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ABSTRACT

Success in strategic management is not only based on the planning view for strategy

formulation but also the need to consider strategy implementation. From a strategic

planning view, this thesis identifies the six insufficiencies of strategic management: (@)

strategy is implemented by means of people, whose behaviour cannot be determined

by a plan; (b) strategy needs wide communication in an organization; (C) strategy

formulation is separated from implementation; (d) the strategic planning process may

contribute to only part of the organization; (e) planning neglects the dynamic

environment and interactive influence of relationships; (f) performance measurement

neglects qualitative data such as employee satisfaction, customer satisfaction and

stakeholders’ performance (Kaplan and Norton, 2004).

This research proposes a pluralistic approach — a six-view model consists of

roots, stem, and flowers and fruits - the six-views, including logic and language,

learning, cultural, political, ethical and planning views as the roots of critical systems

thinking for promoting strategic management, which combines formulation and

implementation with fuzzy logic by a robust planning, leadership style, participation

of organizational members, and stakeholders’ cooperation to overcome the current

deficiencies of the planning view particularly in line with the Taiwanese background.



This six-views model is also called the “roots theory”, because. the source of these

views are organizational roots which range from leadership, a company culture built

to cohere employees’ beliefs, engages wide communication in different departments,

encourages team learning and innovative ideas, and has mutual trust with suppliers

and customers, even stakeholders. The stems of the roots theory offers the foresight of

a competitive environment with Five-forces analysis to identify the stage of the

product life cycle in strategic business units (SBUs) for promoting supply chain

operation. Performance evauation identifies the results of strategy implementation,

which includes employee satisfaction, customer satisfaction, and stakeholders’

performance as flowers and fruits of a tree. Effective strategic management results

from combining the six-views because strategies fail when strategy is not

implemented well (Bossidy and Charan, 2002; Joyce et al., 2003; Kim and

Mauborgne, 2005; Kaplan and Norton, 2008). Neilson et al. (2008) point out that

enterprises fail at execution because they go straight to structure reorganization and

neglect the most powerful drivers of effectiveness - decision rights and information

flow.

The research was conducted in three interrelated phases. First, the nature of

strategic management and different views of strategic management were identified by

means of a literature review. Each view of strategic management was shown to be



insufficient by Mintzberg’s (1987a) five Ps; and another P (partners’ expectations)

came from this research for strategy formulation, so that an integrated thinking

approach (Cummings and Daellenbach, 2009) incorporating six-views was needed for

effective strategic management. Moreover, two tools of management such as critical

systems thinking and fuzzy logic approaches were examined to assess how well they

can promote strategic management in organizations. Second, a questionnaire was

developed to unveil the current situations of strategic management and confirm the

six-views model in Taiwanese companies. The questionnaire was sent to two hundred

Taiwanese companies and produced sixty-three usable responses. The SAS package

was employed to analyse the data. Simultaneously, senior managers were interviewed

from seven manufacturing industries and eight service firms to discover the deeper

concerns of strategic management in Taiwanese companies. Finally, four companies

were selected as case studies to practically research, to support the interpretation of

the results and to induct a novel model of strategic management.

Some of the significant findings of the data analysis were that: factor anaysis

determined that the list of the six-views naturally separated into six distinct groups

with Eigenvalue more than one; Duncan’s test showed that the overall companies in

the learning, planning and six-views belonged to “Ranking A”. The six-views and the

logic and language view were positioned in “Ranking B”. The logic language,



cultural and ethical views belonged to “Ranking C”. The political view, however, was

placed in “Ranking D and it had a significantly lower rating compared with the other

views. From multiple linear regression anaysis, this research reveded that the

priority order of significant influence variables were the cultura view, learning view,

planning view, and logic and language view to promote strategic management and

multi-collinearity was not severe. In fact, descriptive statistics and Eastern and

Western management literature disclosed that the political and ethical views can

contribute to effective strategic management. Therefore, this thesis applied six-views

to promote strategy formulation and implementation. The multiple linear regression

analysis of the six-views model disclosed that the six-views can be used as roots to

enhance supply chain operation further to achieve better organizational performance

in Talwanese companies.

The audit of the six-views by fuzzy logic found that the planning view is

perceived as promoting the most effective strategy formulation; however, the

integrated five-views for implementation is not strong enough to improve strategic

management. Companies A1, A2, A3, and A4 possess strong six-views; they should

adopt development strategy. The results of the test showed employee satisfaction,

customer satisfaction, and stakeholders’ performance where employee satisfaction

and customer satisfaction were directly correlated for four companies. In terms of

\Y



characteristics of industry, the result of strategic management with the six-views

linked to stakeholders’ performance with stakeholders’ expectations and corporate

socia issues was consistent with a positive tendency as manufacturing industries,

companies A1-A2, and service firms, companies A3-A4. In addition, it is worth

mentioning that companies A1, A2 and A4 did not conduct an ideal socia political

arena of stakeholders’ groups when compared with company A3.

In conclusion, the planning view has gained wide acceptance for Taiwanese

companies wishing to successfully achieve strategy formulation, but implementation

shows insufficiencies. Therefore, this research proposes the six-views model for

complementing the lack of a planning view and expands existent theory of the

planning view, highlighting the “people” for implementing strategy, especialy as

related to Taiwanese companies. The roots theory is based on both the theoretical

reasoning and empirical evidence, that the analysis of the six-views should play a

major role in promoting effective strategic management. The research findings are

discussed and recommendations for further research are also proposed.
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CHAPTER 1: INTRODUCTION

1.1 Introduction

| have published two books on economics — Macroeconomics and Microeconomics —

and as a writer | have, in the past decade, become interested in the way the early

micro-economists cited the mathematics of mid-nineteenth century physics, equation

by equation. In fact, strategic management is in line with my current work on the

application of fuzzy logic. | have published three papers in this field, viz, Strategy

Development Using Fuzzy Set Theory — A Case Study of the Ambassador Hotel at

Kaohsiung, Integrating System Dynamic Simulation and Fuzzy-grey Theory for

Strategy Evaluation, and Fuzzy Numbers Applied in the Study of Strategies.

Strategy is a plan for the future as Simon’s (1947) view is a formalized approach

to steer management through the process. Moreover, Ansoff (1965) proposes in

relation to the planning view. This view is prescriptive, in that it seeks to depict how

management should emphasize strategy-making (Ansoff, 1965). In contrast,

Mintzberg (1994a) explains that strategy is not a result of planning, but should be the

starting point instead and, further, permits a response to environmental change

(Cummings and Daellenbach, 2009). Joyce et al. (2003) propose that a successful



company has to combine four main management practices including strategy,

implementation, culture and organizational structure, and two subsequent

management practices. Bossidy and Charan point out, “Execution is a discipline, and

integral to strategy” (2002, 21). Furthermore, Harreld et al. (2007) point out that the

actual planning process is an employees’ exercise undertaken to satisfy senior

managers rather than an accurate reflection of what the firm needs to do to be

competitive and confirmedly not a blueprint for action. Therefore, strategy

implementation occurs not from attention to people or culture but from the alignment

of al of them to implement the chosen strategy. This means that strategy needs to be

governed by integrating different views. These ideas revea a crucia factor, in which

strategy implementation is a necessary work to promote effective strategic

management in organizations, which combines the six-views as roots including the

planning view (PLV) for formulation and the integrated five-views: the logic and

language view (LLV), the learning view (LV), the cultural view (CV), the politica

view (PV), and the ethical view (EV) for implementation. McKiernan (1997)

predicted that knowledge, networks and ethics are important arenas for strategic

management in coming years, also Cummings and Daellenbach (2009) emphasize that

spotlights in the future should include knowledge (and learning), networks (and

relationship), culture and corporate social responsibility (together with business



ethics), thus reinforcing the justifiability of this research._The need is to build on

recognition of the innate ability of managers to draw on their experience, and to

develop the capacity for this to be used more. The main objective of this thesis,

therefore, is to explore basic issues concerning the implementation processes of

strategic management and to develop a method of effective strategic management for

managers of organizations that uses a pluralistic approach by extending existent

theory of the planning view. From the planning view, six insufficiencies in the

strategy-making process are identified:

(@) Strategy is implemented by means of people, whose behaviour cannot be
determined by aplan;

(b) Strategy needs wide communication in an organization;

(c) Strategy formulation is separated from implementation;

(d) The strategic planning process may contribute to only part of the organization;

(e)Planning neglects the dynamic environment and interactive influence rel ationships;

(f) Performance measurement neglects qualitative data such as customer satisfaction,
employee satisfaction and stakeholders’ performance (Kaplan and Norton, 2004).

Jarzabkowski and Fenton (2006: 361) emphasize, “Pluralistic contexts are those that

are shaped by the divergent goals and interests of different groups inside and outside

the organization. Internally, these divergent interests result in multiple organizing



processes, which the interests of external stakeholders lead to multiple strategic goals

and objectives.” Thus, this research proposes a pluraistic approach, termed the

six-views model, including roots, stems, and flowers and fruits, which can probably

help by means of the ideas of critical systems thinking, which evolved in the early

1980s in the work of Jackson, Mingers, and Ulrich, based on a critical awareness of

the defects of various hard and soft systems approaches, and surfaced as a new

integrative systems view in the 1980s and early 1990s. Its objectives are to cultivate

systemic debate on social ends and power relationships. Furthermore, it leads to the

recognition of methodological pluralism (Jackson, 2000). Critical awareness of the

strengths and weaknesses of different methods and methodol ogies enables those most

apt to be selected to explain a wide range of problem issues better than that of a

single method (Mingers and Gill, 1997). Therefore, this research combines the

six-views with the planning view and integrated five-views as an eclectic approach to

strategy (Cummings and Daellenbach, 2009) in order to promote strategic

management successfully.

Such weaknesses can be attributed to the excessive reliance on crisp logic. Crisp

logic involves two values such as strategy formulation/implementation and

competition/cooperation. Such logic has two man concepts: the concept of

contradiction: a thing cannot be itself and something else; and the concept of



excluding the middle: a thing is one of two mutually exclusive things. This idea has

been criticized in the management field, with the advice that |eaders should consider

“both/and” rather than “either/or.” To illustrate the problems with contradiction and

exclusion, Kosko (1999) points out that by definition a system boundary is neither

wholly of the system nor wholly not of the system. Rather, it belongs in some degree

to the system. Similarly, a novel logic would integrate some degree of the planning

view for formulation and the integrated five-views for implementation. Here, the

notion of fuzzy logic is useful. Anderson (1994) mentions that fuzzy logic includes

three main elements. fuzzy sets, membership functions and production rules. Fuzzy

sets have variable boundaries between 0 and 1 as a membership function. Production

rules are a list of fuzzy “if-then” statements that represent human knowledge and

describe the complex non-linear behaviour of the system being controlled (Kosko,

1999) which enables an organization to develop and implement more effective

strategic management under conditions of complexity. Moreover, Akcakaya et al.

(2000) explain that one of the simplest and best ways to represent uncertainty is to

specify a range of possible values as triangular fuzzy numbers (TFN) (Bojadziev and

Bojadziev, 1997). Therefore, fuzzy if-then rules and TFN are applied in this research

for combining strategy formulation and implementation to achieve strategic

management successfully in organizations.



In this introductory chapter, the background of this research will be introduced
first. Then, the structure of the thesis, which includes a literature review, methodol ogy
and data analysis, and the six-views model, will be described. Finally, the objectives

and research issues of the thesiswill be explained.

1.2 Background

It is widely agreed that strategic management is both an important dynamic and a
complex environment because decision making is affected by interaction of
organization elements. (Mintzberg and Waters, 1985; Senge, 1990; Stacey, 2000).
Organizational dynamics reveals that an organization always needs to heed internal
and externa environmental impacts so as to develop organizational strategy.
Complexity, in fact, indicates that an organization is composed of many parts, and
yields interaction among parts, to achieve organizational objectives by means of
people’s implementation. Therefore, one of the main issues of strategic management
is that of tackling strategy implementation (Bossidy and Charan, 2002; Joyce €t al.,
2003; Kim and Mauborgne, 2005; Harreld et al., 2007). As Bossidy and Charan (2002)

point out,

People aren’t doing the things they’re supposed to do to implement a

plan...Execution is a specific set of behaviors and techniques that companies need



to master in order to have competitive advantage. It is adiscipline of its own. In big
companies and small ones, it isthe critical discipline for success now.
(Bossidy and Charan, 2002, 7)

This thesis seeks to examine pluraistic and holistic relationships of strategic

management in organizations; to determine how to tackle insufficiencies of strategic

planning.

1.2.1 Original Overview

The First Industrial Revolution has not influenced market outcomes by strategic

thinking because most firms maintained small sized enterprises. Therefore, the

markets of this era led economist Adam Smith to interpret market forces as an

“invisible hand” rather than a strategy guiding markets. After 1850, the term “visible

hand” of professional managers, was used to supplement Adam Smith’s invisible hand.

Drucker argues that “management is not just passive, adaptive behaviour; it means

taking action to make the desired results come to pass” (1954, 11). The quantitative

analysis was used in formal strategic planning i.e., linear programming. The Boston

Consulting Group (BCG) explains that it is vita to find meaningful quantitative

relationships between afirm and its chosen markets (Henderson, 1984).

In the early 1960s, there were three scholars who made significant contributions

to the development of strategic management. Chandler’s (1962) Srategy and

Sructure explains how strategic change leads to structure change. Ansoff’s (1965)

Corporate Srategy suggests that a firm should use a “common thread” to define four
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categories in its business/corporate strategy (including market penetration, market

development, product development and diversification) for maintaining a firm’s

strategic focus. Furthermore, the logic of Ansoff built into a company’s “strengths”

and “weaknesses” of distinctive competence has to match with the “opportunities”

and “threats” of the marketplace; hence the acronym SWOT framework is useful for

obtaining answers in the development of strategies. Business Policy: Text and Cases,

written by Learned et al. (1965/1969), describes that the success or failure of a firm

depends on the viewpoint of the chief executive or general manager, whose idealit is

to identify the firm as awhole.

By the early 1970s, the experience curve had led to a growth-share matrix, which

represented the first use of portfolio analysis and also became a very important tool

for strategic planning. Based on McKinsey’s study, it points out that formal strategic

planning would divide the firm into “strategic business units” (SBUs). Essentialy, the

strategy recommendation of the matrix was to maintain a balance between ‘“cash

cows” and “stars,” while allocating some resources to feed “question marks” but

“dogs” were to be abandoned. In the mid-1970s, the more quantitative approach of

portfolio planning, the Profit Impact of Market Strategies (PIMS) program, was used

to explore the determinants of returns on investment by regressing historical returns

on several dozen variables, including marketing, market share and R&D expenditures



for supposing to be benchmarks so as to compare the potential performance of SBUs

with their actual performance; for directing more resources distribution to the “stars.”

The experience curve, in fact, had two main problems. in macroeconomic conditions

change, i.e., the high inflation and excess capacity disrupted the historical experience

curve to induce a reduction at innovative ability for pursuing a low cost strategy by

the experience curve (Abernathy and Wayne, 1974). Portfolio analysis was also

criticized as having two problems. First, the strategic recommendations for an SBU

were often excessively sensitive to the specific portfolio-analytic technique used.

Second, a firm’s resource allocation patterns, based on its historical performance data,

were inherently problematic, and financial capital appeared to be most the important

resource. Hayes and Abernathy (1980) criticize portfolio analysis which would lead

managers to emphasize minimizing financia risks rather than investing in new

opportunities that required along-term commitment of resources.

The resource-based view (RBV), based on Penrose (1959), which in the 1990s

became part of the dominant framework in the field of strategic management, points

out firm growth and diversification related to the inherited resources; especialy if a

firm possesses manageria capabilities and was largely introduced in the 1980s.

Essentially, the RBV combines the two related concepts. the knowledge-based view

(Spender and Grant, 1996) and strategic leadership (Finkelstein and Hambrick, 1996).



Barney (1991) argues that a firm’s sustained competitive advantage is derived from its

unique competitive resources. Moreover, Prahalad and Hamel (1990) argue that a

company needs to recognize, cultivate, and exploit its core competencies in order to

grasp the opportunity share instead of market share (Hamel and Prahalad, 1994).

In order to understand the structure analysis of the strategic planning process,

four approaches are discussed:

First, the “supply-demand diagram” of individual markets was combined by Marshall

(1890) there being two basic assumptions: large-numbers and homogeneity. Those

assumptions, in fact, had already been relaxed by Chamberlin (1933) and Robinson

(1933), in monopolistic competition, i.e., the situations where the individual firm

monopolizes its own products but confronts a large number of competitors, similarly

situated, that provided substitute products. Second, Bain (1951) explores the

structural reasons by applied industry organization (I0) economics. He confirms that

some industries are inherently much more profitable or attractive than others. Porter

(1980) proposes in his first book, Competitive Srategy, the “Five-forces”

framework which tries to relate the average profitability of the participants in an

industry to five competitive forces with its theoretical sources based on Bain (1951),

which proposes industry structure and competitive position in the industry. However,

work on strategic groups is largely emphasized on firm groupings within an industry,

10



which attempts to emphasize competitive dynamics and boundary relationships

between the firm and its environment (Chen, 1996) namely, actions initiated by one

firm may trigger a series of actions among the competing firms. Additionally, with

reinforcement on boundary relationships, the field began to focus on, transaction costs

economics (TCE). TCE and agency theory have encouraged much research on firm

boundaries i.e., vertical integration and strategic alliances. According to Porter’s

Five-forces framework this is overemphasized in regard to competition behaviours so

awareness in cooperation actions is neglected.

Third, “the value net” framework, proposed by Brandenburger and Nalebuff

(1996), highlights the critical role that complementors, namely, a co-opetition model

where participants from which buyers buy complementary products or services, or to

which suppliers sell complementary resources, play to influence business success or

failure. Brandenburger and Nalebuff (1996) mention,

Thinking [about] complements is a different way of thinking about business.
It’s about finding ways to make the pie bigger rather than fighting with
competitors over a fixed pie. To benefit from this insight, think about how to
expand the pie by developing new complements or making existing complements
more affordable.

