate level

and nature of ambidexterity given integrative pressures on resources and capabilities. Bringing together

the domains ofop management influence and ambidexterity in managerial practice is argued as a gap in

research in this paper.

How does top management influence the ambidextrous disposition of subordinate middle masdgyers?

central question that this paper addess The paper takes variations in nature of task situations that
PDQDJHUVY HQFRXQWHU DV D PHGLDWLQJ YDULDEOH LQ H[DPLQLQJ !
observation memos from top management meetingsjualitative comments frommiddle mangement

personneht a global business school. The paper makes a contribution by relating top management

influence to ambidextrous orientation in subordinate managers, validating a conceptual framework it

generates from extant research. Potential intéireby top management in context of the findings are
hypothesized with caveats regarding generalisability.

Keywords: Task situations, Ambidexterity, Top Management, Middle Management.
TOP MANAGEMENT INFLUENCE & ASPIRATIONS OF EFFECTIVE AMBIDEXTERITY

1. INTRODUCTION

Managerial practice is influenced by several factors that shape conditions under which managers execute
activities for desired outcomes. One of these factors is the influence that top management may have on the
extent and nature of modificatis managers make to the activities they(Hobatkin, 2006 Gioia and

Mehra,199; Schmitt Probst and Tushman, 2010). A mediation of top management influence is likely by
nature of the taskituation i.e. in context of outcome severity, and associatezldnd /or resource

constraints. These make a task situation relatively less, or alternatively, relatively more tumultuous
(Lubatkin and Shrieves, 198Rinicki andVecchio, 1994BakkerandDemerouti, 2007).

A range of cultural, structural, experteal and also, industry and market related antecedents have been
FRQWH[WXDOLVHG LQ QXPHURXV VWXGLHV DV XQGHUSLQQLQJ WKH
Benner and Tushman, 2003; Maggitti, Smith, TeslulandKatila, 2013) The complexity engaging

these antecedents goes in tandem with the promise of enriching analyses. However, given that this paper
deploys the case of a mutthmpus business school with considerable homogeneity in such antecedents,

and also limited scope in the data i@amine these antecedents, the focus is on a controlled examination

of: How does top management influence the ambidextrous disposition of subordinate middle managers?
Co-evolutionary and organisation specific nature of these antecedents have been usetubtdy virtue

of data from a single organisation, albeit with some constraints on generalisability to managerial practice

across sectors and contexts.

One generic way to think about managerial practice is the idea that managers attempt to ocnsitteatc
LOQWHUQDO plLWY WKDW PDWFKHYV RU DFKLHYHV D VIQWKHVLYVY ZLWK
come together to comprise managerial practice, ideally in a mutualyfoecing and symbiotic fashion,

are central to this strived f0 pILWY 3RUWHU S 6LIJJHONRZ 7KH DFKL
also to managerial disposition to evaluate prescribe activities in terms of value enhancing deviations. If
SOHDUQHG DQG VWDEOH SDWWHUQVNVRWHLRQOWF®WH Y HOXFWRG LW LDHY R
ZD\ RI| ZRUNRe@tlhrd, et al., 2012, p. 148®)hen, managerial level configuration of activities are

the micro building blocks of such organisational level functioning. By extension, orienting and

influencLQJ WKH VWULYHG IRU plLWY DQG QDWXUH RI PRGLILFDWLRQ DF
crucial to the eventual shaping of how the organisation functions. It is thus an arena top management is

likely to seek an influence on.
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Examining top managment influence in context of how it affects the propensity of middle managers to

VHHN DPELGH[WHULW\ HQFRXQWHUV WKH QRWLRQ RI pFDSDELOLW\
integrative pressures such a pursuit of higher levels of both explogatibexploitation mairing

(Kollmann, Kuckertz and StSckmanf009 ). The outcome severity, time/and or resource constraint
premisesnentioned are taken to be manifested in high pressure or, alternatively, low pressure situations,

as managers would typitaldescribe such variations in their work environment (Marshall and Cooper,

1979; Osterman, 2013). In this paper, the relative dichotomy irstasiions is depicted as being
FKDUDFWHULVHG E\ pUHODWLYHO\ WXP X3WheBXneédiateHhéV XV pUHODWLY
fundamental relationship of interest WRS PDQDJHPHQWYV LQIOXHQFH RQ PLGGOH PD
orientation.

