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Summary

Management behavior is conducted in a miliew surrounded by stakeholders.
When something happens here, and in the environment, threaths and oppor-
tunities will be absorbed in the management miliew. The management process
can — and should — be improved all the time. The trick is to use trends and
megatrends as driving forces in the strategic development of management be-
havior per se. The purpose of this paper is to argue for a model based wpon
insights produced by contemporary researchers in the field.

1. Developments in Theories of Management

We began to look at the firm as an element in a macro-economic
systemn. Later on we constructed the theory of the firm. In the be-
ginning we looked at the firm as a judicial, an economical, a technical
or an administrative unity . A relative closed system whose operations
could be made more and more elfective, could be optimized.

Next step was to see the organizatin as an adaptive system. A system
which was able to change its operations (“structure and/or function”)

) Professor, dr., Management Research Institate, Copenhagen.

Erlsvervsahonmomnsk Tielsskoil 256 2 ]. 3



according to changes in the environment. This world view was related
o the introduction of decision processes, operational behavior pro-
cesses and systems processes.

The third step was to look at the firm/organization as developing sy-
stem which was able 1o create it's own future, ie. perform strategic
management. primarily through interaction with the stakeholders. We
were faced with the societal view, the internationalization aspect and
the lwurology |minl: ol wiew.

This brief history provides us with two significant developments in the
theories of management:

- from optimizing and satisficing in a relative closed system
- to adaptive multi-criteria systems, and

- from relative passive adaptive systems

- to active developing and learning systems.

According to the first wiew of theory, one could make forecasts on
future management behavior in this way:

Next step = [ (known elements | sieps allready waken, but not yet
acknowledged).

According o the second view, the formula would look like this:

Next step = a desired managerial behavior = f (known elements + un:
known | active learning).

The evolution of management theory and -practice have provided us
with knowledge of how to manage and to some extent how to avoid
mis-management. The question is how we use the wisdom and how
we dvvvlop new knovledge ol the management process in a managed
way.

The answer is: Organize an interactive search-learning process
between man's rescarch-oriented theorizing behavior and man's
managerial executive behavior.

Or put it in another way: form a joint milieu and produce continously
developing management behavior. And use wrends in the joint en-
vironment as driving {orces in this development.
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2. A Model of Management Behavior and the Manage-
ment Milieu and its Environment

A management milieu is formed by the actual interaction established
between people, who desire to perform management behavior, indivi-
dually and collectively. '

Management behavior is defined as a joint acitivity combining three
types of behavior: objective setting behavior, problem solving behavior
and communicating behavior.

Changes in the environment of the management milieu may, there-
fore “hit” primarily the objective-setting of the participants, primarily
the problem solving activity or primarily their endevour to create a
better language for their internal communication. Or, all three dimen-
sions may be changed at the same time, although with a different
weighting. Normally, this will be the case.

Immediate consequences of such trends, mega-trends of natural driv-
ing forces, is that

- the common frame of reference for management behavior (para.
digm) is changed, and the accepted norms for good management be-
havior (management culture) is changed,

- the management behavior of the individual participant is changed as
a funcuon of the external stimuli, and

- management of the management process per se is changed because
of changes in the properties of objectivesetting, of problem-solving
and of communication, either partially or as a total.

The management milieu in a firm, in a public administration, in an or-
ganization, or in general in a “system” will normally be influenced by
research activities on management. This may be “implicit” because the
participants in the management process have had their world picture
given in terms of models created by university researchers.

Or, the influence may be “explicit”, namely if outside consultants ave
used, inclusive professional action researchers.

All types of deliberate management behavior are related to research.
Therefore research activities pertaining to management is part of the
professional management milieu.

Analysis of trends and megatrends in management activities may be
modeled in five bundles outlined in exhibit 1.

Frliverssakomonmsk Tidsshel 2056 2 ] 5



INSTITUTIONAL
CONIDITIONS
[(MEGATRENDS
IN GENERAL)

SPECIFIC GROLUPS
OF
STAKENOLDERS

LEARNING +
LOCAL KNOWLEDGE

RESEARCH MILIEL
FOR MANAGEMENT =

RESEARCHER'S BEHAVIOR,

GIVEN PARADICM

Yy

'(
s
LY

N
\)

PROSPLCT

INSTITUTIONAL
CONDITIONS
el MR AL
MECATRENTDS

SPECIFIC GROUTPS
(815
STAKEHOLDERS

216

MANAGEMENT MILIEU

IN A FIRM OR PUBLIC
ADMINISTRATION,
GIVEN PARAINGM,
PLERFORMING

MANAGEMENT BEHAVIOR

EXHIBIT ]