(Brandenburger and Nalebuff, 1996, 14-15)

This complementor’s power may be interpreted as adding a “sixth force” to Porter’s

Five-forces framework. Therefore, the structuralist view of strategy, basicaly, is

based on 10 economics, which propose a <causa cycle of

11



structure-conduct-performance (S-C-P) model. Market structure first depends on

supply-demand conditions; forms the conduct of sellers and buyers, then produces end

performance in turn. The whole systems changes are base on external factors, such as

the basic economic condition and technologica development. Therefore, market

structure is seen as given that it causes firms to take a defensible position against their

competitors in an existing market space, namely, called a “zero-sum game” or

competitive-based strategy thinking. Such strategic thinking leads firms to consider

whether to enter the industries or not. Then firms decide on low cost or the

differentiation position of firms for matching their internal capabilities in defending

competition.

Fourth, Blue Ocean Srategy is based on the reconstructionist view of strategy

that recognizes that market structure boundaries are not dependant on a given market

consideration, but in establishing different markets by the expansive boundaries and a

new level of emerging demand. Therefore, there is hardly any attractive or

unattractive industry per se because industry attractiveness can be replaced by firms’

efforts of reconstruction and the creation of innovation value to break down

boundaries in order to attract non-consumers. This strategy allows firms to create a

“non-zero-sum game” with high payoff possibilities (Kim and Mauborgne, 2005) that

they find that in studying the creation of blue oceans with sustained competitive

12



advantage. Neither firm level nor industry level is the best unit of analysis. Instead, it

should be “a strategic move.” They propose, “A strategic move is the set of

managerial actions and decisions involved in making a maor market-creating

business offering” (2005, 10). Obvioudly, it is a strategic planning approach for the

strategic move of a firm. Moreover, Blue Ocean Srategy proposed two important

ideas to enhance strategy implementation effectively. One is overcome key

organizational hurdles to strategy implementation: cognitive hurdle, political hurdle,

motivational hurdle, and resource hurdle. The other is to build implementation into

strategy. Essentially, Blue Ocean Srategy depends on “tipping point leadership” to

overcome hurdles, winning employees’ backing in implementing and “fair process” to

affect people’s attitudes and behaviours for promoting strategy implementation.

Therefore, there is no doubt that strategy implementation should be combined

together with strategy formulation in line with parts of the six-views in this thesis. In

addition, as mentioned in Blue Ocean Srategy, strategy implementation suggestions,

this thesis proposes that implementation improvement should be complemented with

the learning view in order to challenge the dynamic environment to further build

adaptability culture, and bases on fair process to promote stakeholders’ expectations

in order to perform as the ethical view idea: trust, commitment, empowerment, and

implementation, as mentioned in section 2.3.5.

13



Based on the above analysis, “supply-demand analysis” highlights specific product

markets that consider two-stage exchange relationships between suppliers and buyers.

In the “Five-forces” framework two-stage extends to three-stage. This consists of

supplier, competitors and buyers, which tries to expand boundaries and explicit

consideration of substitution. Moreover, strategic groups focus on intra-industry

differences in firm performance for competitive dynamics. “The value net” explains

that strategic thinking should focus on complementary relationships. Blue Ocean

Srategy attempts to break through markets boundaries and creates a new market

space to make the competition irrelevant for fulfilling value innovation. The above

different approaches of strategy-making are based on changing of boundaries, or

change in relationship, or competitive dynamics thinking, or they depend on unit of

anaysis at industry level, or firm level or a strategic move to make strategic planning,

namely, strategy formulation, which neglect to consider strategy implementation.

Learned et al. (1965/1969) point out that strategic management consists of strategy

formulation and strategy implementation, which involve the participation of all

organizational members, but in practice should be separated. However, strategy

formulation and implementation should be integrated together in the organization for

strategic management (Mintzberg, 1994b; Harreld et al., 2007) as Kim and

Mauborgne point out, “The question companies wrestle with is how to create trust,

14



commitment, and voluntary cooperation deep in the organization. You don’t do it by

separating strategy formulation from execution” (2005, 184). Furthermore, Bossidy

and Charan (2002) point out that when companies fail to deliver on their promises, the

most frequent explanation is that the CEO’s strategy was wrong. But, the strategy by

itself is not often the cause. Strategies most often fail because they are not

implemented well. Recently, learning organizations, reengineering, revolution and

strategic thinking concepts, were widely praised in management practice. However,

those great thinking moves will be enforced to stop dead in their tracks if

organizations lack implementation. Therefore, these situations only worsen because

failure exhausts the resources from the organizations and further destroys the

organizations (Bossidy and Charan, 2002). In short, Bossidy and Charan (2002)

argued that implementation has to be a part of an organization’s strategy (Mankins

and Steele, 2005) and its goals rather than the missing link aspirations and results

(Joyce et al., 2003).

As Gluck et al. (1980), explain the effective firms’ strategies progress depend on

‘static analysis,” hamely strategic planning and ‘dynamic analysis’ viz. integrating

strategy formulation and implementation that try to capture dynamic and

multidimensional analysis so as to reduce routine quantitative analysis. Therefore, in

order to improve strategic management, organizations need a pluralistic approach to

15



combine concepts of “boundary,” “relationships,” and “competitive dynamics

thinking,” to tackle complex and dynamic interactivities behaviours between

stakeholders in organizations as shown in Table 1.1, which illustrates that strategic

management is divided into two dimensions.

Table 1.1 Strategy origin with value boundary, relationships and competitive dynamics

thinking
Strategy origin Value boundary
Profits Values Expectations
Sellers (Competition) Buyers Stakeholders
(Co-opetition) (Corporate
social
responsibility)
S| No planning Invisible » Market forcesasan invisble
t hand hand (1960s before)
» a| Strategic * supply-demand analysis
Competitive t| planning or Visible « Strategic planning (1960); BCG; « Stakeholder
dynamic || formulation hand Portfolio analysis(1970s) model (1984)
;‘é‘;’:ﬂ";ﬁ; c « Market position (1980s)
relationships or SC-Pmodd
D| Strategy » Resource-based (1990s)
y| implementation « The value net(1996)
n Strategy » Execution: The Discipline of Getting Things Done
| formulation and (2002)
M implementation | Hand and
:: gllqr:jim * Managing the Extended Enterprise: the New Stakeholder View(2002)
» What Really Works: the 4+ 2 Formula for Sustained Business
Success(2003)
« Blue Ocean Strategy (2005)
» Strategy Society: The Link Between Competitive Advantage and
Corporate Society Responsi bility(2006)
» Strategic Management of Six-views with Fuzzy Logic(2007)

One dimension is competitive dynamic environment which is separated into

both static and dynamic environments because strategy-making is affected by

interaction of organization elements and a dynamic environment (Senge, 1990; Teece

et al., 1997; Stacey, 2000; Sirmon et al., 2007). The meaning of complex relationships

in organizations highlights the need to build good interaction relationships with

stakeholders for promoting strategy formulation and implementation. The other

16




dimension is value boundary that consists of sellers’ profits, buyers’ value and

stakeholders’ expectations to develop the strategy-making process with the six-views

to obtain hand and mind tandem of organizational members as three mutualy

reinforcing principles. engagement, explanation, and expectation clarity (Kim and

Mauborgne, 2003) for enhancing strategic management. Thus, the six-views approach

isemerged.

1.2.2 Methodol ogies Overview

Ansoff and Andrews’ works focuses on the normative aspect of business

knowledge to identify “best practices” useful for managers. This principle goa is to

influence knowledge to practitioners rather than to pursue knowledge for scientific

advancement. The most appropriate method for accomplishing this objective is

inductive by in-depth case studies of single firms or industries. Generalization is

practically infeasible or desirable, as each case is assumed to be to complex and

unique because “Knowledge generated for one set of ends is not readily applicable to

another” (Learned et al.,1965/1969, 6). Therefore, they conclude that the most valid

methodology depends on case studies to achieve its purpose. For the generalization

godl, it is primarily achieved through induction (Rumelt, 1991), and can be promoted

by comparative studies of multiple cases similar to Chandler’s approach.

Unfortunately, the over-emphasis on the case method and lack of generalization

17



did not offer the base in order to continue advancement of the fiedld. Schendel and

Hatten (1972) argue for a broader view of strategic management that focuses the

development of new theory from which hypotheses could be derived and empirically

tested. Rumelt (1974) first argued that a large sample studied to examine the

relationship between the type of strategy and structure adopted and firm performance

led to the study of many subsequent firms adopting quantitative methods. Particularly,

IO economics studied, methodology of strategy research from inductive, case studies

largely on a single firm or industry, to deduct, large scale statistical approaches

seeking to validate scientific hypotheses, such as strategic groups and game theory.

In short, research methodologies are becoming increasingly sophisticated and

now frequently combine both quantitative and qualitative approaches, and new

statistical tools. Finaly, this review examines the future direction, both in terms of

theory and methodologies, as the study of strategic management evolves (Hoskisson

et al., 1999).

Therefore, this research does not only focus on fuzzy logic combining fuzzy sets

and fuzzy numbers with if-then rules to produce interaction influence, and further

integrates formulation and implementation for promoting strategic management, but

also emphasizes competitive dynamic systems, because the six-views model can be

used to learn from updated information. A particular feature of this model is that it

18



includes a qualitative measurement in performance evaluation. Historically, firms

have judged organizational effectiveness using profitability (Porter, 1980; Peteraf,

1993), but a corporate strategy of maximization of profits will lead to a serious

problem because such a strategy is based on short-term goals, and ignores the firm’s

goals in the long term (Kaplan and Norton, 1996). Fuzzy logic methods hint at many

measurement issues (Grint, 1997) and the goal of €eliciting indications of complexity

and dynamics could be achieved by using qualitative methods (Warren et al., 1998) as

Kaplan and Norton (2004) point out, the intangible assets features of performance,

such as quality, satisfaction, or attitudes towards customers. This involves a

fundamental shift in the way organizations manage and measure success, focusing on

employee satisfaction, loyalty, and customer satisfaction (Kaplan and Norton, 1996;

Heskett et al., 2008), such as, higher customer satisfaction produces higher repurchase

loyalty for manufacturers and retail ers (Finkelman and Goland, 1990).

Furthermore, two novel theories of management will be explained to improve

methodologies, such as fuzzy logic (Zadeh, 1965; Klir and Yuan, 1995; Dimitrov,

1997) and critical systems thinking ( Ulrich, 1983; Midgley, 2003; Jackson, 2000). It

will be shown how they can be used for managing the dynamics and complexity of

strategic management in organizations.
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1.3 The Sructure of the Thes's

This thesis is organized into three parts, athough they are interlinked. Here, an

overview of each part is presented, interrelated with the objectives of the thesis.

1.3.1 Part 1: Literature Review

Part 1 discusses and identifies the six-views for dealing with strategic management.

This research proposes a pluralistic approach — the six-views as roots for promoting

strategic  management, which combine strategy formulation and strategy

implementation to overcome current deficiencies of the planning view particularly in

line with the Taiwanese background. This six-views is like the roots of a tree, which

are its basic foundation. Each is discovered, alone, to be insufficient for effective

strategic management. The issues of strategic management where each of the

six-views can probably help are identified by means of the ideas of the critical

systems thinking, which is put to the test in the second part of the thesis. Part 1 is

separated into four chapters as follows.

Chapter 2 deals with the first objective of this thesis, to offer an appraisa of the

context of strategic management. Therefore, this chapter reviews previously relevant

literature of strategic management research. First, the nature of strategic management
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is described and the different views of strategic management are explained, then the

reasons underlying the idea of combining planning view and integrated five-views are

explored. Audit and improvement of the six-views are also presented. The traditional

planning view, which seeks to address some insufficiencies of the existing, critically

reviewed planning view, is briefly presented in the last section of this chapter.

Chapter 3 focuses on the second objective of this thesis: that is, to identify how the

environment is very dynamic and complex, and to consider how these factors

influence effective strategic management in organizations. For example, a discussion

is presented of competitive environment analysis with Five-forces analysis and how to

fit the supply chain operation strategy, and internal six-views analysis in organizations.

Then, ideas of critical systems thinking and fuzzy logic are integrated into the

six-views model for foreseeing environmental change and combining strategy

formulation and implementation, as explained in Chapter 4 in order to further improve

strategic management.

Chapter 5 will be used to describe how to achieve the objectives of organizations by

means of pluraistic thinking. In order to explore whether strategic objectives are

achieved, performance evaluation forms an essentia step in the strategic management

21



process of guiding a company by the six-views.

1.3.2 Part 2: Methodology and Data Analysis

Part 2 covers the theoretical development of the six-views model which have to be

made operative in order to display that it has practical utility and potential. The

research methodology is designed to assess the likely utility of the model and to

identify and surface the issues of strategic management in Taiwanese companies.

A questionnaire was sent to seventy manufacturing industries, including

thirty-five big corporations and thirty-five small to medium sized enterprises, and one

hundred and thirty service firms including sixty-five big corporations and sixty-five

small to medium sized enterprises in Taiwan. Furthermore, interviews were conducted

in seven manufacturing industries and eight service firms, in which twenty senior

managers were interviewed. The data was used to identify the issues of strategic

management for Taiwanese companies. Four companies were selected as case studies

to practice the six-views model. Part 2 is divided into four chapters as follows.

Chapter 6 explains the research methods used, namely, a questionnaire, interviews and

case study. The questionnaire contained nineteen questions designed to estimate the

extent to which strategic management is recognized in organizations. The first

interviews were conducted to acquire a deeper recognition of the present situations of
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strategic management in Taiwanese companies. The purpose of qualitative research

interviews in the case study was to further validate the model.

Chapter 7 provides a descriptive analysis of the questionnaire results, which expose

the current situation of strategic management in Taiwanese companies. Moreover, it

shows how the results of the questionnaire are related to promote effective strategic

management including strategy formulation and implementation. This fulfils the third

objective of thisthesis, namely, to analyse the current situation of strategy formulation

and implementation in Taiwanese companies.

Interviews were conducted to reveal ‘what’ and ‘how’ Taiwanese organizations are

doing in order to tackle their strategic management needs. Chapter 8 presents the

results of the first face-to-face interviews, in relation to strategy formulation and

implementation for promoting the success of strategic management in Taiwanese

companies.

1.3.3 Part 3: Practicing the Six-views Model

Part 3 shows how well the six-views model can dea with the issues of strategic

management and promote strategic management based on the findings of fieldwork

research. In Chapter 9, the results of qualitative research interviews are utilized to
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confirm the research findings and support the interpretation of the results.

The framework of the six-views model is drawn out in Chapter 9. It is based on

six-views to combine planning, leadership and organization, and offers a suitable

pluralistic thinking approach to successful strategic management. In turn, from the

historical activities of four companies, under a dynamic environment, their process of

strategy-making is discovered and it is explored how far they have gone toward the

application of a six-views model._This is the fourth objective of thisthesis.

In turn, Chapter 10 practices the six-views model by case study in four Taiwanese
companies. Chapter 11 contains a summary of the thesis. The main contributions and
limitations of the thesis are explained. Ideas are proposed for future research and

recommendations are made for strategic management.

1.4 The Objectives of the Thesis

As discuss above, this thesis proposes four objectives to promote strategic

management in Taiwanese companies, as follows.

(1) To provide an understanding of effective strategic management via defects of the
planning view.

(2) To examine two tools of anaysis including critical systems thinking with
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six-views and fuzzy logic combining strategy formulation and implementation to

promote effective strategic management in organizations.

(3) To analyse the current situations and issues concerning strategic management in

Taiwanese companies, which include their strategy formulation and

implementation with the six-views and develop a six-views model.

(4) To practice the six-views model by case study and provide suggestions from the

results of the finding.

1.5 Conclusion

Important ideas of strategic management have been disclosed in this chapter. It has

been shown how the research attempts to address these insufficiencies by means of a

literature review and empirical research, leading towards the formation of the

six-views model. The model combines roots, stems, flowers and fruits as explained:

The six-views are organizational roots which range from planning, leadership, and a

company culture built to cohere with employees’ beliefs. It engages wide

communication with stakeholders, encourages team learning and innovative ideas,

and has mutual trust with suppliers, customers, and stakeholders. The stem of the

six-views model offers the foresight of a competitive environment with Five-forces
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analysis and supply chain operation strategy in SBUs. The characteristics of two

tools — critical systems thinking and fuzzy logic were applied to assist in tackling the

defects of strategic planning for combining strategy formulation and implementation.

The performance evaluation identifies the results of strategy implementation, which

includes employee satisfaction, customer satisfaction, and stakeholders’ performance

as flowers and fruits of a tree. The structure of the thesis has been explained, and the

objectives set out. The following chapter begins the literature-based part of the thesis,

with an exploration of issuesin strategic management.
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PART 1: LITERATURE REVIEW

CHAPTER 2: STRATEGIC MANAGEMENT

2.1 Introduction

First, the context and content of strategic management are introduced, including the
definitions of strategy and management, and a description of the nature of strategic
management. Strategic management is a dynamic and complex process, which must
be implemented by people. Through the dialogue and participation process, managers
and employees become committed to supporting the organization. Following that,
Mintzberg’s (1987a) five Ps for strategy formulation in line with the six-views of
strategic management, including strategy formulation and implementation, are
discussed. In turn, the six-views of strategic management are reviewed individually,
particularly the planning view, to see these insufficiencies and to draw out the
approach of the six-views for enhancing strategy implementation effectiveness.
Finally, to illustrate, the context audit, strengths and weaknesses, and improvement of

the six-views are introduced.

2.2 Strategic Management
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2.2.1 What are Strategy and Management?

(2) Definition of strategy

The ‘Strategic Era’ is derived from the decade following World War 11. The canons of
military strategy have been developing for centuriesin line with commercial business.
After the war, the faculty of Harvard Business School started to explore and create the
discipline of strategy and there evolved a series of strategic concepts such as SWOT
anaysis, strategic portfolios, experience curves and competitive advantage
(Ghemawat et al., 1999). These became benchmark tools of management in the 1970s.
It is difficult, now, to conceive of the strategy field without them.