2. Ambidexterity in Managerial Practice

Managerial modifications to activities, both in their composition, and ipisganterrelationships

between them are informed by practice experience, and by performance feedback thereof. This could be,

in say, giving relatively more importance to keeping close to guidelines and past ways of execution for

some activities, and icontrast, executing others with more exploratory modifications. The nature of such
PRGLILFDWLRQV DFURVYVY DFWLYLW\ VHWYV ZLOO GHPRQVWUDWH DPEL
ZLWK pSDVW FHUWDLQWLHVY 0D UrRbi{dexterity ig¢ XdE EpWisibdrenl tbl v a3ite $
guanon for improved managerial or organisational performance. The complexity in integrating diversity

with more certain approaches can be counterproductive (e.g. Kollman et al., 2009; Simsekle2009;

Laursenand AtuaheneGima2014 7RS PDQDJHPHQWYV DELOLW\ DQG LQIOXHQFH \
WHUPV RI WKH LQWHJUDWLYH SUHVVXUHY PDQDJHUVY FDQ FRSH ZLW
performance becomes crucial from this perspective.

Performance feedback from modificationsattivities haslsobeen argued tonpactaspects such as:
perceptions abouP D Q D bMituddfipetence in delivering an activity; perceptions about actititsds

matter more for their own performance and; petiogg abousanction fordeviatiors from organisational
norms in responding to task situations (Wiseman and Gdiegiz, 1998). From a top management
perspective, the way it influences managerial propensity to deviate from setorprmsther words, im
guideline template®r responding to tasksituations is crucial. This is for being able to affect the

manner and extent to which such perceptions shape managerial work (Qiang et al., 2013, Hales, 1999;
Dill, 1958). What remains less explored is hitwig influence can be designed to promote superior
performance through imparting an appropriate and executable ambidextrous orientation (Lubatkin et al.,
2006; Mei et al.2014).

Lubatkin et al. (2006) havarguedthatability to influence nature andgge of deviations from set ways of
ZRUNLQJ LV D YHU\ IXQGDPHQWDO VWUDWHJILF FDSDELOLW\ &RQWL
exploitation paradigm. They contend teaperior performance levels are achieved when exploration

(high deviation and exploitation (low deviationworking to deliver based on past certainties) are both at

WKHLU pKLJKBbthahfHuldSnform modifications to yield a performance enhancing orientation

(Raisch, et al., 200€Zhang and Hughes, 2014, p.1Bbrinstance, exploration by inducing novelty from

outside organisational repository of experiences or by sheer creative impetuses, and exploitation by

leveraging prior experiences of activities (including modifications made in the past) in the organiation

reinforce strongly performing activities if not improve them further.

However, as noted before, this needs to be extended through to assertions in research that follows the
seminal work by Lubatkin et al., (2009) and others like Gibson and Birking204). These take a

cautious view to include integrative pressures and capability limitations that go hand in hand with pursuit
of ambidexterity, and whether and how will it transpire into superior performance (e.g. Simsek, 2009;
Kollmannet al., 2009 Mei, et al., D14). Such strong caveats to the benefits of ambidexterity in
managerial practice make the need to examine influences on ambidexterity very topical.

3. Influencing Managerial Practice
Extant research pitchdéise role of top managemeag fundamental to deriving value from managerial
work: *\WKHUH LV QR RWKHU JURXS LQFOXGLQJ WKH ERDUG RI GLUHFWHF
form and fate of an organization as the small group of senior executives [top management] residing at
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DSH[ RI DQ R ULUD&EkinyZDW8h668666). Prior work by Gioia anMehra(199%) and by

Schmitt, Probst and Tushman (20l@OVR UHFRJQLVH WKDW WKHUH LV D FUXFLDO pu
JLYLQJY UROH WKDW WRS P DaQdxalihrRtih@ehageddvokk bh<h RipandedwW L QJ

feedback from performancen this conceptualisation sensemaking is the upward feedback realised and
assimilated by top management to then orient strategic direction downwards, to guide managerial practice

as a consequence i.e. sense giving. During the course of this cycle, top management feedback and feed
forward can get disjointed from the individual managerial level sensemaking from performance feedback

and its feed forward as sense giving from-seflection. Influencing this alignment is also thus considered

important for how top management influence can yield desired outcomes (Yukl,Q082al.,2014).

