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The Role of managerial Learning and interpretation in strategic persistence and reorientation 

An Empirical Exploration

دور التعلم الإداري وتفسيرات لأسباب تغيير المد راء  للاستراتيجيات أو الاستمرار عليها

by: Theresa K. Lant, Frances J. Milliken and Bipin Batra

·  Managers have difficult task of navigating their organizations through an uncertain and changing environment. One of the most basic strategic decisions top-level managers make is whether to persist يستمر with their current strategic orientation or to alter an organization’s strategic course.
· This chapter examine how past performances managerial interpretations of their experience, and top management characteristics influence the like hood of strategic reorientationأعادت توجيه  (the act of changing the direction in which something is oriented) in different environmental contexts.
· Tushman (1985) define reorientation as change in four critical organizational dimensions: business strategy, organizational structure, power distribution, and control systems. 

· First, this chapter apply a managerial learning frame working to build and test a model of the decision-making process that drives strategic transformation
· Managerial learningالتعلم الإداري  is a managers’ attempts to develop an understanding of the connections between their actions and an organization’s outcomes, as well as the role that an organization’s environmental context plays in influencing these action-outcome linkages.
· Organization learning models typically have several common characteristics:
· Managers are assumed to set concrete performance goals to which they compare performance outcomes.( these goals are function of past performance and competitor performance)
· The  discrepancy between goals and performance provides a signal f success or failure to which managers attend in an attempt to simplify the task of interpreting their experience and to guide future behavior.
· Performance relative to goals and managerial interpretations of their experiences influence the likelihood of organization change. 
Patterns of  strategic reorientation

 نماذج لتغيير الاستراتيجيات

· Organizations experience long period of strategic persistence punctuated by short periods in which major changes occur in strategic direction and supporting structures and systems

· Reorientations إعادة التوجيه : are characterized by ‘simultaneous متزامن and discontinuous غير مستمرshifts in strategy, the distribution of power, the firms core structure, and the nature and permissiveness of control systems’ (Tushman 1985)

· Now the chapter will explore how elements of managerial experience affect the likelihood of organizational reorientation. 

The influence of managerial learning on the likelihood of strategic persistence and reorientation

التأثيرات التي تؤثر التعلم الإداري في سبيل تغيير الاستراتيجيات أو الاستمرار على الاستراتيجيات القديمة

· Historically, the organizational learning literature had emphasized the process of trial-and-error learning, where actions associated with positive outcomes are repeated, and actions associated with negative outcomes are not repeated.

· Trial-and-error: is relating to solving problems by experience rather than theory ( experimenting until a solution is found)
· Managerial leaning is a more complex process than that implied by simple trial-and-error learning. There are many factors in an organization setting that make accurate leaning difficult (e.g. structural, political and psychological effects)

· Environmental change and uncertainty may make it difficult for managers to accurately interpret their past performance outcomes and to predict the effects of environmental changes on an organization (e.g. change with a previously successful strategy can yield poor performance outcomes)

· Managers have a limited capacity to process information and they operate in organizational context that are often characterized by organizational and psychological pressures to persist with prior strategies. (e.g. manager who are the architects مخطط of past strategies may be reluctant to acknowledge the validity of information that signals the failure of their strategies)

· More heterogeneous متغير  team are less vulnerableغير حصين  to psychotically pressures to persist with past strategies.

· The context within which managers learn may affect the likelihood of strategic change by influencing what and how they learn and the interpretations they make

· An organization context may influence the relative importance of other variables, such as past performance, on managers’ decisions to persist or change.

Research model 


A managerial learning model of strategic reorientation 

· This figure summarize the will we will test in this study. ( at the final of this chapter there is an explain for this chart) 

· organization are more likely to converge than reorient. This predictions is based on the argument that organizations experience strong persistence forces. Thus we understand that:
· Hypothesis (1) Organizations are more likely to converge or persist with their strategic direction than to undergo strategic reorientation.
الشركة دائما تتوجه وتتحول إلى استراتيجياتها  بدل من التي عانت أو مرة بها لغير استراتيجياتها 
The effect of environment context on rates of reorientation

تأثير البيئة على معد التغير واعادة التوجيه 

· Many theorist argue that organizations survive by ‘fitting’ their strategies and structures to the nature of the industry context they face. Thus we understand:
· Hypothesis (2) Organization in volatile or turbulent environment are most likely to exhibit strategic reorientation than organizations in stable environments.
الشركة التي تكون في بيئة سريعة التغير والتطور تكون أعادت تغير الاستراتيجيات بها اقل ثبات من غيرها
A managerial learning model of strategic reorientation
نظام التعلم الإداري لتغير وإعادة توجيه الاستراتيجيات
1- The role of an organization’s past performance outcomes:

· Past performance is a major explanatory variable in most models of organization learning. An organization’s past performance provides feedback about the relative effectiveness of an organization’s chosen strategy. Thus we understand :
· Hypothesis (3) An organization’s past performance relative to the industry average will be inversely related to the likelihood of strategic reorientation.

أداء المنظمة في الماضي يتناسب تناسب عكسي مع طريقة إعادة توجيه الاستراتيجيات في المستقبل

   2- the role of managerial interpretations:

· Interpretive models of strategic decision-making emphasize the idea that managers are information processors who must not only interpret information about an organization’s environment but must also interpret information about an organization’s past performance outcomes and their likely cause. Thus we understand:

·  Hypothesis (4) The more aware managers are of environmental changes, the more the likelihood of strategic reorientation.