The chances of an organization surviving and growing from the ground are
greater if it has the right strategy. Every organization would be well advised to pay
close attention to strategy because it could greatly improve their chances of success.
In order to understand strategy, its ‘mission’ should be defined first. The definition of
amission “Why the organization exists, especially what it offers to its customers and
clients” (Kaplan and Norton, 2008, 64). In order to accomplish the mission, an
organization must set up an effective strategy in terms of the internal and externa
environment.

“Strategy is concerned with deciding what business an organization should bein,

where it wants to be, and how it is going to get there” (Boddy and Paton, 1998, 316).
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Subsequently, Mintzberg and Quinn (1996) observe that strategy is a two-way street
requiring both visionary leaders and empowered followers. In short, strategy-making
is framed, as Kaplan and Norton (2008) point out, as assessing the ability of internal
attributes and external factors can help or hinder the company’s achievement of its
vision for ensuring the strategy leverages interna strengths to pursue external

opportunities, while countering weakness and threats. Boddy and Paton said,

Strategic decision is likely to be complex in nature...to involve a high degree
of uncertainty,...to demand an integrated approach to manage the organization
and may also involve major change in organizations.

(Boddy and Paton, 1998, 317)

Therefore, “strategy” must be a systematic directional guide, which must be
implemented effectively in order to achieve the mission of an organization.

In general, an organization includes three levels of strategy. The first is
corporation strategy which influences the mission of an organization. Corporation
strategy involves decisions about an organization as a whole. Strategic decisions here
need to be related to the SBUs. The second level of strategy is the SBUs which are
concerned with how to compete successfully in a particular market, such as vehicle
sales, vegetables, and hotels. The third level of strategy is the supply chain operation
strategy which is concerned with the effective integration of organizational resources,
processes, people, and their skills for fulfilling the overall strategic direction of the

SBUs (Kaplan and Norton, 2008). In this thesis, the three levels of strategy in
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organizations will be analysed and a six-views model will be developed to ded

effectively with the insufficiencies of the planning view so as to facilitate strategy

implementation effectively.

(2) Management for uncertain conditions

The emerging management challenges, which senior managers are beginning to tackle,

include many uncertainties including being able to sense changes in their competitive

environment, and must be able to seize new opportunities and avoid threats (Harreld

et al., 2007) They engender the need to fit supply chain operation, which means

managers need to develop a strategic direction in order to achieve the mission of an

organization.

People management is a complex feedback process because managing people in

an organization, both as individuals and as members of a web of working

relationships, requires selecting how to influence behaviour. For example, changing

organizational culture, ethics and politics are likely to impact on the organizationa

operation. Boddy and Paton (1998) assert that a key element in this way of thinking

about organizationsis to see the difference between what are called linear, that is, step

by step, and interaction influence systems.

Events happen and circumstances in the outside world change in ways which

management cannot predict in their plans. For these reasons it is impossible to find
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any clear linear relationships between cause and effect (Boddy and Paton, 1998).

Therefore, it is necessary to discover an interaction connection between cause and

effect (Forrester, 1958; Senge, 1990; Stacey, 1995). For example, effective

implementation in strategic management may reflect an interaction influence of the

dimensions of learning and culture (Edmondson, 2008).

In order to deal more effectively with such uncertainty, managers attempt to

understand and depict what has happened. Initially, they may be vague about the

dependent variables. There may be a lot of ambiguities about attributing causes to

effects (Boddy and Paton, 1998) because of the complexity of human behaviour. As

mentioned above, strategic decisions are complex in nature and involve a high degree

of uncertainty, so there is even more of a need for promoting implementation of

strategic management. The nature of strategic management is, nevertheless, different

from other aspects of management as will be introduced and will be shown how it

differs from operational management.

2.2.2 Nature of Strategic Management

(1) Comparison of strategic management with operational management

Basically, there are many different factors that influence the process of strategic

management in organizations. Size of organization is a main factor; larger companies

are more formal in accomplishing strategic management tasks. Other factors that
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influence formality include management styles, complexity of environment,

complexity of production processes, nature of problems and purpose of planning

systems. Steiner’s (1979) typology of the forces influencing the design of strategic

management systems is shown in Figure 2.1. An operational manager is most often

required to tackle problems of operational control, such as the efficient production of

goods, the management of financial performance, or the design of some new

schedules which will improve the efficiency of the operation. These factors are all

very important (Johnson and Scholes, 2002). However, they are crucially concerned

with effectively managing already deployed resources, aways in a limited part of the

organization and within the context and guidance of an existing strategy. The nature

of strategic management highlights organization-wide, especialy it integrates strategy

formulation and implementation, and long-term implications. Therefore, it is different

from operational management which emphasizes operationally specific, routinised,

and short-term implications. Some of these differences are summarized in Table 2.1.

(2) What is strategic management?

Boddy and Paton argue that,

Strategic management is an organization-wide task involving both the
development and implementation of strategy. It demands the ability to steer the
organization as a whole through strategic change under conditions of
complexity and uncertainty.

(Boddy and Paton, 1998, 339)

32



Mintzberg (1987b) argues that strategic management could also be thought of as a

process of crafting.

Toward more formality and Toward less formality and
more details fewer details

Organization

Small one-plant companies
Large companies

Management styles
Policy maker
Democratic-permissive
Authoritarian
Day-to-day operational thinker
Intuitive thinker
Experienced in planning
Inexperienced in planning
Complexity of environment

Stable environment
Turbulent environment
Little competition
Many markets and customers
Single market and customer
Competition severe

Complexity of production processes

Long production lead times
Short production lead times
Capital intensive

Labour intensive

Integrated manufacturing processes
Simple manufacturing processes
High technol ogy
Low technology
Market reaction time for new
production is short
Market reaction timeislong

Nature of problems

Facing new, complex, tough problems
having long-range aspects
Facing tough short-range problems

Pur pose of planning system
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< Coordinate division activities
Train managers >
Figure 2.1 Forces influencing design of strategic management systems (Source: Steiner, 1979,
54)
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Table 2.1 Characteristics of strategic management and operational management
(Source: Johnson and Scholes, 2002, 15)

Srategic management Operational management
*Ambiguous *Routinised

*Complex

*Organization-wide *Operationally specific
*Fundamental

*Long-term implications Short-term implications

Here strategic management is seen not as a forma planning process, but rather in

terms of processes by which strategies develop in organizations on the basis of the

managers’ experiences. The craftsman’s mind is functioning constantly in tandem

with his hands, but large organizations try to separate the work of “minds and hands”.

Environmental conditions become dynamic or complex; moreover different

approaches are needed to understand the environment accordingly, as shown in Figure

2.2 and explained in the following paragraphs:

ENVIRONMENTAL
CONDITIONS
Simple Complex
Static — : R
« Historical analysis + Decentralization
« Forecasting of organizations
+ Experience
and learning
Dynamic
- Scenario ?
planning
Figure 2.2 Approaches to making sense of the environment (Source: Johnson and Scholes,
2002, 83)

¢ |n simplée/static conditions, the environment is relatively straightforward to see and
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does not undergo notable change. When competition and markets are fixed over time

and technical processes are relatively simple, such as in some mass manufacturing

companies, future environmental conditions are likely to be more predictable. For

example, in public transportation, demographic data might be used as a tool for

planning the provision of transportation.

¢ In dynamic conditions, managers must not only be concerned with the past but they

must also pay attention to the future. They may do this intuitively, e.g. by scenario

planning. A scenario is described as “not a forecast but one possible future structure”

(Porter, 1985, 481). It involves the identification of uncertainties, the determination of

causal factors that drive them, and the formation of a range of possible assumptions

and their integration into the scenario.

® In complex situations, an organization finds that it is hard to understand people’s

interaction with, and influence over, the complex environment. For example, a

multinational company needs to tackle different country cultures and manage the

firm’s relationships with stakeholders etc. because of its diversity.

As Jackson (2000) argues, an organization should use a multi-view to deal with

the complex problems of involving peoples’ behaviours. In turn, this research draws

on Mintzberg’s (1987a) five Ps and adds another P for strategy formulation. Thisisan

attempt to link the six-views for improving strategy formulation and implementation
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in organizations.

2.3 The Six Psfor Srategy Formulation in line with the Six-views of

Srategic Management

A review of the literature on strategic management reveals that Mintzberg’s (1987a)
“Five Ps for Strategy” explains that the field of strategic management cannot afford to
rely on a single definition of strategy. Therefore, the explicit recognition of multiple
definitions can help practitioners and researchers consider some of their
interrelationships. Consider the example of the Honda Company. It did not go to
America with the main intention of selling small family motorcycles at al; rather the
company seemed to fal into the market aimost inadvertently. In other words, their
strategy emerged, step by step, but once recognized, was made deliberate. Honda
developed its intentions through its actions - another way of saying that pattern
evoked plan.

Based on Mintzberg (1991) and Ansoff’s (1994) argument, in fact, Mintzberg
emphasizes emergent strategy, fact, and an informal learning view; but Ansoff focuses
on intended strategy, science, and a forma planning view. Mintzberg (1991) points

out, “Planning (or learning) couldn’t do strategic management issues all.” Mintzberg
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(1991: 466) mentions, “Let’s not let ourselves be seduced by learning or by formal

planning. A score of 1-0 for informal learning over formal planning reflects not the

wealth of management practice at al, but the poverty of the performance in our

research.” Instead, between 1-0 of fuzzy thinking should be encouraged to combine

them together. Moreover, Mintzberg’s (1994b) “Rethinking Strategic Planning, Part 1:

Pitfalls and Fallacies” mentions that strategic planning suffers from three

“fundamental fallacies,” (more details explained in section 2.3.6).

The Mintzberg et al. (1998) book, Srategy Safari: A Guided Tour Through the

WIds of Srategic Management, aso explains with “The Blind Men And The

Elephant” that we are the blind people and strategy formulation is our elephant. Since

no one has had the vision to see the entire beast, everyone has grabbed hold of some

part or other and “railed on in utter ignorance” about the rest. We certainly do not get

an elephant by adding up its parts. An elephant is more than that. Yet to comprehend

the whole we also need to understand the parts. Therefore, Mintzberg et al. (1998)

presents ten schools (design, planning, positioning, entrepreneurial, cognitive,

learning, power, cultural, environmental, and configuration) which fall into three

groupings. The first three schools are prescriptive in nature. In turn, the six schools

that follow consider specific aspects of the process of strategy formulation, and have

been concerned less with prescribing ideal strategic behaviour than with describing
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how strategies do, in fact, get made. The final group is only one school, also called

configuration. People in this school, in seeking to be integrative, cluster the various

elements of our beast — the strategy-making process, the content of strategies,

organizational structures and their contents.

Ansoff (1994) recommends strategic planning did not die but has been

transmuted into several different forms of strategic planning. Ansoff (1994: 31)

mentions, “In this practice, general managers and implementors participate in

developing plans, staffs play catalyst roles,...and the planning process blends

creativity and rational analysis,...and the key impact of the key managers’ mindset

and of the organizational culture is anticipated”, to response Mintzberg’s citizens

strategic planning. Bossidy and Charan (2002) point out that a good strategic planning

process requires the utmost attention to the “how” of implementing the strategy.

Additionally, Johnson and Scholes (2002) aso propose that formalized planning can

be useful in various ways such as thinking about complex strategic problems,

contributing to the co-ordination of resources to put it into effect, helping to

communicate intended strategy, and using it as means of control by agreed strategic

direction. Kim and Mauborgne (2005) propose that implementation be built into

strategy.

Obvioudy, a literature review of strategic management issues may involve
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multi-views (Hoskisson et al., 1999) or eclectic integration thinking (Cummings and
Dadllenbach, 2009). Mintzberg’s (1994b) paper informed this research to overcome a
gap between strategy formulation and implementation. Mintzberg’s 1987 paper, “The
Strategy Concept I: Five P’s of Strategy”, helped me to evolve the six P’s of strategy
including plan, perspective, pattern, position, ploy and partners’ expectations, and
proposed the six-views for closing the gap between strategy formulation with the
planning view and implementation with the integrated five-views because as

Mintzberg et al. mentioned,

“The configurational approach should not, therefore, allow us to ignore the
nuances of our messy world. We need fine-grained work that exposes the complex
interrelationships among things. As Raphad (1976) has pointed out, the richest
forms of life exist on the edges, between sea and land, forest and field, and so on.”
(Mintzberg et €l., 1998:348)

Finally, this research develops the six-views model by roots. six-views to
promote organizational performance as flowers and fruits. The relationships between
the six Ps and the six-views are discussed as follows.

Strategy is a plan for the future as Ansoff (1965) proposes in the planning view.
The strategic planning view is based on strategy formulation, such as splitting
planning into distinct steps, each with many tables, and focuses on the setting of
objectives in the beginning, with the elaboration of budgets and operating plans at the

end. It focuses on forecasting, but a major deficiency of this view is its overemphasis

39



on quantitative analysis. In fact, the strategy process has to consider also qualitative

analysis. Therefore, this research also includes qualitative measurement: employee

satisfaction, customer satisfaction, and stakeholders’ performance. Moreover, the

fuzzy if-then rules are used to foresee the dynamic and complex changes, combine the

planning view and integrated five-views and performance evauation by experts’

experience. A fuzzy system builds a bridge from inputs — the planning view and the

integrated five-views - to outputs - strategic management with six-views. The bridge

of rules may offer a simple and better way to control a system or process like a human

expert who has alot of if-then rules of thumb in his head (Kosko, 1999).

Strategy is a perspective which looks inside the organization. The economist

Schumpeter (1947) proposes an entrepreneurial view which highlights innovative

conceptions and image, i.e., a vison. However, this focuses on behaviour from an

individual perspective, so there is a lack of discussion about what the cognitive

process of strategy-making is. Thus, the logic and language view is proposed to

promote interaction of the idea and cognition of strategy in organizations as blue

ocean strategy also mentioned that managers have to wake employees up to the need

for astrategic shift (Kim and Maubortgne, 2005).

Strategy is a pattern looking at past behaviour. Lindbolm (1959) notes that

strategy-making is likely to be a learned activity rather than a controlled process of
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rational management. However, the learning view is a shifting process, leading to the

decomposition of strategy and incoherence. The dynamic capability approach sees

strategic management as a collective learning process (Hamel and Prahalad, 1994;

Teece et al., 1997; Harreld et al., 2007). This research suggests cohering learning and

knowledge by interacting with the cultural view.

Strategy is a position for the assertion of an externa marketplace, such as

Porter’s (1980; 2008) position in the economic marketplace. However, the position

view overemphasizes economic, competitive, generic strategies and analytical

calculation. It neglects uneconomic, cooperative, perspective strategies and the

internal competences of the organization as forces of organizational culture.

Strategy is a ploy to try to outwit organizational competitors. However, the

macro political view points out, an organization may cooperate with competitors

instead of engaging in head-to-head competition. Moreover, strategy should further

consider stakeholders’ expectations, as Post et al. (2002) point out that the stakeholder

view emphasizes the role of stakeholder relationships in the creation of organization

wedth.

This research argues, therefore, that strategy is also about achieving partners’

expectations. This research defines partners including resource-based: customers,

employees, and shareholders; industry structure: management, competitors, and
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suppliers; the social political arena: local communities and government, as Jones et al.

(2007) mention, that stakeholder is a collection of internal and external groups

(Freeman, 1984). The term ‘stakeholders’ could be defined as “any group or

individual who can affect, or is affected by, the achievement of a corporation’s

purpose” (Freeman, 1984). Various partners’ expectations can interact and influence

organizational decision-making, then become a strategy. For example, at work, the

emphasis was on a command-and-control approach to promote compliance: rules,

punishment, training and reporting. Conversely, the values-and-integrity approach can

be seen as a market-based approach because employees are asked to participate in the

value of the firm (Tyler et al., 2008). Paine (1994) argues that the values-and-integrity

approach, rests on employees governing their own behaviour by voluntarily selecting

compliance behaviour because they believe it to be the best way to act. Moreover,

managers and employees are discussing about the values and how people of integrity

use them to guide decision-making. Tyler et al. (2008: 32) point out, “When this

engagement occurs, employees are more likely to comply with rules even when they

are not mentioned. Such employees come to be good stewards of the company’s

values,...In this approach, enforcement of standards does not belong solely to ethics

officers and their designers, but to all employees.” Business ethics is a beyond

motivating rule adherence that the strategies have the additional benefit of more
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broadly engaging employees’ active ties on behalf of their firms and behaviours

linked to the firm’s profitability (Tyler et al., 2008) ; thus, a good ethical idea is a

precondition in order to promote strategy implementation. In other words, ethics and

business success can go together (Tyler, 2008). The economist, Friedman (1962)

believes that ethica audit should not be separated from the idea of socia

responsibility. This research believes, however, that the ethical conception not only

includes social responsibility but also includes shareholder interests and obligations to

stakeholders.

This section has outlined, in general terms, the advantages of combining the six-

viewsin apluralistic approach to strategy formulation and implementation. In order to

obtain a fuller understanding of the strengths and limitations of each individua

perspective, and of its potential contribution in strategic management, each view is

presented in more detail.

2.3.1 The Logic and Language View

The role of logic is important because it plays a significant part in the way people

think. Ford and Ford (1994) assert that logic refers to basic assumptions, which form a

framework within which reasoning takes place. It provides the view through which

people see everything: it tells people what is true, what is good, and what the nature of

things is. Language is one of the most important tools for communication that a
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manager has. Managers utilize language in everything they do, such as in meetings,

and in team communication. Language is the medium through which strategy is

developed, through which tacit information is clarified, and through which ideas are

shared within organizations. When someone is ‘operating’ in a particular logic, they

take its rules and boundaries for granted. Logic poses the problems, provides the

language for explaining and understanding them, and decides their solutions.