However,and as aforementionetiere is no research thatplicitly focuses on understamgj top

management behaviour that influencesnageriahmbidexterity If guiding managerial practice were to

include guiding the nature deviations from prescribed activities guidelines it becomes even more crucial.
This is given notions about carefully naaging the pursuit of ambidexteritiest it create performance

reversals if integrative pressures between exploration and exploitation are high, and associated capabilities
to deliver to them not adequate (e.g. Simsek, 2B@9:et al; D14). The tension étween exploration and
exploitation and the ability to manage this tension is oft cited in research but also lost sight of when
maximum exploration and maximum exploitation is seen as the goal. This is usually not achievable given
the moderation by manageD O DQG RUJDQLVDWLRQDO FDSDELOLWLHY DQG WLF
and Tushman, 2008; March 1991). If top management behaviour has an impact: either in moving the
explorationexploitation frontier forward and/or in controlling progressiorah unmanageable and risky

level of both where integration becomes counterproductive it is surely a lever that needs research attention.
Literature dealing with ambidexterity in practice notes quite explicitly: E H \dR@ZiG@ral, contextual

and leadeship antecedent®ehavioralantecedents arguably require examinatidiChang and Hughes,

2014, p.13).

As per the discussion before, taSkk WXDWLRQV PD\EH pVWDEOHYT RU DOWHUQDWLYF
thereby may affect how middle managers resiponand are influenced by top management. Such
MUHODWLYHY GHYLDQFH LQ FRQGLWLRQV LV ZLGHO\ UHFRJQLVHG LQ
behaviour and managerial response to discontinuities (e.g. Kwee et al., 2010; Schmitt et al., 2010). Th

reasons attributed to variation in conditions being endogenous, or exogenous, and also, a combination of
ERWK 7KH H[RIHQRXV FRQWH[W FDQ EH FDSWXUHG DV WKH H[WHQW
UHVHDUFK QRWHY WKDW DYEQGHW\LIQF PHDDNVRG XEKRILAMDLQW\T ZR X(
tumultuous conditions (Stieglitz, Knudsen and Beckerthcoming p. 2). Endogenous context are

PRUH HPEHGGHG LQ pLQWHUHVWY SRZHU GHSHQGHQFLHY DQG FDSD
characteristic of the work environment that would make for more steady state perceptions tumultuous or
VWDEOH VLWXDWLRQV WKDW PDQJHUVY HQFRXQWHU *UHHQZRRG D(
origins the more taskituations are perceivexs tumultuous the more will be the amplification in time and

resource constraints (Burgelman, 1984). The perceptual polarity in task environment conditions and its
consequences for shaping influences on managerial work are taken forward in this paped&sging

variable.

4. STUDY PROPOSITIONS

Managers carry out a varied range of networked activities. One example of such an activity could be
consultations in response to poor performance of service delivery personnel and may comprise activity
prescripions of involving a certain set and say a minimum number of colleagues to discuss and agree the
appropriate response. Over time, the manager may involve a wider set of colleagues, or alternatively, seek
fast tracking through a niche (tiddox) group of cdeagues. In the first case it can be understood as an
explorative modification. In contrast, in the latter case, it can be very standard, making consultations a
legitimising requirement at best and modifications being essentially efficiency seekingpoithéxe in
orientation. The more varied such choices across the networked set of activities (some more explorative
others more exploitative), the higher is the ambidexterity in managerial practice. For instance, a closely
networked activity to the alve would be organising training for personnel. While it could be clearly
exploitative based on outcomes from consultation with modifications such as how the training is spaced
out within the year using existing providers of such training, it could alexjlerative where new