RESEARCH MILIEUS
OF COLLEAGUERS

RESEARCH MILIEUS
OF NEIGHBOLUR -
IMSCIPLINES

ACCUMULATELD

KNOWLEDGE
= GENERAL

THEORY

Uhe ranagement miliva and 85 envivonment

Pl sobomimsk Tadsshinkt & s5d

PERSOMNAL AND
SOCIAL PROPERTIES
FOR IMPROVEMENT
OF THE MANAGEM
EXNT PROCESS

IHE PROEESSICN AL
CAPABILITY OF THE
EMPLOYELES AND

THE ORGANIZATION




3. Megatrtnds in the Management Milieu

The management milieu of a firm or a public administration is con-
sidered to be based upon a paradigm, at set of accepted presupposi-
tions regarding the local management process.

Influences from the environment is supposed to ke place in five
bundles, cfr. figure 1.

a.l

Let us first have a look at the personal properues of the employees
management behavior. And the social processes they have enabled
themselves to establish in order to improve the ongoing management
process in the organization. We can point at these tendencices:

-the acknowledgment that management is an interaction between
people determining well defined demands 1o the individual partici-
pator and to the group in terms of objectives and rules of game,

- the acknowledgment that responsibility and power (related 10 use of
resources) can not be split,

- acknowledgment that continous individual learning = and, thereby
also social learning — is a neccessity through intensive feed-backs
from the near-milieu,

- that man must be conscious of his management behavior in order to
improve his differentiated manager roles; not merely in his job situa-
tion, but also perl‘orm sell management ol his woal situation regard-
ing maintenance and development ol his own identity,

- ability and willingness to take managership responsibility,

- rational decision making is converted into the issue of creating valid
and social acceptable information, and the role of the individual in
this process becomes more and more a question of ability o give and
to receive help in terms c-fconsulmnq,',

- contribute to a better political culture in the firm/organization
through a continous improvement of rules of game concerning dis-
cussion-action, centralizing-decentralizing decisions and division of
executive behavior between politicians and administrators.

2.2,
The second bundle of influences can be considered being wansformed
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through the professional work role of the employees and the organiza-
tion as a whole, i.e. producing the flow and goods and services.
We can in this respect point to these tendencies:

- from specialized employees o “mulu-function™ employees,

- [rom acting as a slave of a given technology to lewting the technology
do the slavery,

- from short-term horizons for norms, standards and goals 1o continous
improvements based upon a continuous process of setting objectives,
-from the guarding philosophy of “justin.case” to the demand for

precision philosophy of “justin-time”,

- from concentrating on the behavior of the single element and the is-
olated sub-system 1o focus on the interaction between the parts of the
Systen,

- from product-quality in itsell to product quality being a function of
the tluali[}r ol the |)t'[}duc[i0u process,

- from the philesophy of “product delivered” to service-management
thinking: *We never let the customer off™,

from a guardianlike producton of need-satisfaction to producing
possibilities lor selv-service, do-it-yoursell, help yourself, etc.

All these wrends presuppose that management behavior and prolessio-
nal }Jrndu{‘ing behavior can be integrated.

3.5

The third bundle of influences is carried through the specific stake-
holder groups of the firm/organization. Strategic management is
concerned with maintenance and development of each and every
balance ol payments to stakeholders. Information on new potential
contributions and rewards belong to the specific firm and expresses
local developments, not general trends.

We are, however laced with a general recognition, namely that stake-
holder-cooperation must result in a mutual strategic management.
Which claims lor explicit rules for conflict regulation.

3.4,

The fourth bundle could be called “Societal developments™ For the
individual firm and her stakeholder groups these trends can not be in-
fluenced. Maybe the right name is Institutionalized Conditions,
Common megatrends.
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Their name is legion, and each observer has his own opinion of which
is important. If we, however, take our starting point in the manage-
ment milieu of the firm/organization, many researchers agree that we
ought to work with following types of megatrends:

- the technological development can be looked upon as a sort of natu-
ral law,

- especially, one is concerned with production technology as CAD:-
CAM, biotechnology, and, above all, informatics,

- developments in values and ethics, and developments in power struc-
res,

- the internationalization of the firm: creation of strategic networks,
given changes in weights of regions and trades, and given the neces-
sity of living with different cultures under the same rool,

- changes in the division of work between the private and the public
sector and in the interplay between these sectors,

- the challenges of the service-society and the information-society,

- developments away from the specialized production-society towards
an integrative network-like society in which classical economic beha-
vior is integrated with other roles.

The most important tendency is, maybe, the development away from a
formal executive behavior performed by relative few “leaders™ 1o a
real management behavior performed by relative many people.