Logic involving only two values is called binary logic. This takes the bi-polar

form of competition/cooperation, strategy formulation/strategy implementation,

thinkers/doers, and true/false. In recent years, it has become popular to challenge this

kind of thinking in management writings, with the exhortation that managers shift

from ‘Either/Or’ to ‘Both/And’, and take paradox more seriously (Kaufmann and

Gupta, 1988; Pascale, 1991; Stacey, 1996b; Gregory, 1996; Grint, 1997). Stacey

(1996b) has many useful things to say about paradox; however, he retains a binary

structure when he considers organizations and management.

Similarly, Kaufmann and Gupta (1985) in effect, create a new concept of

Either/Or vs. Both/And, which can even stretch to the work of those concerned with

fuzzy logic. Kosko (1994, 69) sets up a polarity between Aristotle ‘prophet of A or

Not A’ and the Buddha, ‘prophet of A and Not A’. Aristotle ‘prophet of A or Not A’

means that bit values describe the stakeholders as totally belonging to organizations



or totally not belonging to organizations, namely, with a bit value 1 or a bit value 0.

Buddha ‘prophet of A and Not A’ means that a bit value is a degree or number

between 0 and 1. This research argues that managers tend to cultivate fuzzy, holistic

and pluralistic thinking rather than dichotomous thinking to formulation and

implementation in strategic management. Simultaneously, a leader needs to be aware

of formal and ineffective communication because a leader’s preconceived ideas keep

a strong hold, which tends to prevent the opinions of organizationa members being

integrated in organizations. However, some managers may lack recognition of fuzzy,

pluralistic, and integrated communication thinking. Gronstedt (1996) points out, that

integrated communication uses an appropriate combination of sending, receiving, and

interactive tools drawn from a wide range of communication disciplines to create and

maintain mutualy beneficial relations between the organization and its key

stakeholders.

Basically, under the machine conception of organization, behaviour of strategic

change is strongly influenced by ideas developed through a combination of

assumptions of economic rationality and stability. The aim of management activities

is to achieve a predetermined, optimum, and logicaly derived set of objectives

concerned largely with profit maximization. In contrast, March and Simon (1958)

argue that the main determinant of strategic behaviour is influenced by biology,

45



sociology, psychology, system dynamics, and evolutionary economics, rather than

economic rationality. Strategy-making, therefore, is governed by means of activities

which typically emerge from a broad variety of influences. In their view, the

development of non-equilibrium systems is based on the integration of a complex

network of interaction influence relationships and random developments, which leads

to the emergence of new system configurations. Thus, most social phenomena are

neither mechanistic/ordered, nor chaotic, but in a dynamic state which falls

somewhere between the two, in other words, two valued logic is a special case of

fuzzy logic. Similarly, linear thinking may be considered a specia case of systems

thinking.

Managers are no longer talking about a dichotomy between strategy formulation

and strategy implementation. Both are part of the process information of strategic

management in organizations. Furthermore, they can promote integrated

communication within organizations in order to enhance all organizational members’

strategy recognition. Kaplan and Norton emphasi ze,

The leadership team of a business unit must meet periodicaly to review the
progress of its strategy. Operational issues, unless they are particularly significant
and cross-functional, should not be discussed at this meeting. Attendance at
strategy reviews should be compulsory for the unit’s CEO and all members of its
executive committee.

(Kaplan and Norton, 2008, 74)

Strategic management, therefore, is primarily concerned with the process of pluralistic
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thinking. It also deas with how to maintain the best fit between the firm and the

environment by adapting to the environment through improving the thinking of the

leaders of the organization.

2.3.1.1 Audit of the Logic and Language View

In the work of strategic management, the logical thinking process and communication

skills play a crucial role. Organizationa members should understand the goal,

objective, and mission of a company or company activities in the market place. Then

employees can realize the role they play and implement the strategic objectives in the

company. Therefore, good communication among all of the organization members

influences the effectiveness of implementation. In particular, leaders need fuzzy and

pluralistic thinking rather than binary thinking. The audit of the logic and language

elementsis shown in Table 2.2.

Table 2.2 Audit of logic and language view (Source: Adapted from Sigband, 1981, 47).

Strongly Disagree Neutral Agree  Strongly
disagree agree

(1) Keep employeesinformed of company goals, objectives,
and plans.

(2) Inform employees of company activitiesin the market
place.

(3) Tell employees about various facets of negative,
sensitive, and controversial issues.

(4) Encourage every manager and supervisor to meet
subordinates at least weekly and engage in dialogue
concerning job related situations.

(5) Communicate important events and decisions as
quickly as possible to all employees.

(6) Establish a climate where innovation and creativity are
encouraged, and employees are rewarded for trying
and succeeding, but not penalized for trying and
failing.

(7) Have every manager and supervisor discuss with each
of his subordinates, the latter’s progress and position
in the firm.

(8) Strategic decision-making process must cultivate fuzzy
and pluralistic thinking rather than crisp thinking.
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2.3.1.2 Improving the Logic and Language View

Communication serves four mgjor functions within a company, including control,

motivation, emotional expression, and information (Robbins, 2003). Communication

can flow vertically, laterally, and integrated. These different communication levels can

be basic, moderate, and strong. They promote organizations to set up effective

communication with their specific stakeholders in organizations as shown in Table 2.3.

The vertically dimension can be further divided into downward and upward

directions.

Table2.3 Reinforcing strategy implementation with planning view and integrated five-views

Improving levels Integrated five-views Planning view
LLv A robust strategic planning
—upward and downward move:
. communication « Recognizing the competitive
Basic LV—single-loop environment
CV—artifacts & etiquette * Identifying the company’s
PV—foundation compliance cruc al_ ISSUes .
- « Evaluating implementation
Py EV —right capability within the
o LLV— downward and upwgrd, company
and lateral communication + Exploring the stakeholders’
@] LV— double-loop expectations for upholding
Moderate CV—behaviour & actions galset;kc?r?gl gi;ft un and
= : . .
" 2//% '.°°W.er sharing long-run objectivesin the
—justice _ company
LLV—integrated communication | . Modifying the strategic
LV—triple-loop planning move in dynamic
CV—core values complex environment by the
Strong constant learning disciplines.

PV—power distribution
EV—utilitarianism

(1) Downward and upward

Communication that flows from one level of a group or organization to a lower level

is a downward communication. When people think of managers communicating with

employees, the downward pattern is the one people are usually thinking of. It’s used
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by group leaders and managers to assign goals, provide job instructions, inform

employees of policies and procedures, point out problems that need attention, and

offer feedback about performance. However, downward communication does not

have to be through personal contact.

Upward communication flows to a higher level in the organization. It is used to

offer feedback to higher-ups, to inform them of progress toward goals, and to relay

current problems. Upward communication keeps managers aware of how employees

feel about their jobs, co-workers, and the organization in general. Managers also rely

on upward communication for ideas on how things can be improved.

(2) Lateral

When communication takes place among members of the same work group or among

members of work groups at the same level, among managers at the same level, or

among any horizontally equivalent personnel, it istermed lateral communication.

Why would there be a need for horizontal communications if an organization’s

vertica communications are effective? The answer is that horizontal communications

are often necessary to save time and facilitate coordination. In some cases, these

lateral relationships are formally sanctioned. More often, they are informally created

to short-circuit the vertical hierarchy and expedite action. Lateral communications can

facilitate management’s viewpoint, be good or bad since strict adherence to the formal
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vertical structure for al communications can impede the efficient and accurate

transfer of information.

(3) Integrated communications (IC)

This research adopts integrated communications, in that it includes all the various

stakeholders in a company and consists of five aspects. awareness integration, unified

image, database integration, customer-based integration, and stakeholder-based

integration.

e Awareness Integration

According to Duncan and Caywood,

Awareness of the changing business, socia, technological, political, and
cultural environment creates the demand for a new business system to respond
to the market.

(Duncan and Caywood, 1996, 24)

Caywood (1997) mentions that a process of “benchmarking” the best practices of

competitors and of noteworthy non-competitors can help an organization to

understand how other successful organizations responded to change in their

environments.

 Unified Image

This aspect of 1C recognizes the value of having a consistent message, feel, and look

emanating from organizations. The most simple characteristic of integration isto have

a unified image of all communication actions, normally referred to as ‘one look, one
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voice,’ in the industry jargon.

An analysis of the communication network used to develop the communication

programme is required, especially from the viewpoints of all stakeholders. One aspect

of the total quality management (TQM) philosophy is a systems and process-oriented

view. This could help with integration of the image developed by key stakeholders

through cross-functional processes. Some tools of TQM, such as benchmarks and

teamwork, help to integrate the message to all key stakeholders.

 Database Integration

Database integration attempts to develop a more personaized two-way

communication for overcoming one-way communication of unified image. This

aspect of database integration makes two-way communication really possible by

connecting the organization to its stakeholders. This maximizes feedback by using the

database to encourage customers and stakeholders to talk to the organization.

e Customer-based Integration

To get customer-based integration, it is necessary for the communication department

to work together with all the front-line workers in the company who interact with

consumers, for example, delivery people, or telephone operators.

» Stakeholder-based Integration

Organizations must identify their stakeholders because these dozens or even hundreds
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of groups and individuals may play an essential role in the future success of the

organizations. Therefore, it is very important for organizations to understand how to

identify their specific stakeholder. The tool of stakeholder analysis can recognize

stakeholders for integrated communications. Harrison and St John define

stakeholders as,

An identification and prioritization of key stakeholders assessing their needs,
collecting ideas from them, and integrating this knowledge into the strategic
management process.

(Harrison and . John, 1994, 17)

The interna and external stakeholders analysis can help IC by identifying

stakeholders and, furthermore by developing understanding of their needs and goals

so that meaningful communication between organizations and their stakeholders

could be improved.

As mentioned above, downward and upward communications are not aways in

person. Lateral communication can short-cut and facilitate cross-functional

co-operation in organizations. Moreover, integrated communication can support

beneficial relations between organization and stakeholders to promote strategy

formulation and implementation.

2.3.2TheLearning View

The learning view is derived from Lindblom’s (1959) article, “The Science of

Muddling Through”, but it was developed in Quinn’s (1980) book: Srategies for
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Change: Logical Incrementalism. Quinn (1980) points out that incrementalism

integrates the interaction of fragments together. It assumes that the strategic processis

amessy one rather than an ordered process, so it emphasizes emergent process instead

of intended strategy. Intended strategy means the attempt to develop management

strategy by systematic analysis of individual elements (resources, capability, position,

and the environment), which focuses on control. However, learning pays attention to

emergent strategy, whereby people interact and further develop a pattern, and then

formulate a strategy. As Edmondson proposes,

Fostering an atmosphere in which trust and respect thrive, and flexibility and
innovation flourish, pays off in most settings, even the most deadline driven.
When managers empower, rather than control; when they ask the right questions,
rather than provide the right answers; and when they focus on flexibility, rather than
insist on adherence, they move to a higher form of execution. And when people
know their ideas are welcome, they will often innovate ways to lower costs and
improve quality — thus laying a more solid foundation for their organization’s
success.

(Edmondson, 2008, 67)

This has implications both for knowing and for action.

Intended strategy falls into the trap of analysis/choice from implementation and

will likely miss important emergent topics. This suggests that emergent strategies

have an important role to play in management of environmental complexity. The

essence of the learning view is this process of adaptation, the ability to react to

unexpected events, to exploit or experiment with new ideas ‘on the ground’.

Mintzberg gives the example of a salesman coming up with the idea of selling an
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existing product to some new customers. Soon all the other sales-people begin to do

the same and ‘one day, months later, managers discover that the company has entered

a new market.” This was not planned but learned. People learn in the process of

implementation.

A system naturally undergoes transition between equilibrium points through

environmental adaptation. Control and order is emergent rather than predetermined

(Lewin, 1992; Dooley et al., 1995; Stacey, 1995, 1996a). This natural emergence of

order became known as self-organization. Later work explored this phenomenon, and

identified three common characteristics of models of self-organization (Dooley, 2001).

First, there is the natural emergence, not only of order, but also of new structures and

new modes of behaviour, including processes of learning and evolution. Second, there

are open systems, which are operating far from equilibrium. Third, there are internal

feedback loops described by influence of interaction. Learning is, therefore, a crucia

resource which occurs by means of the interaction between established routines and

new situations.

Under a dynamic environment, learning and strategy are firmly connected;

actually they are synonymous (Stern and George Stalk, 1998). However, Stern and

Stalk point out that the most difficult aspects of learning in connection with strategy

are:



« Letting go of obsolete concepts

+ Creating the relationships between people that make learning feasible
« Appreciating rates of change

+ Developing a systems perspective.

(Stern and George Stalk, 1998, 249)

It is aso worth noting that an organizational leader looking for error needs to be
supportive of experimentation and condone mistakes that are made in an effort to
improve and innovate. For example, Sony’s first product, a rice cooker, never worked
well, and its first magjor innovation, a tape recorder, was a complete failure in the
market. Wal-Mart is the strongest retailer in the world nowadays, but the first store
opened by Sam Walton, Wal-Mart’s founder, ended nightmarishly, because of several
bad business arrangements. What each of these examples shows is that the key to
ultimate success is a tolerance for the mistakes inevitably associated with trying

anything new.

Ralph Stayer, the innovative CEO of Johnsonville Foods, sends this same message
when he tells his organization, “Anything worth doing is worth doing poorly.” In
other words, if it is important for us to be able to do something, we ought to be
willing to tolerate some mistakesin learning how to do it.

(Miller, 1998, 331)

Basically, a prerequisite for learning isto develop comprehensive information, such as
knowledge, skills and technology that is externally relevant, understand this
information, and share it across organizational boundaries. Edmondson’s (2008: 60)
article, “The Competitive Imperative of Learning,” mentions “Today’s central

manageria challenge is to inspire and enable knowledge workers to solve, day in and
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day out, problems that cannot be anticipated.” However, if an organization over

emphasizes learning, it may undermine the ability to produce a coherent feasible

strategy or may lead to no strategy. Therefore, the learning aspect of strategic

management means attempting to learn new knowledge while executing (Edmondson,

2008), highlighting collective learning to enhance knowledge and experience for

improving the quality of decision-making, and encouraging innovative strategy, even

at the risk of mistakes, under atolerant regime. Tilles reinforces this learning idea; he

says, “When companies stop learning, they begin to pursue relentlessly what used to

be appropriate behaviour. How long they then survive is a function of how rapidly

their industries change” (quoted in Stern and George Stalk, 1998, 253).

2.3.2.1 Audit of the Learning View

A hierarchical structure and functional orientation often optimize individual functions

a the expense of the whole business and the customer. Learning organizations |ook

and behave fundamentally differently from traditional organizations. Traditional

organizations tend to emphasize strategic planning and routine work. In contrast,

learning organizations emphasize continuous improvement and innovation. In this

research, therefore, the features of the learning organization are the basis for auditing

the learning view. The factors used to audit the learning process are shown in Table

24.
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2.3.2.2 Improving the Learning View

As Argyris (1992) points out, there is a distinction between single-loop learning (e.g.

the refinement of an existing routine) and double-loop learning (reframing), which

includes fundamentally questioning the assumptions, underpinning a particular

routine, and perhaps introducing a completely new one. Double-loop learning enables

top executives, managers and front-line employees to learn to work together in

partnership in terms of changing the external environment. For example,

organizational members share experiences with their colleagues at meetings, attend

external conferences and exchange information with suppliers. This boosts

employees’ new knowledge through the transformation of experience and

information.

Table 2.4 Audit of learning view (Source: Adapted from Miller and Dess, 1996, 381).

Srongly Disagree Neutral Agree Strongly
disagree agree

(1) Attitude toward change: if you
aren’t changing it, it won’t keep
working.

(2) Dominant fear is not adapting
rather than making mistakes

(3) Responsibility for innovation
belong to everyone

(4) Involvement in experimentation
belong to anyone with work to do

(5) Level of improvement sought
with continuous improvement

(6) The source of competitive
advantages are knowledge
and expertise

(7) Dominant approach is complete
empowerment rather than
controlling others
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Much development work with executives takes place at the incremental level,

sometimes at the level of reframing, but seldom at the transformational level (creating

ashift in context or viewpoint about themselves). Hargrove (2000) articul ates the goal

of transformational learning:

| use the triple loop learning model, which has been enormously effective in my
role as a thinking partner, both in impacting performance and solving complex
problems. The typical scenario is that people have a goal, take action, and produce
unintended results. | guide my thinking about what is needed by asking myself the
following question: (1) Does the person need to switch a way of being or role,
perhaps becoming a leader instead of a manager? (2) Does the person have ways of
thinking that are leading to an inability to solve the problem or to misfired actions?
And (3) Does the person need atip on how to do the same thing better?

(Hargrove, 2000, 22)

While change at the incremental and reframing levelsis quite common, this research

also further cited transformational change to be more of a challenge.

1. Single-loop Learning

This research points out that single-loop learning of new skills and capabilities

through incremental improvement is weaker than double-loop and triple-loop learning.

This involves doing something better without necessarily examining or challenging

underlying beliefs and assumptions as shown in Figure 2.3.
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Figure 2.3 Single, double and triple-loop learning (Source: Adapted from Hargrove, 2000, 22)

2. Double-loop Learning

This research emphasizes by fundamentally reframing the underlying patterns of

employees thinking and behaviour so employees are capable of doing different things.

Thislevel of learning often embraces single-loop, but goes beyond it. Thisis the level

of process analysis where employees become observers of themselves, asking, "What

is going on here? What are the patterns?* Employees begin to see that they are part of

a system of interaction, and that employees can impact the system by their own

behaviour. Argyris (1990) refers to defensive routines as usually below employees’

level of awareness, self-fulfilling, and self-defeating. With the reframing of

employees’ thinking and behaviour, they learn to be less defensive, more open, and

increasingly self-aware. This is where most individual and/or organizational change

takes place and what to observe at the individual and interpersonal levelsis shown in

Figure 2.3.
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3. Triple-loop Learning

Triple-loop learning involves transforming employees by creating a shift in their
context about themselves as shown in Figure 2.3. Whether gradually or suddenly,
employees’ thoughts and feelings produce questions in the strategy implementation
process. However, in this particular context, employees will never be the same; for
example, there are other contexts by which employees operate and which are till

open areas for exploring assumptions, and so on. As Hargrove (2000) emphasizes

People in organi zations are discovering that although solving complex problems
requires teams, solving problems of the highest complexity requires creative
collaboration among extraordinary combinations of people who represent
different views and backgrounds. It has become increasingly clear that creative
genius is not the result of individua efforts but rather collaborative in nature,
whether it is happening in research and development, in marketing or on the
factory floor.