providers are sought outside the prescribed ones and training is customised to new requirements rather
than remain in pr@rdained categories under which they are to be delivered. If the activity of consultation
is exploitative and ditiency seeking, and the activity of organising training is explorative the integrative
pressures between the two will be more as against both following the same trajectory. Such integration
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would be difficult and time consuming. On the other hand, a watgly explored consultative activity to
produce a wealth of information then delivered through an exploitative orientation in training would waste
organisational resources as well and/or again impose on time to fit the wealth of information on service
ddivery personnel needs into set silos of training categories and provider materials.

Thus enhancing ambidexterity brings forth integrative pressures that would constitute a risk to
performanceKollmann, et al., 2009, p. 31L7Such pressures can, in pdind a proxy in say time and/or

resource pressures during tumultuous task situations. For middle managers to be able to experiment

selectively and allow such variation in how they choose exploration and exploitation for working on the

design of activités that they do, they will be looking for acceptability signals from top management

(Morrison and Milliken, 2000; Heavey and Simsek, 201$). GHPRQVWUDWLYH pZDON WKH WD
ZLOO EH D FOHDU VLIJQDO LQ WHUPYV R ltoldiedtivayReSpeRiDeptieH PHQW TV RZ
explore), more so if this is during tumultuous times.

Proposition 1a:5LVN SHUFHSWLRQV DERXW DPELGH[WHULW\ ZLOO EH DIIHF
propensity to experiment selectively.

Proposition 1b: When the task sittian is relatively more tumultuous it will enhance the impact of top
PDQDJHPHQWIV RZQ SURSHQVLW\ WR H[SHULPHQW VHOHFWLYHO\

The nature of taskituations is crucial to keep in perspective beyond affecting the impact of top
PDQDJHPHQWTV V H Q@tbk WhisYsbeeduSdHstahilyHoQtssikuations also aligns with

overall environmental stability that characterises an organisation; more tumultuous the situation, more is
the need for upfronttfor out of box thinking, because poedained activitiesnay not align seamlessly

with requirements of response. Research on environmental volatility that impact organisations explicitly
evaluates costs and benefits of flexibility in managerial subscription to activities, also suggesting that time
and resoure constraints are amplified in such situations (Dutton and Jackson, 1987).

Performance by extension is likely to be seen as more threatened in tumultuous times. Therefore, top
management mandate for middle management is also likely to be about rexectitiities in close
alignment with strategic impetuses devised at the top (Christensen et al., 2014). These impetuses will
curtail integrative pressures and slippages due to middle managers striving for a high level of
ambidexterity i.e., a very variegkplorative and exploitative orientation in activities.

Proposition 2: Relatively higher tumultuousness in task situations will reduce the sanction imparted by
top management for an ambidextrous orientation in managerial practice.

There is likely tabe a repository of responses in organisational memory to draw upon for potential

modifications in activities. This is the resource that supports exploitation based modifications, while it

PD\ LWVHOI FRPSULVH RI ERWK H[S O Rbi#ifitathsRKpr &r@ GleskpS20BJUDWLR Q C
Such validation of modifications and the nature of modifications across networked activities will have

greater scope to moderate risk concerns. Shaping adaptive response in context of risk concerns is a
capabiltytoKRQH ZKHQ LW FRPHVY WR WKH PDQGDWH RI DQ uDPELGH[WUR
that does not engage explicitly with downsides of pursuing ambidexterity (e.g. Kraatz, 1998; Levinthal and

March, 2003; Smith and Tushman, 2005; Lubatkin, 2006yking inside organisational memory to
HLFRQVWUXFWY VXLWDEOH DGDSWLYH UHVSRQVHY ZLOO HQKDQFH WK
2001). Organisational processes that work on diagnosis for supporting and rationalising modifications to
activities may instil greater confidence in middle management, for undertaking modifications. This then

comes across as an informed analytical choice between exploration and exploitation rather than as more of

a manifestation of individual dispositions and biases

Proposition 3a: Initiatives that promote reflection on prior modifications in activities will reduce risk
perceptions about future modification.