كل ما يكون المدير منتبه لما يحدث في البيئة الخارجية والتغيرات التي تحدث بها كل ما يكون التغير أعادت توجيه الإستراتيجيات أكبر 

· Hypothesis (5) The more managers make external attributions for poor performance outcomes, the lower the likelihood of strategic reorientation.

كل ما يكون أداء المدير سيئ في الأداء كل ما يكون  إعادة التوجيه لإستراتيجيات أقل
   3- the role of management team characteristics:

· Several research argue that the composition of a top management team will affect the strategy formulation process. Specifically, the diversity of backgrounds and ages represented on a top management team. the heterogeneity of a top management team is likely to influence strategy formulation through its effect on the diversity of perspectives brought to bear on strategic questions. high team membership turnover will help In reorientation as far as psychological investment of new members in order strategies is not there. Thus we understand:

· Hypothesis (6) The greater the heterogeneity of a top management team with respect to functional background, the higher the likelihood of strategic reorientation.
كل ما يكون الإدارة العلية أقل تجانس وأكثر تنوع من ناحية الخلية والخبرة  كل ما يكون أعاده توجيه الاستراتيجيات أكثر 
· Hypothesis (7) CEO and top management turnover will be associated with an increased likelihood of strategic reorientation.
التغيرات التي تكون مصحوبة مع صاحب الشركة والمد راء تكون أكثر تغير من ناحية أعادت توجيه الاستراتيجيات
The effects of past performance on top management team characteristics and managerial interpretations 

تأثير الأداء القديم على خصائص وصفات المد راء والتفسيرات الإدارية
· One reason why poorly performing companies may be more likely to reorient than successful ones is that poor performance is likely to be associated with a greater probability of CEO and top management team turnover, both of which tend to mitigate persistence forces and increase the likelihood of reorientation. Thus we understand:

· Hypothesis (8) Past  performance will be inversely associated with CEO turnover; high past performance will decrease the likelihood of CEO turnover, and low past performance will increase the likelihood lf CEO turnover.
الأداء القديم يرتبط عكسيا مع تغييرات صاحب الشركة   ، الأداء الجيد القديم يقلل من تغيرات والأداء السيئ يزيد التغيرات
· Hypothesis (9) Past performance will be inversely associated with top management team turnover; high past performance will decrease the likelihood of top management team turnover , and low past performance will increase the likelihood of top management team turnover.
أيضا كذلك ...الأداء القديم يرتبط عكسيا مع تغييرات كبار مدراء الشركة ، الأداء الجيد القديم يقلل من تغيرات والأداء السيئ يزيد التغيرات
· Hypothesis (10) Past performance will be inversely associated with top management heterogeneity;  high past performance will be associated with low levels of top management team heterogeneity, and low past performance will be associated with high levels of top management team heterogeneity.
وأيضا كذلك ...الأداء القديم يرتبط عكسيا مع تغييرات مد راء الشركة ، الأداء الجيد القديم يقلل من تغيرات والأداء السيئ يزيد التغيرات

· Hypothesis (11) Past performance will be positively associated with managers’ environmental awareness.
إذا الأداء القديم يرتبط ارتباط إيجابي مع وعي المد راء للبيئة المحيطة بهم والتغيرات التي تحدث بها
· Hypothesis (12) Past performance will be inversely associated with the likelihood that managers  will make external attributions for any negative performance outcomes an  organization has experienced; low past performance will increase the likelihood that manager will make external attributions for negative performance   outcomes, and high past performance will decrease the likelihood that managers will make external attributions for negative performance outcomes.
إذا الأداء القديم يرابط ارتباط عكسي مع قابلية المد راء التأثيرات الأداء القديم السلبية وخبراتهم السابقة ، أداء قديم سيئ يزيد من قابلية المد راء للتغيير  خارجيا لزيادة وتحسين الأداء، أما إذا كان الأداء القديم جيد فيكون تأثيرهم  خارجيا لتغير الأداء قليل. 
Summary








A managerial learning model of strategic reorientation 

· This model is more complex than the trial-and-error process.

· This model considers the role that managers’ interpretations of their experience play in influencing a firm’s strategic action in addition to the role played by past performance information.

· Managers’ level of environmental awareness and attributions for performance outcomes influenced the likelihood of strategic reorientation attests to the importance of developing of managers’ interpretive process and their antecedents.

· Managers may become psychologically invested in the strategies they have designed, creating the tendency to persist with past strategies despite negative performance outcome.

· The CEO turnover and top management team heterogeneity increase the likelihood of reorientation suggests that either leadership change or a diversity of perspectives may be necessary to counteract persistence forces.

· The poor performance may have not only a direct effect on the likelihood of strategic reorientation, consistent with the perdition of trial-and-error learning, but also indirect effects that occur through the influence of past performance on manager’s interpretations of their environment and their past performance results.

· Poorly performing firms have lower levels of environmental awareness may be one explanation for the overwhelming persistence of poorly performing firms

good Luck !

May 3, 2005  

Abdullah Zidan
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