(Hargrove, 2000, 23)

In short, the nature of the helping relationship makes all the difference in triggering
and reinforcing transformational learning. Thoughtful coaching at the single-loop and
double-loop levels of learning can automatically evoke transformational change.
Definitely, other skill strategies, other "reframes”, and other methods of reinforcing
transformational learning than the ones cited above could be useful. In this research
there are single-loop and double-loop approaches as basic and moderate learning may

hinder strong learning as triple-loop learning by reinforcing the individua's
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preconceived notions in order to progress strategy implementation as shown in Table

2.3.

2.3.3The Cultural View

The cultural view is a collective process (Mintzberg and Quinn, 1996) for

strategy-making. Culture unites a collection of individua employees into an

integrated entity called an organization and further becomes the force of the

organization, even the soul of its physical body; namely, it is the personality of the

organization. Therefore, as Mankins and Steele (2005) emphasize closing the

strategy-to-performance gap provides both benefits including a source of immediate

performance improvement and an important driver of culture change with alarge and

lasting impact on the organization’s capabilities, strategies, and competitiveness.

Schein (1985) refers to organizational culture as the pattern of basic assumptions

that a given group has discovered to deal with its problems of external adaptation and

internal integration. Culture is difficult to express precisely, but everyone knows what

itis. It derives from individua group and organizational experience accumulated over

time. Experienced managers report that new members of an organization soon learn

the particular culture of the organization by looking at the attitudes of existing

workers, what the members wear, and the professional terms or language used.

Therefore, recognizing the significance of cultural dimension and trying to use it as a
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tool for implementing strategy are important (Bonn and Christodoulou, 1996; Taylor,

1997; Miller, 1998; Harreld et al., 2007). As Flood points out, “Treating and

managing organizations as if they are cultures is a potentially powerful way of getting

things done.” (1993, 122)

A great deal of literature (e.g. Hofstede, 1991; Hall, 1992; Johnson and Scholes,

1997) has been generated over the past decade about the concept of organizational

culture—particularly in regard to how to change organizational culture. Efforts to

change organizations are rumoured to fail most of the time. Organizational culture, in

fact, belongs to the soft side of the company so is much more difficult to measure than

the hard side, such as organization structure; and the causal link between both sides,

soft and hard, are not always clear. For this reason, many strategic planners now place

as much emphasis on strategic values as on mission and vision. Such changes,

however, are steady and incremental, keeping in mind the long-term goals of the

organization, rather than sudden and radical. To supporters of the continuous change

viewpoint, the boom-and-bust approach to strategic change is like running a marathon

by sprinting and then standing still to catch one’s breath. Marathons are not won by

good sprinters, but by runners with endurance and persistence who can keep a steady

pace. Some organizations behave like the hare in Aesop’s fable, showing off their

capabilities to take great leaps, yet burdened by a short span of attention. Conversely,
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other organizations behave more like the tortoise, moving gradually and without

interruption, focusing on the long-term goal. Thisisin line with evolutionary theory,

rather than the revolution perspective, which usually reflects an unsound obsession

with the short term (Wit and Meyer, 1998).

Based on evolutionary theory, genetic systems can be conceived in terms of two

elements. adaptive and configurational. Adaptive systems are open to incremental

change in response to competitive behaviour or environmental pressure for customers.

In contrast, configurational systems are composed of internaly balanced gene

complexes that are not open to environmental change, but the nature of the individual

will change. In fact, organizational culture is part of the resource-based theory

(Wernerfelt, 1984), which includes resources and competences. Organizational

competences consist of explicit factors including organizational culture, capital and

organizational routine and implicit factors including skills, professiona technology

capability and management capability. The main resource of competence comes from

human resource, so that a company needs to create an environment of organizational

culture. Therefore, it will integrate the individua knowledge of the organizations,

members, to enact a distinctive organizational culture. In the cultural system, inputs

include rituals, symbols, stories, and values on competition or service. The process is

based on the assumptions, vaues, and norms, more specifically speaking, values in
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relation to facilities and people. The cultural outputs include organizationa

behaviours, strategies, image, products, services, and quality. Peters and Waterman

(1982) as well as Deal and Kennedy (1982) suggest that a strong and distinct culture

helps to integrate individuals into an organization. They claim that creating the

appropriate culture is a key element in high-performance organizations. Moreover, a

strong culture is associated with the frequent use of rituals, symbols, stories, slogans,

and values. These elements increase employee commitment to the values and strategy

implementation of a company.

However, research from a survey of two hundred corporate companies found that

a strong culture does not ensure success unless the culture is one that encourages a

healthy adaptation to the external environment (Draft, 1998). A strong culture,

therefore, that does not encourage adaptation can be more damaging to an

organization’s success than having a weak culture. Additionally, the cultural view

leads to two problems. One problem is that culture is difficult to find and change, the

other problem is the tendency to see culture as a strategic advantage which makes an

organization unique, while ignoring the idea of balance between internal resources

and external competition.

2.3.3.1 Audit of the Cultural View

In this research, assessment of culture elements is based on the example of Generad



Electric (1992), which influenced the success of strategic changes. Elements of

cultural assessment are shown Table 2.5. The first column is used to measure the

importance of the culture element in each category. The second column is used to rate

the compatibility of the proposed strategy with the current culture. The nine linguistic

variables from A to |, where A represents the least important degree, | representing the

most important degree, are shown in Appendix A.

Table 2.5 Audit of cultural view (Source: Rowe et al., 1994, 476).

Score (A-1) for each column
Importance Compatibility with
of culture strategic change

(1) Founder’s beliefs and values
(2) Key executive’s style

(3) Maturity of organization

(4) Cohesiveness and collaboration
(5) Openness and trust

(6) Climate of organization

(7) Recognition of individual

(8) Rewardsfor performance
(9) Support of individua

(10) Participation in decisions
(11) Consistent communication
(12) Enforcement of policies
(13) Degree of social interaction
(14) Opportunity for growth
(15) Level of job security

(16) Level of technology

(17) Degree of innovation

(18) Sense of belonging

(219) Latitude in job execution
(20) Sense of urgency

The four dimensions in which culture and strategic change are related are shown

in Figure 2.4. Low scores in both columns suggest that the change is inconsistent with

culture and that factors other than culture should be considered. A low score in the

first column (Importance of elements in culture) and a high score in the second
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(Compatibility of elements with proposed strategy) indicate that the culture is related
to the strategy, so little attention to cultural elements is required. A high score in the
first column and alow score in the second signify a seriously constrained relationship
between the culture and the strategy. If the scores in both columns are high, the fit is
supportive: elements that are important in the culture are strongly compatible with the
strategic change. The stronger the elements in the culture and the more incompatible
the proposed strategy, the more difficult it is for the strategy to succeed.

The procedure for evaluating culture is that three managers from each company
were asked to decide the scores, from A to I, for “importance of culture” and
“compatibility with strategic change”, respectively. Then the average scores for the

three managers in each organization were calculated by TFN as shown in Appendix

A.
100
Constrained Supportive
Reconsider Incorporate culture
3 cultural change explicitly in pursuing
o B strategy
3 gr 50
S 3 Inconsistent Related
a 0 Consider factors Minimal attention
- other than culture required to
cultural elements
0 50 100
Compatibility of elementswith proposed strategy
Figure 2.4 Importance of culturd fit to strategic change (Source: Adapted from
Rowe et al., 1994, 475)

2.3.3.2 Improving the Cultural View
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Hall (1995) points out that the ingredients comprising culture include the three levels

of culture: ABCs, which change over time to match organizationa strategy.

* A- Artefacts and etiquette (surface culture): These are the visible, concrete elements

of culture such as language, form of greeting, clothing, the physical layout.

¢ B- Behaviours and actions (deeper culture): These are the consistent patterns of

behaviour such as the ways people make decisions and styles of problem-solving.

These behaviours are less visible than the surface culture.

e C- Core vaues, morals, and beliefs (the deepest culture): The judgments that

members hold about what is right or wrong, fair or unfair. Organizational members

can develop different shared visions on ethical issues to do their business.

This research uses the ABC levels as layers, with artefacts being the most

superficial manifestation (basic) and core values (strong) being the deepest, as shown

in Table 2.3.

Petrack (1990) identifies that the four categories of culture are based on two

factors: the competitive environment requires flexibility or stability, and the strategic

focus and strength is internal or external. Studies of culture and effectiveness have

proposed the fit among, strategy, environment, and culture. The four different

organizational culture characteristics will be introduced as follows:

(1) Adaptability culture is characterized by strategic focus on the externa
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environment through flexibility and change to meet customer needs. The culture

encourages norms and beliefs that support the capacity of the organization to detect,

interpret, and trandate signals from the environment into new behaviour responses,

namely, employees possess self-organization, innovation and creativity.

(2) Mission culture is characterized by emphasis on a clear vision of the

organization’s purpose and on the achievement of goals, such as sales growth, or

market share, to help achieve the purpose, namely, highlighting competition of market

and mission orientation.

(3) Clan culture has a primary focus on the involvement and participation of the

organization’s members and on rapidly changing expectations from the external

environment, namely, employees share vision, and trust each other as a harmonious

family.

(4) Bureaucratic culture has an internal focus and a consistency orientation for a

stable environment, namely, emphasizing management efficiency, and hierarchical

|eadership as a command-and-control organization.

Not all cultural ingredients, in fact, have to be governed all of the time. Artefacts

and etiquette can safely be downplayed, behaviours must be governed, and values

cannot be managed. Differences on the artefacts and etiquette dimension are not

enough to make or break a partnership because they can be overcome by reading a
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guide to learn the etiquette, or the language. Cultural reasons for failure - behaviours -

are the most important ingredient rather than be attributed to the pure artefacts and the

etiquette dimension because behaviours drive the way a company does the things it

does (Hall, 1995). Culture differences in behaviours and actions heavily impact the

success or failure of a partnership because of differences in behaviours of planning,

decision-making and communicating. The importance of managing strategic

relationships is in the way that a shared vision is built, that employees are motivated,

that performances are measured.

In recent years academics and managers have realized that culture appears to

have a significant influence on organization, particularly, in strategic management

(Cummings and Dallenbach, 2009), hence, interest in organization cultures has grown

rapidly. This research suggests that an organization can apply the ABC levels of

culture to build one of Petrack’s (1990) four organizational cultura styles, as shown

in Figure 2.5.
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Figure 2.5 Integrating ABC levels and categories of culture

There is no best cultural style for a company, because the different culture styles have
different characteristics that suit various organizational objectives.

In a context of strategic focus and a dynamic environment, an organization
should build an adaptability culture. For example, the Taiwanese state-run enterprise,
Taiyen Limited Company, had changed its culture from a bureaucratic to an
adaptability culture. The culture change process in the company included a change
leader who set a good example for employees to follow; changing leadership style;
establishing a reward system to link employees’ performance; advocating a
suggestions system to enable employees to participate and providing improvement
issues, such as operational process, innovative perspectives, and employees’ morale;
widespread communication with stakeholders; and applying ethical ideas, to build

positive stakeholders’ relationships; if employees’ innovative ideas were accepted by
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the company, they gained rewards. Eventually, Taiyen Limited Company transformed

its balance sheet from negative to positive and employees’ bonus rose up to 11 months

by the end of 2004. Therefore, this research proposes five tips for changing

organizational culture.

(1) Leaders set the behaviour. Leadership style, in line with Lao-Tzu’s management

philosophy, sets a good example for employees’ behaviour.

(2) Integrated communication emphasizes communication between the organization

and its stakeholders for understanding strategic goals and promoting mutual

advantages so that strategic planning is implemented by people.

(3) Linking rewards with performance can motivate employees’ creativity and

innovation ideas.

(4) Reinforcing ethics for enhancing value judgment of the strategic planning

process so as to attain right, justice, and utilitarianism in line with stakeholders’

expectations to promote strategy implementation.

(5) Creating a learning discipline where employees’ knowledge, experience, and

capability of learning from each other enhance strategy implementation in the

organization.

2.3.4 The Political View

The view of strategy as an emergent process has much in common with political
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perspectives on strategy. Lindblom (1959) concludes that strategy-making is not a

scientific or rational process, but an iterative incremental process. Lindblom’s thesis is

that the rational approach described by Simon (1947) is unreadlistic. Lindblom argues

that limits on the intellectual capacity of humans, sources of information, and

resources were such that comprehensive rational planning and detailed evaluation of

aternative strategies was impossible. He also asserts that the identification of values

prior to the analysis of alternative strategies to achieve them was an artificia

construct because all strategies encompass implicit value judgments. Boddy and Paton

point out,

Value judgments are embedded in each potentid strategy. The complexity of many
socia problemsis such that identifying cause and effect and thus appropriate policy
solutions (strategies) is difficult. But there remain fundamental differences in
values between individuals and groups in society, and the relative power of groups
will ultimately determine which strategies and options are favoured.

(Boddy and Paton, 1998, 343)

Strategic choice, therefore, is not a comprehensive and objective process, but takes the

form of a limited comparison of options, restricted to those which are considered

politically acceptable in order to implement. Bolman and Deal refer to propositions

about the world of organizational politics as follows.

+ Organizations are codlitions of variousindividuals and interest groups.

« There are enduring differences among coalition members in values, beliefs,
information, interests, and perceptions of redity.

+ Most important decisions involve the allocation of scarce resources — who gets
what.

« Scarce resources and enduring differences give conflict a central role in
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organizational dynamics and make power the most important resource.

+ Goals and decisions emerge from bargaining, negotiation, and jockeying for
position among different stakeholders.
(Bolman and Dedl, 1997, 163)

In order to enhance the quality of value judgment, this research suggests that

managers have to ponder different perspectives from stakeholders’ opinions which are

based on the limited capacity of human beings’ recognition.

Basically, the political or power view has two branches. One is called the micro

political view which emphasizes tackling the play of politics, that is, the focus is on

internal actors conflicting with their colleagues. The other is called the macro political

view which highlights the organization acting for its own benefit in relation to other

organizations. Accordingly, proponents of the political view argue that it is not

possible to formulate an optimal strategy and try to implement it alone. In other words,

any intended strategy will be distorted every step of the way because of the

conflicting goals of individuals and codlitions. The politica view suggests that

companies move away from the conception of strategy-making as the product of

homogenous teams. Instead, different actors pursue their own benefits. Strategy is

here more ploy than position. As Astley (1985) points out, collaboration (i.e., strategic

alliances and licensing) has come to rule the strategy-making process over

competition. However, organizational leaders need to pay attention to stakeholders’

expectations, actively, rather than confine themselves to ploys and bargaining,
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passively. Clearly, the political view overemphasizes the organization’s manipulation

of othersto fit its objectives. It seems to miss patterns for strategic management, even

in rather conflictive situations.

Johnson and Scholes (2002) describe the strategy formulation of organizations as

“externally dependent.” They find that their strategy is often imposed on them from

outside sources and their freedom of choice becomes restricted. Strategy, the ability to

bargain successfully, is dependent on the relative power of the organizations involved

(Boddy and Paton, 1998). Therefore, a leader should be encouraged to consider the

different stakeholders’ expectations and to adopt ethical ideas for tackling arguments

among them to promote effective strategy implementation.

2.3.4.1 Audit of the Political View

One approach for illustrating and evaluating different styles of management is the

Blake and Mouton (1964) Managerial Grid. The Managerial Grid offers a basis for

comparison of managerial stylesin terms of two principa dimensions:

e Concern for production is the amount of emphasis which the manager places on

accomplishing the tasks in hand, achieving a high level of production, and getting

results or profits.

e Concern for people is the amount of emphasis which the manager gives to

subordinates and colleagues as individuals and to their needs and expectations.
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The Manageria Grid indicates that low scores in both variables represent
“impoverished management”. A low score in the first variable (concern for production)
and a high score in the second (concern for people) indicate “country club
management”. Middle scores in both variables represent “middle-of-the-road”
management. A high score in the first variable and a low score in the second indicate
“authority-compliance” management. High scores in both variables represent “team

management”, as shown in Figure 2.6.

100
Country club management Team management
90 Thoughtful attention to the needs Work accomplishment is
of people for satisfying relationships from committed people;
80 leads to a comfortable, friendly interdependence through
organization atmosphere and acommon stakein
8 70 work tempo. organization purpose
-] leads to relationships of
a trust and respect.
2 60 Middle-of-the-road management
o
_§ 50 Adequate organi zation performance is possible through
S balancing the necessity to get work out while maintaining
@ morale of people at a satisfactory level.
40
I mpoverished management Authority-compliance
30 Exertion of minimum effort to get management
required work doneis Efficiency in operations
appropriate to sustain results from arranging
20 organi zation membership. conditions of work in such a
way that human elements
interfere to a minimum degree
10
10 20 30 40 5 60 70 80 90 100
Concern for production
Figure 2.6 The leadership grid  (Source: Adapted from Mullins, 1999, 213)

Managers were asked, “to what degree does the leader of your company consider
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‘concern for production (or mission orientation)’ and ‘concern for people (or

relationship orientation)’ important?” The assessment score is from A-l, where A

represents the least important degree, | represents the most important degree, as

shown in Appendix A. Audit of the political view is shown in Table 2.6. In practice,

three managers in each company were asked to decide the degree of importance of

“concern for production” and “concern for people”, respectively. Then the TFN of the

three managers’ scores were calculated.