ThetmeDQG UHVRXUFHV IRU VXFK LQLWLDWLYHV ZLOO EH D IXQFWLRQ
them RichtnZr, AhlstrSm and Goffin, 2018jom, FournZ and Jansen, 2Q.1Glearly such slack is likely
to be less during tumultuous times. Also the modifications made during tumultuous time that relate to both
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success and failure are likely to be more edu®d in managerial memory (Ocasio, 201thus acquiring
stronger attention in reflections during such initiatives.

Proposition 3b:Deliberated initiatives to reflect on modifications are likely to give more attention to
modifications made during reliaely more tumultuous times.

Insert Figure 1 about here

DATA & METHOD

Data fromqualitative comments frommiddle level managers amtbservation memos from top

management meetings federated multimmpus business school pseudo nahteds is used to examine
propositions. The structure blfeusis rather flat and allows for two broad classifications. Under the site

top managementhere is a thin layer of non hierarchal associate and assistant dstactntprises its

middle managemenit is an autonomous business school, and at the time of data collection clearly outside
the conventional university system. Managerial roles are confined to this set of administrators in the
structure comprising dean,saiate and assistant deans.

About25 RI WKH RUJDQLVDWLRQYV PLGGOH PDQDJHW&afEth®@tdpDGUH FRPSU
management comprise the observation memos data across meetings over a three montrhpexidal
number of respondents isdooverall and particularly for top management. No site specific attribution for
relatively superior or inferior performance is intended at this event, agreed conditions of access required
that the paper also does not seek to d@s@litative data compms observations (top management
meetings) and comments (middle management) related yperceptions antbehaviours with regards
propensity to experiment with prescribed activity sets in middle manageFsniddle manageomments

also related t¢2) what influenced such propensity during stable versus tumultuous twvies?2 on the

(3) prevalence and impact of initiatives that examine past modificatiens also elicited. Top
managementneeting observations focussed more specificallyiews were dran in relation to their (1)

own propensity to experimeand, (2)performance concerns related to activity modificatiofise data

were tabulated to view respongesm middle management and meeting observatiotsrms of their
alignment within the twoategories of top management and middle manageuedtalso the alignment
between the two categories (Duriau et al., 2007). | use representative comments (C1 TO C16) in
structuring findings and discussion that follow. | also note overall trends aesgsdent categories with
respect to the aforementioned numbered themes on which responses were elicited.

5. FINDINGS AND DISCUSSION

Data from discussions with middle management showed a variation in how flexibility in routine activities
is perceived aoss the sites.

C1 Adapted responses around code of conftarnprising activitieshre acceptedit is just the way it s
done [middle management ].

C2 Code ofconductis recognised and adhered to clearly in any discussions about how things were done
being in line with the given process is importgmiddle management ]

C3 Generallyone does ndbave to refer to the handbook to do these activi@esle of conduatouldboil
down to three things: 1. Taking a moment to listefRt@ Igut 2. Thinkingabout what worked well in the
past and trying to make it work even better today. 3. Thinking about what did not work well in the past
and trying to make it work well today. 4. Asking for advice when uncefifaintop management would

and does support thapproach and more so when situations are not typmaldle management].

Perception from middle management personnel mapped on neetine observations from top
management at their sitefor instance, the first response (C1) above met with a cgrolieservation:
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C4 Things are done in relation to the situation. the code of conduct is not primary but at best supporting
as a tool to possibly prevent completely erratic behaviour, and help thinking abouftemrk
managementimemo notebbservation].

A corresponding observation to the thimiddle managemenéesponse (C3):

C5 Guidelines are not strait jackets and it is important to not ignore any good suggestions more severe
WKH VLWXDWLRQ WKH PRUH LPSRUWap@rafagewlertMed®idtd/ RQHIYV RZQ LQ\
observation].