3.5,

The [ifth set of relations are concerned with the interplay of the speci-
fic management milieu in the firm/organization and the research
milicu for management

The paradigm of an actual management contains always some ele-
ments created in the professional management research milieu.
That is the case in terms of world views, models, methodology, techni-
ques, languages, and it is especially the case concerning the local
learning and knowledge which is created through direct interaction
with researchers in mutual projects (“"Prospects™.

The paradigms ol the actual management milieu and the manage-
ment research milieu can be formed with so many common elements
that one coherent milieu is created. In practice this can be done
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through a research based educaton- and development program, a
research based organizational learning program, mutual development
programs and mutual consultancy.

At least we are faced with the following tendences:

- norms for a decent management behavior is formulated analogous to
the norms for good research,

- management behavior becomes more experimental in favor of
“experience” and imitation of excellence performed by others,

- for professional management behavior it becomes an objective in it
sclf 1o create indiviual and organizational learning processes,

- the communication between research miliew and management
milieu is improving so fast that “new” research results are applied al-
most immediately.

These tends might be summarized in this way:

- from chief executive behavior 1o management behavior,

-management behavior is looked upon as a deliberate, dilferentiated
common subset of behavior, and finally

- [rom rigidity in the management function of the firm to creativity in
the management [unction.

4. The Management Research Milieu

We may arbiwrarily look upon the management research milieu as a
part of the environment ol the firms management milieu, or we may
perceive the two milieus as being one. It depends on the paradigms
we choose.

Being a rescarcher, you can choose your own distance from your re-
search object. For example, being a micro-economist, you may de-
duce based upon a set of prepositions representing the real world.
They may be based on observations if you so desire.

The result of these excersises is partial economic thinking which can
be taught (in the sense indoctrinated into) students who later become
executives with a bad conscience. What again causes an expensive
auditing and ex-post control in order to search for cause-eflect re-
lations for better steering next year.
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Acting as a researcher you can choose the opposite alternative and in-
volve yoursell directly in an interaction with the observation object
with two objectives. The one being to become wiser and make beuter
general theory and the other being to help your client to improve his
management process. This actionresearch atitude produces a
systems-like common world picture, direct partcipation in the ma-
nagement process of the client firm, and ex-ante steering in terms of
strategic control. By the same token manager behavior and research
behavior yield mutual consultancy.

The research milieu is per se characterised by megatrends canalized
through her own stakeholder groups and her own insttutionalized
conditions. In Denmark (and to some extenmt in Scandinavia)
important influences are:

- it becomes more and more common that students of business admin-

istration have a full time job beside the studies; this means that the

pacdagogical process based upon action research can be made more

realistic, and in a not too fare future it can be integrated in the man-

agement development program of the firm and of the public admi-

nistration,

the democratization process of the legal base for running universitites

have in uself created an experimental milieu for management (non-

participative participant mangement with no explicit personal

responsibility),

- contract research for firms and public agencies become legal, which
effects pluralistic research positively,

- basic research, as well as applied research, is to a greater extent per-
formed outside universides, the external effect being beuer service
for customers and internally better local management behavior.

¥

The management research milieu is, of course, also related to those of
colleagues (normally with a deviant set of attitudes and world picuure),
and to neighbour disciplines. Let us mention the following mega-
trends:

- some sort of specialization which again produces paradigms that are
different from milieu to milieu,
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-a greater degree ol interdisciplinary and transdisciplinary thinking in
the research projects pertaining to management processes,

-an enormous production, very difficult to overlook, but containing
very lintdle variation in the essence ol general knowi{:dgf:, but a wide
variaton of insight in specific management milieus,

- bener attempts o integrate our knowledge into a general theory of
management behavior, and ﬁnally

-active use of megatrends for a beuer management of the research be-
havior of management researchers.

5. Conclusion

The purpose ol this article has been o point at some megatrends
around our joint management- and management research milieu in
order to use some of them as driving forces in creation of a desired fut-
e I'I'IElI'I.i;i!_’;{‘I' I..'l{"h.il.\'iﬂ'['. Pm‘ﬁ)rming Sll'ill{?gic m;ln:ig{:m('nt {’}F t]f'l{,’ ITel-
nagement function itself.

This can be done by

- linking manager behavior and management research behavior tog-
ether in a joint milieu based upon overlapping, but not identical par-
adigms,

-using megatrends as driving forces in the joint milicu in order o
create a better general theory of management and a bewer manage-
ment process in the client firm/organization,

- especially look upon megatrends in these bundles:

-tlv\'vlulnllm‘lts in stakeholder groups and in the instututional condi-
tions (general megatrends),

-development in peoples insight, ability and will to perform man-
agership, and

- developments in professional skills, also in colleague-organizations.
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