Table 2.6 Audit of political view (Source: Schermerhon Jr J. R. et al., 1994, 517)

Concern for production  Important degree |Concern for people Important degree

(2) Allocating responsibility (1) Infusing vision

(2) Controlling and problem- solving (2) Motivating and inspiring e
(3) Creating routine and equilibrium (3) Creating change and innovation ____
(4) Power retention

(5) Creating compliance

(4) Empowerment of others
(5) Creating commitment

(6) Emphasi zing contractual (6) Stimulating extra effort L
obligations - (7) Leader interest in others

(7) Leader detachment and — and intuition L
rationality (8) Proactive environmental

(8) Reactive environmental approach ——— approach -

2.3.4.2 Improving the Political View

This issue concerns the attitudes of leaders towards its employees. Some research

evidence from companies in both the United States and Germany indicted that

people-centred practices are strongly associated with much higher profits and

significantly lower employee turnover (Kinicki and Kreitner, 2006). The
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people-centred practices in these successful companies include job security, careful

hiring, power of training, less emphasis on status, and trust building. It is essential that

these factors are a package deal; they need to be instaled in a coordinated and

systematic manner, not in bits. Today’s organizations need to undergo immense and

permanent changes, for example, command-and-control management is giving way to

participative management and empowerment. Employees are increasingly being

viewed as internal customers and partners. The manageria shift should be applied to

improve the political view. This research takes the foundation compliance as the basic

political style and power distribution as the highest political style, as shown in Table

2.7 and Table 2.3.

Table 2.7 The characteristics of three leadership styles

Foundation compliance

Power sharing

Power distribution

Employees’ role

Employees as assets

Employees as friends

Employees as partners

Motivation style

Education and training

Employee’ suggestions
and employees’ career
planning

Pioneer enterprises or
strategic business unitsin
intra-company

Management Command-and-control Participative Trust —commitment

philosophy management —diligence —
empowerment

Learning and Periodic learning; Between foundation Continuous life-long

knowledge narrow specialisation compliance and power | learning; generalists with

distribution

multiple specialties

Compensation
criteria

Time, effort, rank

Bonus and reward

Skills results, partners

Primary source of
influence

Formal authority

Between foundation
compliance and power
distribution

Knowledge(technical and
interpersonal)

Decision-making
style

Limited input for
individual decisions

Between foundation
compliance and power
distribution

Broad-based input for joint
decisions

Handling of power

Hoard and restrict

Between foundation

Share and broaden access

and key access compliance and power

information distribution

Approach to Resist Between foundation Facilitate
change compliance and power

distribution

(Source: Adapted from Kinicki and Kreitner, 2006, 8)
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An individual’s degree of politicalness is a matter of personal values, ethics, and

temperament. Individuas who are either strictly non-political or highly political

generally pay aprice for their behaviour. The former may experience slow promotions

and fed left out, while the latter may run the risk of being called self-serving and lose

their credibility. People at both ends of the political spectrum may be considered a

survival tool in complex organizations. As some experts point out

... political behaviour has earned a bad name only because of its association with
politicians. On its own, the use of power and other resources to obtain your
objectives is not inherently unethical. It all depends on what the preferred
objectives are.

(Kinicki and Kreitner, 2006, 334)

The practical steps in Table 2.8 are recommended for managing organizational
politics. Observe the importance of reducing uncertainty through standardized
performance evaluations and clear performance-reward linkages. Measurable

objectives are management’s first line of defence against negative expressions of

organizational politics.

Table 2.8 Political tips for managing organizational politics

To reduce system uncertainty

Make clear what are the bases and processes for evaluation.

Differentiate rewards among high and low performers.

Make sure the rewards are asimmediately and directly related to performance as possible.
To reduce competition

Try to minimize resource competition among managers

Replace resource competition with externally oriented goals and objectives

To break existing political fiefdoms

Where highly cohesive, be keenly sensitive to managers whose mode of operation is the
personalization of political patronage. First, approach these persons with a directive to “stop
the political manoeuvring.” If it continues, remove them from the positions and, preferably,
the company.

To prevent future fiefdoms

Make one of the most important criteria for promotion an political attitude that puts
organizational ends ahead of personal power ends

(Source: Kinicki and Kreitner, 2003, 276)
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2.3.5TheEthical View

An important, often overlooked, facet of strategic management is its system of ethics
and values, because organizational ethics help to drive the reputations of
organizations (Schwab, 1996; Walker, 1999). Reputation is perceived as one of the
resources which make the most important contribution to business success (Hall,
1992). Hal points out, “The resources, which are of strategic significance, are
reputation, research momentum, etc., as it is these factors which govern the future
earning potential.” (1992, 135)

Ansoff (1979) demonstrates that the strategic problems facing organizations
during the last quarter of the 20™ century were more turbulent and interconnected
than formerly. He clearly points to the increasing social, political and ethical demands
that organizations faced at the turn of the century. In such a context, company strategy
provides an accepted theoretical framework for integrating the moral responsibilities
of organizations into their strategy formulation and implementation processes (Stead
and Stead, 2000). Moore (1971) sees ethics as the scientific discussion of ‘what is
good conduct’ within the context of a broader controversy. Ethics, therefore, is not
crisp logic, but the language of fuzzy logic. Fuzzy boundaries can be used to help a
better understanding of organizationa structures and stakeholders. Thus, instead of

Mintzberg’s sharp difference between internal and external stakeholders, managers
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can recognize that partial membership of intersecting sets, such as fuzzy boundaries,

substitute for sharply defined “crisp” boundaries.

Basically, there is potential for conflict objectives between an organization and

its stakeholders. Company strategy allows for analyses of the relationships between a

firm’s long-term issues and its key stakeholders in light of its core values and ethical

systems (Freeman, 1984; Cummings and Dallenbach, 2009). As Levy explaines,

Firms interact with each other and with other actors in their environment, such as
consumers, labour, the government, and financial ingtitutions. These interactions
are strategic in the sense that decisions by one actor take into account anticipated
reactions by others, and thus reflect a recognition of interdependence.

(Levy, 1994, 170)

The ethical view illustrates that a company has a socia responsibility to do the

right thing, based on four arguments: moral obligation, sustainability, licence to

operate, and reputation (Porter and Kramer, 2006), to make people understand

corporate social responsibility which is very important to fulfil strategic management

(Cummings and Daellenbach, 2009). For example, Chinese fake medicines, toxic

chairs, lead-containing toys, and toxic shoes had impacts on consumers all over the

world. China Post News points out,

Tainted milk formulain China has killed three babies in a spreading scandal that has
revealed that one-fifth of dairy companies tested nationwide have sold products
tainted with a chemical that has sickened more than 6200 children...In addition,
Guangdong-based Yashili and Qingdao-based Suncare also recalled their tainted
milk powder, which is exported to five countries in Africa and Asia: Bangladesh,
Yemen, Gabon, Burundi and Myanmar.

(China Post News, Sep. 18, 2008, 1)
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In particular, the stakeholder management concept implies that strategy

formulation and implementation consider the expectations and concerns of all relevant

stakeholders (Post et al., 2002). An example of the ethical dimension is provided by

Wen-Lung Shiu, founder of Chi Mei Corporation, whose governing ideas are “put

yourself in others’ place” and an exhortation to be “selfless” (Hung, 1996) because he

was influenced by Lao-Tzu, a Chinese philosopher. During 1985-1986, when prices of

ABS (a chemica material, which includes Acrylanitrile, Butadiene and Styrene) were

rising, Chi Mei Corporation tried to hold the price of ABS stable for the domestic

market. By this means, Chi Mei won a good reputation and became the biggest ABS

Company in the world (Fortune Magazine, 1993). As this example shows, the ethical

view of strategic management can be immensely valuable in achieving the objective

of organizations (Hull, 2000). Conversely, China Point News reports,

Japan and Singapore have recalled Chinese-made dairy products, and the
governments of Malaysia and Brunei announced bans on milk products from China
even though neither country currently imports Chinese dairy items...Food and
product safely scandals have been a feature of Chinese life. Only last year, the
government promised to overhaul inspection procedures after exports of medicines,
toys, pet food ingredients and other products killed and sickened people and petsin
North and South America. The chemical in the dangerous pet food was the same as
in the milk scanda — melamine.

(China Point News, Sep. 22, 2008, 15)

Therefore, the whole world’s fears grew over Chinese milk and ruined the Chinese

image because of their unethical behaviour.

For Lao-Tzu, his prescription to reach the highest management level is “to
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govern by doing nothing that goes against nature.” According to Lao-Tzu, enlightened

administration is possible only when the leader can set a good example for the people

to follow, instead of proclaiming restrictive laws and regulations which tend to

interfere with the orderly life of the masses. In other words, he advocated

empowerment. In fact, Taiwanese companies should be encouraged to recognize that

the strategy-making process needs to encompass ethnical behaviour and even

corporate social responsibility.

Murphy et al. (1996) point out that trust is the core of ethical discipline and

creates a good interaction. The stakeholders will then move to a new level of

commitment; in other words, both partners make and keep promises to maintain good

cooperation. Eventualy, commitment associated with empowerment and

implementation is what happens after the relationship has formed. Effective

stakeholder management, therefore, requires three essential virtues. trust—

commitment— empowerment.

In a wide sense, organizational governance arrangements determine the

minimum obligations of an organization towards its various stakeholders. Therefore, a

key strategic issue within organizations is the ethical stance that is taken regarding the

extent to which the organization should exceed these minimum obligations in relation

to any specific group of stakeholders. Halal (1977) and Carroll (1979) propose the
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idea of corporate social responsibility which will be emphasized in strategic

management in the future (Cummings and Daellenbach, 2009). The definition of

corporate social responsibility is, “An organization’s obligation to maximize its

positive impact and minimize its negative impact on society” (Dibb et al., 2001, 776).

The interdependence between a firm and society takes two forms: a firm has on

society by its operations, and external social situations also influence corporations.

Corporate social responsibility interprets the obligations of the firm to the firm’s

stakeholders, who are affected by its organizational strategy and practices (Porter and

Kramer, 2006; Smith, 2003), and many firms have identified that corporate social

responsibility can be profitable (Smith, 2003). A company ignores corporate social

responsibility to its peril, as China Point News mentions,

Toyota Motor Corp’s woes deepened ahead of its testimony to Congress as it
revealed it facesa U.S. criminal probe into the handling of its massive safety recalls,
while Japan voiced concern over the economic impact of the automakers’
problems...”It is clear to me that we didn’t listen as carefully as we should or
respond as quickly as we must to our customers’ concerns,” President Akio Toyoda
said.

(China Point News, Feb. 24, 2010, 1)

Business ethics is a guideline principle for organizationa policy and behaviour;

thus, an ethically sound idea is a precondition in order to promote strategy

implementation. These obligations must include economic, legal, ethical, and

philanthropic concerns of company performance, as shown in Figure 2.7.

This section has identified the overall obligations which an organization may
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take concerning its role in society. It also includes the extent to which it will operate
within or beyond its frameworks of organizational governance. However, ethics may
raise some difficult issues for individual s and senior managers within organizations:

Responsibilities

Philanthropic

Be agood
corporate citizen
+Contribute resources to
the community; improve
quality of life

Ethical

Be ethical
+ Obligation to do what isright, just and fair
+ Avoid harm

Legal
Obey the law
* Law is society’s codification of right and wrong
+ Play by the rules of the game
Economic
Be profitable
+ The foundation upon which all others rest

Figure 2.7 The pyramid of corporate social responsibility (Source: Dibb et al., 2001, 769)

(1) What isthe responsibility of a senior manager? Regine (1998) poses the question,
“What are the qualities executives need in order to be successful in a complex

environment?” He gives the answer:

Be accessible, respond immediately to others, acknowledge and value people’s
contributions at all levels, create opportunities for people, take the time to build
trusting relationships and walk the talk—you are the embodiment of the
organization’s values. If you can’t be honest, then how can you expect others to
be? [Wouldn’t dishonesty] affect the culture, the organizational identity and
how you devel op rel ationships with other organizations? It al startswith you.
(quoted in Santosus, 1998, 6)

(2) What degree of empowerment does a senior manager receive from the
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organization?

(3) How does an organization encourage mutual trust between inter-organization and

intra-organization?

(4) Senior managers are usualy in a powerful position within the organization to

influence the expectations of other stakeholders. They have access to information and

channels of influence, which are not available to many other stakeholders. With this

power comes an ethical responsibility to behave with integrity.

According to Hosmer (1994), this component has been al but ignored in the

strategic management literature, aside from Freeman (1984), and Freeman and Gilbert

(1988). Freeman (1984) argues that the early scholars in the field of strategic

management (he cites Ansoff, 1965) are clear in their admonitions that strategic

management has a strong moral and ethical component. In particular, Gilbert (1996)

endows ethics with a new sense, which makes it become part of strategy naturally

(Cummings and Daellenbach, 2009), rather than something to be forcibly installed on

alien territory. In short, the aim of the ethical view isto build trust — commitment —

empowerment — implementation, and further to reduce conflict, create good

relationships, improve cooperation between the organization and its stakeholders, and

finally to promote effective strategy implementation.

2.3.5.1 Audit of the Ethical View
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Audit of the ethical view includes three theories. Rights, Justice and Utilitarianism.

Cavanagh et al. (1981) note that strategies with respect to employees, consumers and

communities can be evaluated by means of the criteria suggested by their rights and

justice. The following are some rights (1-7) to be considered in strategic thinking. The

summarized concerns for justice (8-10) are based on three canons, which Cavanagh et

al. append to thelist of rights, shown below:

(DRight to life: Acts taken under the strategy should not endanger the life of any
stakeholder or subject a stakeholder unduly to injury.

(2)Right to property: Acts taken under the strategy should not violate any
stakeholder’s claim to ownership of material possessions or “property.”

(3)Right to free consent: Stakeholders have aright to be treated by the firm only as
they knowingly and freely consent to be treated.

(HRight to privacy: Stakeholders have the right to a private life and to choose what
they share with othersin intimate relationships.

(5)Right to freedom of conscience: Stakeholders have the right to refrain from
carrying out any order that violates the moral or religious norms to which they
adhere.

(6)Right to free speech: Stakehol ders have the right to criticize conscientiously and
truthfully the morality of actions taken by others so long as their criticism does
not violate the others’ rights.

(7)Right to due process:. Stakeholders have the right to a fair and impartial hearing
whenever they believe that their rights have been violated.

(8)Distributive rules. Acts taken under the strategy should distribute benefits and
burdens equitably among stakeholders and on the basis of criteria relevant to
tasks and goals. The strategy should not result in a worsening of the position of
the least advantaged stakeholder.

(9Far administration: The rules and policies of the strategy should be clearly
stated and consistently and impartially enforced.

(10)Compensation norms; Stakeholders should not be held responsible for matters
over which they have no control, and stakeholders should be compensated by
the parties responsible for injustices done to them.

(Cavanagh et al., 1981, 363-374)
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Utilitarianism focuses on “the greatest good for the greatest number.” This criterion

can be used to assess strategy-making in terms of either the ends they seek or the

means they employ (Bentham, 1948). Bentham’s criterion is described more precisely

asfollows (11-12).

(11)Ethical ends: The strategic outcome should result in the greatest good for the
greatest number for the longest period of time.

(12)Ethicad means: The actions taken in implementing the strategy should
constitute an efficient means for stakeholders to realize the greatest good for
the greatest number.

(Rowe et al., 1994, 104)

Combining these elements, the instrument for the audit of ethicsis shown in Table 2.9.

In line with Rowe et al. (1994) who did not indicate any difference between

contributions, this research hypothesizes that al contributions are equal.

Table 2.9 Audit of ethica view (Source: Adapted from Rowe et al., 1994, 105).

Right

(1) Impact onright to life

OStrongly violates  [Violates [CINeutral [Promotes [Strongly promotes
(2) Impact on right to property

OStrongly violates [1Violates [INeutral [OPromotes [Strongly promotes
(3) Impact on right to free consent

OStrongly violates [1Violates [INeutral [OPromotes [Strongly promotes
(4) Impact on right to privacy

OStrongly violates  [Violates [CINeutral [Promotes [Strongly promotes
(5) Impact on right to freedom of conscience

OStrongly violates  [Violates [CINeutral [Promotes [Strongly promotes
(6) Impact on right to free speech

OStrongly violates [1Violates [INeutral [OPromotes [Strongly promotes
(7) Impact on right to due process

OStrongly violates [Violates [INeutral [OPromotes [Strongly promotes

Just
(8) Impact on distribution
O Strongly unjust O Unjust OINeutral  [Just LIStrongly just
(9) Fairness of administration
O Strongly unjust [0 Unjust CINeutral  [Just JStrongly just
(10) Norms of compensation
O Strongly unjust [0 Unjust CINeutral  [Just JStrongly just
Utilitarianism

(12) Strategic ends and outcomes

U The greatest harm [Harm [Neutral  [Good UThe greatest good
(12) Strategic means employed

U The greatest harm [Harm [Neutra  [Good U The greatest good
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2.3.5.2 Improving the Ethical View

This research is based on three ethical principles for judging behaviour of a company,

whether it meets the morality or not. Three ethical principles, including teleology,

deontology, and socia contract, are introduced in the following and the discussion

considers how to reinforce the ethical behaviours in a company from a basic to strong

level.

1. Teleology

The view of teleology emphasizes the consequence of decision-making to neglect the

process of behaviour in a company. It focuses on organizational advantages rather

than individual advantage. Fritzsche (1997) points out that the ethical viewpoint of

egoism and utilitarianism is teleological.

Utilitarianism depends only on the consequences of behaviour to judge the right

or wrong of an activity in a company, so it offers companies a ssmple and a

straightforward way of decision-making; all that is needed is to evaluate the cost and

benefits of any decisions. However, there are not always quantifiable indicators

available. It seems impossible for measurement indicators to be a genuine ubiquitous

standard taking no notice of specia moral relationships. A company also does not

know whether the values of different employees really can be compared or not. In

addition, thereis alack of right and justice principles, as Weiss (1994) criticizes.
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2. Deontology

The view of deontology, in contrast to teleology, focuses on the process of

decision-making instead of an activity consequence in a company. It tends to be

concerned with the rights and justice of individuals, but overlooks the benefits of the

organization as a whole and can even lead to negative performance in organizations.