The map on betwearbservations from memos atite middle management providasgpport for the

proposition la 5LVN SHUFHSWLRQV DERXW DPELGH[WHULW\ ZLOO EH DIIHF
propensity to experiment seledly. 7RS PDQDJHPHQWYV RZQ SUDFWLFH LQ UHODWL
the propensity to work on modifications outside guidelines@5Bseems to alsarovide support for

Proposition 1b: When the task situation is relatively more tumultuous it will esbahe impact of top
PDQDIJHPHQWIYVY RZQ SURSHQVLW\ WR H[SHULPHQW VHOHFWLYHO\

7RS PDQDJHPHQWTVY pZDON WKH WDONY RULHQWDWLRQ ZLWK UHJD U
that they do is closely shared by the middle management. There is atslication of selectivity in
contrast to what could have been a more generalised sanction for deviations in managerial activities.

C6 there are people who would improvise more around set activities they have to do and then there are

those who would noln my experience the latter in turn then go ahead and try overt experimentation

without consultation when there is a new situation that has to be played by tltenealtuous times,

discontinuity]. They take their exploration license and put it all on sitke. People who improvise in both

situations | feel are more balanced | would be keen ...confident with them to shoot off the hip in a crisis

situation xthey will not overdo it, their freedom to indulge is more spaced out. | make it clear to

individuals ZKR , H[SHFW WR FRQVXOW ZLWK PH PRUH JLYHQ[tBpKLV ZKI
managemenimemo note /observatiprhis view was shared to a good degaseper other notes in

meeting observations

_C7 Not everyone can be allowed to conmgmthe freeway, some have done well and when it vitosks
good[top management observation].

Memos from top management meetings also seemed to outline some expectations in this context :

C8 Being apprised and consulted even if briefly is sometthiatjs expeotd and broad guidelines from
the top management are essenfi@p managementnemo notebbservation].

These were important assertions to note for when activity modification is likely to be considered
favourably, but also seen to be riskyaléo seemed that the top management becomes selective of task
situations and also of people associated in handling it for sanctioning modifications. This provides some
support for thesecond proposition Relatively higher tumultuousness in task situatiwilsreduce the

sanction imparted by top management for an ambidextrous orientation in managerial practice. Flexibility
comes with the caveat of how outcomes from deviation to norm (prescribed activities) are treated.
Managerial comments on this fronedndicate a low tolerance for poor performance when it comes to
stable times, providing support for the second proposition with respect to stable times as well.

C9 There is very little scope to make mistakden improvisation is done whilst it is mequired,the
reason is that it may conflict with existing way of working and needs to be driven down and understood
andconsumesme [middle management ] .

C10 Poor results and mistakes in what should work seamlessly are viewed rather stringbptlya Way
to work at things differently provides strong results on efficiency the recognition is immediate as well
[middle management].

C11 Outcomes are importa@indthere is encouragement to experimaffewould not do it unless it was
well thought outand discussed though, especially for wiia¢ should beoing in sleegautomated).
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There are enough improvisation opportunities any@ge FDQQRW VWDUW WLQNHULQJ ZLWK
[middle management].

The link between validation and sanction is basedemorwho have a more balanced approach than who

provide a stronger case for making modifications. In stable times there seems to be an adage of
HPUHDVRQDEOHQHVVY LQ QDWXUH DQG VFRSH RI GHYLDWLRQV IURP Z
interest h capturing modifications over timedicating that support from past modifications does matter

LQ GHOLYHULQJ PhUHDVRQDEOHQHVVY DV DIJDLQVW MXVW D VWURQJ |
experiences) for making the modifications. Retrospect@»O\VLVY VHHPV WR EH FUXFLDO DV
prospective venturing for breakaway modifications.

C12There are surprisem the waytop managemertrganises themes for surprise breakouts and handles
his interaction like wittsay recruitmenagents. Moreften than not it is apparent that some of these are
just trial and error based attempts to see if something w&karingsuch experiences converges upwards
into these away weeksiddle management]

It seems that deliberated interventions that erageitearning and feedback by the top management are
conducted in more stable times. However, review of tumultuousstaskions and handling them
seemed to be of keen interest during such site based breakouts and review events.