Fritzsche (1997) points out that the principles of rights and justice are the key core

values of deontology, as the “categorical imperative” emphasizes the rights principle

and “a theory of justice” including retributive justice, distributive justice,

compensatory justice, and procedural justice, is the soul of the justice principle, as

Kim and Mauborgne (2005) mention, “fair process is our managerial expression of

procedural justice theory” (2005, 175), namely, fair process is a crucial factor for the

strategy-making process because it produces people’s trust and inspires them to

cooperate voluntarily in implementing the resulting strategy formulation. Weiss (1994)

believes, however, that a company tried to treat equally without discrimination all

employees, which it is not easy. The ethical principles of teleology and deontology are

not absolutely perfect, but they can be used a guide for judging the ethical principles

in a company’s strategy.

3. Social Contract

Donaldson (1999) argues that a social contract consists of hyper norms and
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community norms, so it includes the teleological and deontological perspectives. For

example, ethics between employees and employers focus on discussing how to

achieve trusting and harmonious relationships with each other so that employers are

really concerned with their employees’ needs and employees want to contribute their

skills and capabilities in work. Company-customer ethics is based on ideal quality,

excellent service and word-of-mouth to build trust between companies and customers.

Company-competitor ethics emphasizes both competitive and cooperative

relationships, even companies can enhance their own competitive advantage by means

of a good cycle. Company-shareholder ethics aims to achieve profit-oriented

objectives. Company-society ethics pays attention to stakeholders’ expectations.

Company-government ethics is through the company’s activities as part of the supply

the policy of the government and to reinforce the relationship between company and

government.

In general, the priority in ethical principles is as follows: First, an organization

should achieve hyper-norms, namely, the right principle, such as protecting the rights

of employees’ work. Second, an organization must perform the justice principle, e.g.

allocation of the organization’s resources among different departments is based on the

justice principle. Finaly, an organization can launch into egoism and utilitarianism,

such as the greatest benefits for its stakeholders. From the above analysis, this
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research argues that Taiwanese companies can conduct three steps from rights

(hyper-norms), justice, to utilitarianism levels, to reinforce their ethical view, as

shown in Table 2.3.

2.3.6 The Planning View

The planning view is derived from Ansoff’s (1965) book — Corporate Srategy.

Basically, “Predict and prepare,” is the motto of the planning view (Ackoff, 1983).

Planning’s preference emphasizes formalization and its nature tends to promote

inflexibility and impose the setting of a clear direction on an organization. The

assumption underlying strategic planning is that analysis will produce synthesis by

decomposition of the process of strategy, creating a series of articulated steps, each to

be carried out as specified in sequence, to produce integrated strategies. Thus, thereis

a hierarchy of objectives that focuses on a hierarchy of action programmes. Harreld,

et al. (2007: 27) mention, “The actual planning process was a staff exercise

undertaken to satisfy senior management, not an accurate reflection of what the

business needed to do to be competitive and certainly not a blueprint for action.”

Mintzberg (1994a) and Teece et al. (1992) argue that the core of strategic

planning focuses on “scientific thinking.” Kast and Rosenzweig (1970) propose that

there are six supporting topics to this characterization of the scientific method as

follows:
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(1) Logic: The scientific approach is expected to be logical, athough it is rarely

explained what this is supposed to mean, and it often appears to be used as a synonym

for rational thinking as opposed to creativity or generative thinking.

(2) Linear thinking: Management decision-making is closely related to the

assumptions of linear thinking: step-by-step analysis, evaluation, and implementation.

Proponents of the rationa thinking view note that, in reality, senior managers often

have to backtrack and redo some of these steps, so that chosen strategies do not work

out.

(3) Quantification: There is a quantitative method used in decision-making. While this

approach is outstanding for some objectives, it tends to focus unduly on measurable

guantitative factors. It aso underemphasizes the important qualitative and

organizational behaviour relationships factors that so often determine strategic

SUCCESS iN one situation versus another.

(4) Reductionism: Reductionism involves the search for ultimate indivisible elements.

However, it ignores other influences, neglecting the fact that elements of systems

interact with each other, being dependent rather than independent individuals. Teece

et al. (1997) argues that senior managers should use an “integrative approach” rather

than “reductionism” to deal with complex problems in strategic management.

(6) Control: Managers are aways concerned about control. The emphasis is not on
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output but on meeting key milestones in the strategic budget and on adhering to

planned spending schedules. Strategic programmes are linked with strategic budgets

as controls for the milestones reached and for adherence to spending schedules.

However, managers are neglecting to innovate opportunities by means of the

emergence of new structural behaviour.

Moreover, in Mintzberg’s (1994a, b) opinion, strategic planning suffers from

what he terms three “fundamental fallacies”:

(1) Thefalacy of predetermination

This criticism is found on the planning view’s assumptions on predetermination:

The prediction of the environment through forecasting...the unfolding of the
strategy formation process on schedule...and the imposition of the resulting

strategies on an acquiescent environment....
(Mintzberg, 1994a, 227-228)

Stacey (1993, 1996a) contrasts the planning view’s desire for predictability with the

acknowledged inaccuracy of long-range forecasting. As American President, Dwight

D. Eisenhower (1890-1969) noted, “Plans are nothing. Planning is everything,” in

other words, he was highlighting a dynamic process of strategic planning (Ho, 2000).

(2) Thefalacy of detachment

Mintzberg argues against the central thrust of strategic planning, which isto separate

formulation from implementation. This approach leaves untapped the intellectual

capacity of people at all levels. Jackson points out, “Of particular importance has been
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work that allows an overview to be taken of different ways of anaysing and
intervening in organizations.”(2000, 356)

Therefore, effective strategy-making requires that implementation informs
formulation. This suggests that employees should be involved in the process of
decision-making.

(3) The falacy of formalization

Strategy, according to Mintzberg, requires insight, creativity, and synthesis (all the
things that formalization discourages). Intuition and innovation cannot be formalized
as credtivity needs to function beyond standard procedures. Grant’s survey

discovered,

“Strategic planning processes have changed substantially over the past two decades in
response to the challenges of strategy formulation in turbulent and unpredictable
environments. Strategic planning processes have become more decentralized...and more

informal...permitting. ..greater adaptability and responsiveness to external change.
(Grant, 2003, 515)

Simon’s (1947) view is that the complexity of strategic decisions require an
explicit and formalized approach to steer management through the process. However,
Boddy and Paton (1998) note that other views of strategic management are more
descriptive; they try to describe how management makes strategy in practice. This
means that the strategy-making process ensures dynamic adjustments to strategy and
implementation are made in a timely manner. Therefore, it has to integrate a

multi-views approach (Harreld et al., 2007) and encourages increasing eclectic in its
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application of a range of approaches (Cummings and Daellenbach, 2009). As in
Ackoff’s (1981) proposal of “interactive planning”, which highlights learning and
adaptation. However, Johnson and Scholes propose that formalized planning can be

useful in various ways:

+ It can provide a structured means of analysis and thinking about complex
strategic problems, requiring managers to question and challenge what they
take for granted.

+ It can be used as away of involving peoplein strategy development, therefore
helping to create ownership of the strategy and contributing to the
co-ordination of resourcesto put it into effect.

+ Strategic planning may also help to communicate intended strategy.

+ It can be used as a means of control by regularly reviewing performance and
progress against agreed objectives or previously agreed strategic direction.
(Johnson and Scholes, 1997, 47)

Therefore, managers need an approach to strategic management based on the
planning view (Grant, 2003; Cummings and Daellenbach, 2009) which is pluraistic,
where even conflicting ideas and views are welcomed (Johnson and Scholes, 1997) as
mentioned in Linstone’s (1984) book Multiple Perspectives for Decision Making and

Jackson and Keys’ (1984) article on the system of systems methodologies. As Jackson

notes,

Pluralism needs, as an approach to managing complex problems,. using
methodol ogies premised upon aternative paradigms together, and also encourages
the combined use of diverse methods, models, tools and techniques, in a
theoretically and methodol ogically informed way, to ensure maximum flexibility in
an intervention.

(Jackson, 2000, 387)

From the above discussion, this research proposes a pluralistic approach,
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six-views model, to overcome the insufficiencies of the planning view.

2.3.6.1 Audit of the Planning View

Strategic planning should not be undertaken by the chief executive alone or by

planning specialists divorced from operating managers. An individual department may

be biased and fail to produce a balanced plan. Instead, it is important to involve, in

some way, all who will be charged with implementing the plan. In this research, the

instrument for the audit of the planning view adopts Thompson’s (1997) model, as

shown in Table 2.10. Since strategic planning aone is likely to be deficient,

incorporating integrated five-views for promoting strategic management is needed.

This research highlights a pluralistic thinking idea.

2.3.6.2 Practicing the Planning View

The basic objective of any strategy is to create a sustainable competitive advantage. It

guides a company direction and positions amove from here to there. However, there

are performing strategies which fail, why? A strategic planning view should be an

action plan that company leaders can depend on to achieve their company objectives.

During the strategy formulation process, a leader considers whether and how a

company can do things and achieve the company’s objectives. Formulating a strategic

plan move begins with recognizing the critical issues behind the strategy, for example,

a company could transfer its strategic focus from customers to non-customers of the
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industry. How is a company positioned in the context of its business environment, e.g.,

SWOT analysis or Five-forces analysis?

Table 2.10 Audit of planning view (Source: Thompson, 1997, 447-448)

Strongly  Disagree Neutral  Agree Strongly
disagree agree

(1) Planning should not be left exclusively to
planners who might see their job as being
the production of a plan and who might also
concentrate on procedures and detail at the
expense of wide strategic thinking.

(2) Planning should be seen as a support activity
in strategic decision making and not a
once-a-year ritual.

(3) There must be acommitment and an
allocation of time from the strategic leader
without this managers lower down the
organization might not feel that planning
matters within the firm.

(4) Planning is not likely to prove effective
unless the broad directional objectives for
the firm are agreed and communi cated
widely.

(5) Implementers must be involved, both
in drawing up the plan (or essential
information might be missed) and afterwards.
The plan should be communicated throughout
the organization, and efforts should be made
to ensure that managers appreciate what is
expected of them.

(6) Targets, once established, should be used
as a measure of performance and variances
should be analysed properly. However, there
can be a danger in over-concentrating on
targets and financial data at the expense of
more creative strategic thinking.

(7) The organizationa climate must be
appropriate for the planning system adopted,
and consequently structural and cultural issues
have an important role to play.

(8) Inflexibility in drawing up and using the
plan can be atrap. Inflexibility in drawing up
the plan might be reflected in tunnel vision, a
lack of flair and creativity, and in assuming
that past trends can be extrapolated forwards.

(9) If planning is seen as an exercise rather
than a support to strategy creation, it is quite
possible the plan will be ignored and not
implemented.

How well founded are the assumptions upon which the plan is based? Is there the

organizational capability to implement the strategic planning move? What are the
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disadvantages and advantages of the alternatives? Can the organization adjust the plan

to rapid changes in the competitive environment? What does a company need to do in

the short-run and medium-run to make the strategic planning view work in the

long-run?

For practicing the strategic planning view in a company, the company must link

it to the people’s behaviour and combine the company’s supply chain operation

(Kaplan and Norton, 2008), so that the diversely related parts of the company,

including the other five complementary views, are aligned to achieve what the

company wants. Mankins and Steele (2005) mention that high-performance firms

have managed to close the strategy-to-performance gap by means of better planning

processes and implementation.

This research, therefore, suggests arobust strategic planning move for practicing

strategy implementation, which needs to consider the following topics in order to

overcome the six insufficiencies of the planning view as mentioned in this thesis.

(1) Recognizing the competitive environment

(2) Identifying the company’s crucial issues and integrate communication

(3) Evauating implementation capability within the company

(4) Exploring and upholding the stakeholders’ expectations

(5) Balancing short-run and long-run objectives in the company
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(6) Modifying the strategic planning move in a dynamic complex environment by

continuous learning.

2.4 Combining the planning view and integrated five-views for

enhancing strategy implementation

To overcome the weaknesses of the planning view, this research combines the
integrated five-views for enhancing strategy implementation. The relationship of the
six-viewsis explained as follows:

The logic and language view indicates that managers have to promote
organization members’ participation in, and understanding of, the organizationa
vision by communication including downward, upward, lateral and integrated
communication and by fostering pluralistic thinking. According to the cognitive view,
the cognition and mental processes of human beings are limited. Therefore, managers
have to understand the vagueness of what is inside and what is outside, for effective
strategy formulation and implementation by means of the idea of learning.

The dynamic and complex environment, the learning view, is about
accumulating knowledge, experience and competences in order to promote strategy

implementation effectiveness. This view emphasizes from single-loop, double-loop,
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transferring to triple-loop learning for obtaining strategy implementation. However,

managers have to note the potential problems of just learning without collective

learning or unnecessary learning, as Johnson (1987) points out, using the term

“strategic drift” to explain the problem of the learning process. Therefore,

achievement of collective knowledge of individuals and groups through the cultural

view of strategic management is needed.

The cultural view highlights that strategic management is a process of socia

interaction. Therefore an organization needs to develop collective beliefs and a shared

vision for developing and implementing strategy. This view can integrate knowledge

and experience of learning in organizations. Since culture is a soft side in an

organization, for fitting a hard side including organizationa structure, system of

compensation and sanctions, design of rewards and communication systems in

organizations, so that an organization can enhance its effectiveness of strategy

implementation by combining soft and hard sides. In fact, as with computer

software, it is what brings the corporate hardware to life as a viable system. The

six-views model proposes a political view which tries to change organizational culture,

from the A (Artefacts and etiquette) to C (Core vaues, morals, and beliefs) level, via

leadership style. As Bossidy and Charan (2002) mention,

The culture of a company is the behaviour of its leaders. Leaders get the
behaviour they exhibit and tolerate. You change the culture of a company by

100



changing the behaviour of its leaders. You measure the change in culture by
measuring the change in the persona behaviour of its leaders and the
performance of the business.

(Bossidy and Charan, 2002, 105-106)

The political view emphasizes compromise between conflicting individuals and

groups through leadership style. Leaders who foster a culture in order to implement

and promote employees who obtain things can be done more efficiently, giving

employees greater rewards. As Senge comments, quoting Lao-tzu’s words: “The bad

leader is he who the people despise. The good leader is he who the people praise. The

great leader is he who lets the people say, ‘We did it ourselves’.” (1990, 341). In

addition, Bossidy and Charan (2002) point out that Sam Waltan of Wal-Mart and Herb

Kelleher in Southwest Airlines were powerful influences in their organizations. In

other words, employees understood their leaders, understood their leader’s viewpoint,

and understood what leaders expected in their employees. Bossidy and Charan further

note “This is not “inspiration” through exhortation or speechmaking. These leaders

energize everyone by the example they set.” (2002, 29). In Taiwan, Yen chairman of

Yulon Motor and Cheng, Pre-Chairman of Taiyen Limited Company, with powerful

leadership style, transformed their balance sheet from negative to positive in 1996 and

2002, respectively.

Furthermore, leaders have to consider stakeholders’ expectations for pursuing

strategy implementation more effectiveness by means of stakeholders’ support. To
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reduce political conflict, this research proposes an ethical view based on Lao-Tzu’s

idea, “put yourself in others’ place and be selfless”. In fact, the ethical idea is derived

from two important ideas for strategy-making: managerial value and socid

responsibilities. However, the majority of strategic management scholars, with the

exception of Selznick (1957), ignore ethical ideas. Recently, the ethical topic has

become a mainstream issue in strategic management. Right, justice, and utilitarianism

need to be lauded to enhance the ethical value in organizations. As Porter and Kramer

point out,

Efforts to find shared value in operating practices and in the social dimensions of
competitive context have the potential not only to foster economic and social
development but to change the way companies and society think about each other.
NGOs, governments, and companies must stop thinking in terms of “corporate
social responsibility” and start thinking in terms of “corporate social integration.”
Perceiving social responsibility as building shared value rather than as damage
control or as a PR campaign will require dramatically different thinking in
business.

(Porter and Kramer, 2006, 92)

In a narrow sense, Lao-Tzu’s view is a strategy. This strategy focuses on the

leader’s idea of moral discipline. The meaning of Lao-Tzu’s philosophy emphasizes

the positive relationship between sacrifice and achievement in humans, namely,

leaders should be selfless so as to achieve high effectiveness and self-actualization in

organizations. Therefore, the ethical view is not only concerned with individuals and

groups within organizations but also pays attention to interdependence between an

organization and its stakeholders. For example, China Point News points out,
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Public hedth officials announced yesterday melamine taints instant coffee, milk
tea and chicken-and-corn soup that have non-dairy creamer mixed with them. All
tainted products came from China. King Car, which started a recall of al tainted
items at once, took the initiative to send samples of powdered non-dairy cream it
imported from China to the Food Industry Research and Development Institute
for tests.

(China Point News, Sep. 22, 2008, 6)

Although the King Car Corporation of Taiwan had lost about 400-500 million

dollars because its supplier came from China, this company recalled the tainted

products that indicated the importance of ethical ideas with corporate socia

responsibility and won a good reputation in Taiwan. A company in practice, therefore,

must combine a social perspective into the core frameworks it aready uses to

understand competition and guide its corporate strategy (Porter and Kramer, 2006).

The Chinese milk scanda revealed that unethical behaviour impacted consumers’

health, suppliers’ businesses, employees’ jobs, and further harmed companies’

reputation and image of their country and articles for exportation abroad.

Edmondson (2008: 66) emphasizes, “No matter how much thought goes into

advance planning, knowledge work often requires people to make concurrent

collaborative decisions in response to unforeseen, novel, or complex problems.”

Leaders need to encourage wide communication with organizational members and

key stakeholders, and to share different viewpoints by spreading dialogue so that the

organization can develop a feasible strategy. Organizations focus on the discipline of

learning; the goal is to discover what works and what doesn’t, then sacrifice
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short-run efficiency to get insight into new problems (Edmondson, 2008). Therefore,

it can promote employees’ hew knowledge and skills and share their experiences to

enhance strategy formulation and implementation. Organizational culture acts like ail

in cars, which can help engines operate smoothly. In other words, combining the oil of

the soft side, and the body and engine of the hard side in a car can enhances

effectiveness and efficiency of the transportation process to achieve the destination.