C13 Top management wks undettremendous time pressures ahé way of working is rather
structured.Takingtake suggestions and then discuss with the staff during in lostalge times]s
useful. Formal intoduction of revisions is vital so that people know what suggesare up to the majk
Howeverin high tide[tumultuous timesthere is no choice but to act quickballing up top management
to discusss good practice, they can help even if they do not have all anf\ftepsmanagementnemo
note/observation].

C141f onecannot anticipate most disruptionsat least most of theit is basicallylack of astuteness and
performanceWhen a professor comes to loggerheads with a student on the conduct of either this is
something that in most cases can be seen amglatied for by initial feedbackbefore the situation comes
to head.One caninitiate a lot of such conversations at the first sign of what may become a big problem.
Trying to find ways later is of course not a challenge to revel in but a problemrkis done,
DQWLFLSDWLQJ WK HmjddiKrbanageient]V FUXFLDO

Tumultuous tasisituations in the first instance were also seen as a failure of learfainthem to appear

as a disruption, or for time and resource constraints to seem overbeaghthel'top management seemed
to draw on past modificatiorigprimarily to validate the risk taken in activity modifications there is
support forproposition 3a: Initiatives that promote reflection on prior modifications in activities will
reduce risk pereptions about future modification. It also seems that validation through deliberated
reflections is crucial.

C15 Any novelty in ways of working respond to say a crisis as far as possible should be moved through
thetop managemenexperience and confitl Q FH E R VihdddfeHar&agement personnel]

The sanction from top management to respond in novel ways during tumultuous task situations seemed to
be useful for middle management. Reflections on modifications referred overtly to those that come into
light because of failing or succeeding to respond to tumultuous task situations. There was an expectation
of guidance and harldbolding for modification in activities during trying times but at the same time these
seem to draw much more attention for refletsipost practice. This provides supportgooposition 3b:
Deliberated initiatives to reflect on modifications are likely to give more attention to modifications made
during relatively more tumultuous times.

Expectations from the top management X666 HG WKHLU RZQ DELOLW\ WR DFW MXGLFLR
Seeking sanction during trying times also seems to make for an additional burden for an already under
pressure top management during tumultuous times.
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C16 Results are paramount if sométg has to be done off the cuff call needs to be madesautious
maybe but cyclical consultations overall cause more harm than a chance that managers are able to
respond judiciousland innovativelyat their own level§top managemenimemo notebbserviion|

These responses provide further evidence to support the third set of proposition and point in the direction

of more careful orchestration of deliberated top management interventions to validate and support activity
modifications. Top management expations for middle managerso be able to negotiate discontinuous

WDVN VLWXDWLRQV pLQWHOOLJLEO\Y DQG PLGGOH PDQDJHPHQW UH"
for modifications need to be in sync.

Ambidexterity as a key capability top maygament aspire for in their middle management may benefit

from such careful orchestration. Table 1 below captures interpretations from findings in a succinct

manner, highlighting key characteristics that in turn provide a basis for suggestions for paréictitzted
WKHUHDIWHU LQ WKH WDEOH 7KHVH DUH ODEHOOHG K\SRWKHVL]JHG
(PI) as they are in context of findings supporting propositions and associated observations made from this

single federated organisatioHowever, their applicability can be explored for the higher education sector

and for professional service sector firms that have flat hierarchies simi@umAs per profile

description Heushas characteristics of both.

Insert Table 1 about here

6. CONCLUSIONS : CONTRIBUTIONS AND LIMITATIONS

In this paper a contribution has been made to research that deals with influences on ambidexterity. This is
by providing an understanding ofWwdop management influence can orient ambidexterity in middle
managements approach to the activities it carries out. The nature of task sitastansediating influence

is supportedThisalsoLQGLFDWH WKDW WRS PDQDJHPHQWEWlIbI OXHQFH RQ LC
mediated by the work environment pressures. This also aligns with the cautioning notion on pursuit of
ambidexterity that has come forth in quick follow through to Lubatkin et al., (2006) and Gibson and
%LUNLQVKDZYV V hifdestdity irZriadddafiaRp@aciice. Such research suggests that
pursuit of ambidexterity may be counterproductive if integrative pressures and demands on managerial
capability are not kept in perspective (e.g. Kollman et al., 20@9; et al, 214 Heavey and Simsek,

2014. Integrative and capability issues are particularly amplified when time and/or resource constraints
are relatively more pressing as in tumultuous task situations.

The limitations of data being generated from a single organisatiorbleaveflagged at the onset but with

the caveat that it does allow to control for organisation specific structural, cultural, experiential and market
contexts thereby allowing a focus on the fundamental relationships of interest (figure 1). As mentioned, i
introducing table 1, generalisability limitations in this single case study design would make suggestions
about practice intervention more conducive for top management in the higher education sector, and also,
professional service firms with a flat sttuge. These would benefit from further research to refine and test
their applicability across sectors and firm contexts.

The study is limited by design and by data for explicitly capturing downturns to performance when
ambidexterity gets out of balanaad creates integrative pressures that the organisation cannot cope with
(Kollmann et al., 2009, 316; Liang et al., 2007). However, the study provides some cues for top
management when it comes to influencing the nature of ambidextrous practice by sabsrdin

For instance, | find evidence that top management sanction is quite central to orienting ambidexterity at

WKH PLGGOH PDQDJHULDO OHYHO , DOVR ILQG VXSSRUW IRU WRS PI
for ambidexterity, as is manifestea évidence for it encouraging selective practice by some managers and

not others. This aligns with concerns about integrative pressures that come with enhancement in

ambidexterity- making past performance a crucial indicator of such selection of morbleapdividuals

with a licence to be more ambidextrous than others. Findings suggest that deliberated interventions where
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reflections on past modifications are initiated are a useful to enhance such capabilities based on learning

from past ambidextrous p@WLFH LQ WKH RUJDQLVDWLRQ G5ROH RI WRS PDQDJ}
behaviour and its impact on middle management practice is supported as well indicating that these could

be designed to desired impact.

In essence, there is always an expectation frodule managers to be able to modify activities for

superior response to taskuations (Li et al., 2013; Zimmermann, Raisch and Birkinshaw, 2015). At the

same time, top management seeks to control, support and orient such modifications; this pamdsedas w
towards providing a more explicit role description for top management in managing ambidexterity. The
study thus complements the focus on bottom up approach to ambidexterity that recent research has argued,
and partly because the assumptions of semitop management responsibility for managing

ambidexterity have not been distilled to more precise assertions (Zimmermann et al., 2015).

From the perspective of controlling for the risk of bohemian or conformist biases at the individual

P D QDJHU %M s2ékividit®enhance both at the same time, two highlights from suggestions for
SUDFWLFH DV pK\SRWKHVLVHG SRWHQWLDO LQWHUYHQWLRQVY WDE
mechanisms that allow learning from modifications in activitiesng both relatively stable and relatively

tumultuous times. This will make such modifications acceptable and also better informed, to prevent
RYHUWO\ pFRQYHUJHQWY RU RYHUWO\ pGLYHUJHQWYT WHQGHQFLHYV
pPDIMJIT WKH pZzDON WKH WDONY RULHQWDWLRQ RI WKH WRS PDQDJ
sanction and scope of ambidexterity, it may also make it difficult for middle management t@awseak

from the top management roadmap and think moecdely about modifications in context of specific

task situations that they encounter.

7. SUGGESTIONS FOR FUTURE RESEARCH

Future research could investigate how the hypothesised practice interventions are viewed by top
management across sectors and firro#h Iin terms of a fit with their organisational contexts and in

context of implementation issues. The applicability of the conceptual framework introduced and validated
in construct more so than in terms of generalisability also could do with empirigadrsfqmm other

sectors. Resulting caveats and considerations about exogenous and endogenous factors shaping
managerial work environment noted upfront, may also be useful to unpack for a holistic understanding of
middle managerial ambidexterity as aasigic capability, and as a domain that can be better influenced by
top management.
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Appendix E:

Snap shots from Playbooks at HuesA view of activities
and their evolving interfac@nonymised time frames and
participants)
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