Therefore, organizational culture can promote strategy implementation and fulfil

short-run and long-run objectives of strategic planning in an organization. Executive

leaders possess a forceful influence to change organizational culture by their

leadership style to facilitate strategy implementation, as in the case of leaders of the

TYC Company and the Chi-Mei Corporation, motivated by Buddhism and Lao-Tzu’s

ideas, respectively. The ethical view will not neglect issues related to stakeholders’

expectations, such as employees’ expectations, customers’ needs, and corporate social

responsibility and so will be conducive to turning stakeholders’ support, playing an

essential role in strategy implementation. Therefore, the planning view will be

utilized to consolidate the use of the integrated five-views by pluralistic and holistic

thinking, and to distribute the resources in order to promote strategic management.

Without a planning idea, there is no motivation to see how the integrated five-views

interrelate. The original and the relationship of the six-views are shown in Figure 2.8,
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based on the analysis above, to fulfil strategic management successfully, this research

proposes to combine the planning view for formulation and the integrated five-views

for implementation, as shown in Figures 2.9 and 2.10.

Formulation

Plan, Pattern, Ploy, Position, Perspective, Partner’s expectations With Sx-Ps

v
Combining planning view and integrated five-views

Formulation and
4«—— implementation with
SiX-views

Logic and
language
View

Learning
View

< Rei nforci ng the
six-views

Ethical
View

View Behaviours

Artifacts and etiquette

Cultural
View
4

Integrating formulation and implementation for promoting strategic management

Figure 2.8 The origin and the relationship of the six-views

[Note: Up and down Co represent upward and downward communication; Updol Co represents
upward and downward, and lateral communication; | C represents integrated communication; FC
represent foundation compliance; PS represents power sharing; PD represents power distribution]
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implementation
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formulation and

implementation

Strategic management with sksix-views

Figure 2.9 The six-views as roots combining the planning view and the
integrated five-views (Source: The boundaries decided from Efstathiou and Rajkovic,
1979; Chen and Hwang, 1992)
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Figure 2.10 Matrix of PLV and integrated five-views
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Figure 2.10 shows four different quadrants in terms of strong or weak degree of the

planning view (PLV) and the integrated five-views. Companies located in Quadrant

I are cdled strong-very strong formulation and implementation because PLV and

integrated five-views are located at the level of 0.6-1.0 (see Figure 2.9), those located

in Quadrant II are caled very weak-moderate formulation (PLV) and strong-very

strong implementation (integrated five-views), those located in Quadrant III are called

very weak-moderate formulation (PLV) and implementation (integrated five-views),

those located Quadrant IV are called strong-very strong formulation (PLV) and very



weak-moderate implementation (integrated five-views). Additionaly, each quadrant

can be separated into four sub-quadrants in order further to identify the strong or weak

degree of the planning view and integrated five-views. Quadrant I can be divided

into I, = strong-very strong PLV and integrated five-views; I , = moderate-strong

PLV and strong-very strong integrated five-views; I 3 = moderate-strong PLV and

integrated five-views; 1 4 = strong-very strong PLV and moderate-strong integrated

five-views. Similarly, Quadrant II, Quadrant III, Quadrant IV can each be divided

into four different quadrants.

In addition to strategic management being categorized as strategy formulation

and strategy implementation, the six-views may be categorized as having

people-dependent and people-independent dimensions. A knowledge-based economy

emphasizes people-dependent interaction to share, create, and accumulate knowledge

for promoting strategic management. As Kaplan and Norton (2006) propose,

corporations can exploit their scope to create enterprise-level value from activities

related to human capital development and to knowledge management such as

communicating knowledge and best practices throughout diverse organizational units

because intangible assets can account for 80% of an organization’s value in today’s

knowledge economy, the corporate benefit from effective cross-unit collaboration is a

huge driver of enterprise-level synergies. These two dimensions can be presented in
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the context of the planning view and the integrated five-views, as shown in Table

211
Table 2.11 A framework of strategic management with planning view and integrated five-views
Six-views Planning view Integrated five-views Strategic
Logic and | Learning Cultural view | Political Ethical view management
language view view
view
People
People Production-based Strategy
independent economy with formulation
scientific thinking,
emphasizing
people’s
efficiency
People Knowledge-based economy with organic thinking, emphasizing people’s interaction | Strategy
dependent to share, create, accumulate knowledge for promoting strategic management implementation

Solving
problems
with
people’s
dialogue

Learning and
accumulating
experience,
know-how and
skills to share
people in the
workplace.

Cohering
people’s
beliefs  and
value to build
people’s trust
and
commitment
behaviours.

Negotiating
people’s
conflicts and
facilitating to
people’s
centripetal
force to
implement
strategy.

Emphasizing on
corporate  social
responsibility,
especialy,
stakehol der
management  for
promoting

strategy
implementation.

2.5 Conclusion

In the above section, different views of strategic management were identified to

enhance the strategy formulation and implementation, followed by six problematic

issues arising from the planning view. In fact, Ansoff (1994) believes strategic

planning did not die but has been transmuted into several different forms of strategic

planning.Cummings and Daellenbach (2009) mention that this shift ultimately made

planning, just one part of a broader strategy field, continue to play a core role in the

management systems of large companies (Grant, 2003). Bossidy and Charan (2002)
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point out that an ideal strategic planning process requires the utmost attention to the

“how” of implementation of the strategy (Johnson and Scholes, 2002; Kin and

Mauborgne, 2005). Consequently, it is important to see what an integrated planning

view should involve. In the strategic field, influential authors like Mintzberg (1994a),

Stacey (1992), and Hamel and Prahalad (1994) are advocating a shift in emphasis

from strategic planning to strategic management. Therefore, a gap exists in strategy

implementation, between strategic planning and strategic management (Bossidy and

Charan, 2002; Joyce et al., 2003).

The six dternative views highlight pluraistic thinking and complement the

weaknesses of the traditional planning view, a line process of analysis, step-by-step,

rather than the interaction influence of relationships, command-and-control and the

separation of thinkers and doers. Instead, the six-views emphasizes interaction of

stakeholders in organic organizations for combining strategy formulation and

implementation.

Furthermore, to Mintzberg’s (1987a) five P’s of strategy is added another P,

Partners’ expectations, which means the strategy of companies should take account of

stakeholders’ expectations. Simultaneously, the research adds two views: the logic and

language view, and the ethical view. The logic and language view attempts to

encourage organizational members’ participation, downward, upward, lateral, and
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integrated communication, and fuzzy and pluralistic thinking. On the other hand, the

ethical view emphasizes the positive relationship with stakeholders and extends to

trust of ethica discipline and corporate social responsibility, commitment,

empowerment, and promotes strategy implementation. The six Ps, therefore, attempts

to explain different ideas of strategy-making and they are linked to the six-views in

strategic management. From a pluralistic perspective, the planning view is necessary

to combine the integrated five-views to complement defects of the planning view

further to promote effective strategic management. In order to understand how

strategy formulation and implementation is practiced in Taiwanese companies that

audit of the six-views is conducted with fuzzy logic and, further, how to improve the

six-views a'so is suggested in Taiwanese companies.
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CHAPTER 3: STRATEGIC MANAGEMENT AND ENVIRONMENT

ANALYSIS

3.1 Introduction

In this chapter, the external and internal environments are developed further in terms
of stakeholders’ analysis, competitive environment analysis (Five-forces analysis),
six-views analysis, and supply chain operation for employment of strategic thinking.
Then, since forecasting organizations involves trying to discover trends and
developments that may influence them in the future, strategic options are explained in
turn. Finaly, current debates regarding strategic management, resource-based and

competitive-forces, and the planning view versus six-views approaches are discussed.

3.2 Analysing the External Environment

Strategy is defined as the match between an organization’s internal capabilities and its
externa relationships (Boddy and Paton, 1998), and further accomplishes
stakeholders’ expectations (Johnson and Scholes, 2002). These definitions recognize

that organizations do not operate in a vacuum, but are part of an open system. They
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are constantly interacting with other organizations. These include suppliers, customers,

competitors, and community activities. Senior managers, therefore, should take

account of environmental change to adjust their companies’ strategy.

3.2.1 Stakeholders’ Analysis

Organizations have a wide range of internal and external stakeholders, and the

interests of these different stakeholders often conflict. Stakeholder influence factors

include the culture, ethics, and values of society as awhole and of particular political,

social, or other groups in society. Boddy and Paton (1998) note that managers have to

judge how each of the following three points affects the strategies which are pursued.

® What stakeholders expect of the organization;

¢ Theforces at work outside the organization;

® The organization’s internal resources or capabilities.

The exercise of power between organizations and their stakeholdersis a two-way

process. Just as externa stakeholders seek to influence the people inside the

organization, likewise the organization can change the perceptions and expectations of

its externa stakeholders. Furthermore, in some organizations, a joint approach to

strategy development involves major externa stakeholders. The growth of various

forms of strategic alliances and partnerships demonstrates collaboration between

stakeholders and organi zations.
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However, the competitive stakeholders’ analysis ignores the recognition of the

competition environment and internal capabilities of the organization. It is difficult to

understand the schema of the external environment due to lack of competitive market

analysis. Internal capabilities of the organization need to be understood in order to fit

them to strategy implementation.

3.2.2 Competitive Environment Analysis

Market competition in strateqgy

During the mid-1700s to mid-1800s, the majority of businesses were small and

employed as little capital as possible. These merchant firms did not have strategy at

that time. In the mid-1900s, strategy emerged as a way to form market forces and

impact the competitive environment in the United States. For example, the General

Motor Company successfully developed its strategy by perceiving the strengths and

weaknesses of its competitors. During World War 11, formal strategic planning was

applied for tackling the problems of allocating scarce resources across the entire

economy, such as applying linear programming in business and military domains. In

other words, a firm could exert some positive control over market forces by means of

using strategic planning.

The 1960s was a fruitful erain the field of strategy, for example, the framework

of SWOT anaysis, BCG, and portfolio perspective. Prahalad and Hamel (1990)
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propose “The Core Competence of the Corporation” which highlights taking a core

competence perspective as opposed to the portfolio perspective. They argue that

corporations need to build around a core of shared competences rather than only cater

to the benefit of individual business in a corporation. In fact, the research of Campell

et al. (1995) revedls that the successful corporations include both categories: portfolio

perspective firms and core competence perspective firms. These criticisms gradually

diminished the popularity of the portfolio perspective. In the 1980s, indeed, some U.S

economists viewed organization performance as being dependent on effective

competition, rather than the portfolio perspective. Porter’s (1980; 2008) Five-forces

analysis focuses on the idea of competition.

Five-forcesanaysis

The competitive environment underpins the development of an organization’s SBUs.

When introducing any SBUS, the aim is to increase profitability but exceptionaly. In

addition, it helps to create a new market opportunity or to build vertical integration in

an industry. Porter’s framework for industry analysis generalizes the supply-demand

analysis that considers suppliers, buyers, potential entrants, substitutes, to be direct

rivals. Porter (1985) points out that competitive strategy is a dimension of essential

concern to managers. It relies on a subtle comprehension of industries and

competitors. Competitive strategy, therefore, seeks a favourable competitive position
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in an industry, which is the fundamental arena where competition occurs. According
to Porter (1985; 2008) profitability depends on two key variables:

* The structure of the industry in which the organization operates;

* The organization’s own position within that industry.

Porter proposes the Five-forces model, which provides a useful framework for helping
a firm analyze its industry as a whole and predict the industry’s future evolution. It
helps to realize its competitors and its own position and to trandlate this analysis into a
competitive strategy (including differentiation, cost leadership and focus strategy) for

a business (Porter, 2008). Forces driving industry competition are illustrated in Figure

3.1
Potential entrants
. Threat of new
Bargaining v entrants
power of -
suppliers Industry competitors
Suppliers > < Buyers
w Bargaining
power of
Rivalry among buyers
existing firms
Threat of A
substitute
products or
services
Substitutes

Figure 3.1 Forces driving industry competition (Source: Porter, 1980, 4)

As shown in Table 3.1, factors were selected for anaysis of industry
characteristics. According to these factors, a company can decide what stage of

product life cycle (PLC) it belongs to. The PLC dimension alows a company to
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consider multiple strategic issues associated with each PLC stage. In any industry,

whether it is domestic or international, a product or a service, the rules of competition

are embraced in five competitive forces. Porter explains, “Industry structure drives

competition and profitability, not whether an industry is emerging or mature, high

tech or low tech, regulated or unregulated.” (2008, 81)

Table 3.1 The competitive environment (Source: Porter, 1985, 6)

Rivalry deter minants Threat of new entrants
Industry growth Product differences
Fixed (or storage) costs/ Variable costs High profits
Price competition Learning curve
Diversity of competitors Technological requirements
Brand identity Economies of scale
Switching costs Access to distribution
Concentration and balance Absolute cost advantages
Informational complexity Brand identity
Corporate stakes Access to necessary inputs
Exit barriers Proprietary low-cost product design
Intermittent overcapacity Government policy

Expected retaliation

Switching costs
Deter minants of cooper ation power of supplier Deter minants of substitution threat
Supplier volume Relative price performance of substitutes
Presence of substitute inputs Rate of R&D in revenue
Risk of forward integration Technological development
Supplier concentration Switching costs
Differentiation of inputs Buyer propensity to substitutes
Cost relative to total purchasesin the industry
Impact of inputs on cost or differentiation
Switching costs of suppliers and firmsin theindustry

Deter minants of buyer power

Bargaining leverage Price sensitivity
Buyer volume Product differences
Threat of backward integration Price/Total purchases
Substitute products Brand identity
Buyer information Impact on quality/performance
Buyer concentration versus firm concentration Buyer profits
Buyer switching costs relative to firm switching costs Decision makers’ incentives
Pull-through

Porter’s “Five-forces” decide industry profitability because they impact the

prices and the elements of return on investment in an industry. Buyer power

influences the prices that companies face to the threat of substitution and also impact

cost and investment, because of powerful buyers who require costly service. The

bargaining power of suppliers decides the costs of raw materials and just in time
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inputs. However, in order to fit the strategy formulation of this research, the name of
this feature has been changed from “bargaining power of suppliers” to “cooperation
power of suppliers”. The intensity of rivalry impacts prices and the costs of competing,
such as saes, product design, advertising, and service quality. The threat of entry
imposes alimit on prices, and shapes the investment required to prohibit new entrants.

Porter’s Five-forces therefore are as follows:

(1) Rivalry among existing competitors (RA): Rivalry among existing competitors
takes the familiar form of jockeying for position.

(2) Threat of new entrants (TNE): New entrants to an industry bring new capacity,
the desire to gain market share, and often substantial resources.

(3) Subgtitution threat (ST): All firms in an industry are competing, in a broad
sense, with industries producing substitute products.

(4) Power of buyers (POB): Buyers compete with the industry by forcing down
prices, bargaining for higher quality or more services, and playing competitors
opposing each other.

(5) Cooperation power of suppliers (CPOS): Suppliers can exert bargaining power
over participants in an industry by threatening to raise prices or reduce the quality
of purchased goods and services.

(Source: Adapted from Porter, 1980, 7-28)

Rethinking the Five-forces model

Prahalad and Hamel (1990) argue that the Five-forces framework is only like taking a
picture from a moving car. One can clearly identify its position, but cannot judge the
direction of the car. Recently, e-business shows that there is a wide management field
involved in supply chain operation, enterprise resource planning (EPR) and customer
relationship management, so that there emerges a crucial idea, “mutual trust and

beneficence”, in terms of supply chain operation (Lee, 2004; Chopra and Meindl,
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2001) rather than Porter’s competition thinking model. Porter’s (2001) article,
“Strategy and the Internet,” notes that the Internet brings negative and positive
relationships that impact the Five-forces model. Regarding one of the Five-forces,
“bargaining power of suppliers,” according to Kalakota and Robinson’s (1999) view
of e-business and Harland’s (1996) article, “Supply Chain Management: Relationship,
Chains, Networks,”, firms should think more in terms of mutual trust, rather than only

paying attention to the bargaining power of suppliers. Beth et al. (2003) mention,

The best companies | see are beginning to triage the supply chain. In other words,
they’ll separate vendors that provide commodities from preferred suppliers that
they have good relationships with from strategic suppliers that they create
alliance with...Trust is the basis of agility, of flexibility. Yet it’s an incredible
challenge to establish trust and maybe even harder to maintain it. Underlying the
challenge is the question of how to ingtitutionalize trust between buyer and
supplier...If suppliers don’t trust each other, the customer will be whipsawed.
Also, trust enables you to make fast decisions, which let you be more innovative
and get rid of unproductive work. Trust is a competitive.

(Beth et al., 2003, 68-69)

ERP highlights the effective integration of the organization’s internal resources and
the cooperation of externa stakeholders thereby enhancing competitive advantage
(Hammer and James, 1993). ERP and relationship marketing (RM) may be applied to
adjust two of the Five-forces, “bargaining power of buyers” and “rivalry among
existing firms”, respectively. As Porter (2008) emphasizes “expanding the profit pool”,
when overall demand increases, intrinsic costs are decreased, the industry’s quality

level enhances, then the pie expands to competitors, suppliers, and buyers by means
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of companies working collaboratively with suppliers to improve coordination and
limit unnecessary costs incurred in the supply chain._From the discussion above, let us
rethink how managers can apply the Five-forces model in strategy-making processes.

However, Porter points out,

Awareness of the five forces can help a company understand the structure of its
industry and stake out a position that is more profitable and vulnerabl e to attack.
(Porter, 2008, 78)

Therefore, this research emphasizes both the industry level with Five-forces analysis
in order to ensure that stages of PLC in the market posture are acknowledged and
their impact on strategy determined for supply chain operation; and firm level with
the six-views to reinforce “boundary relationships” between it and stakeholders, and

learning view in “competitive dynamics.”

3.3 Analysing the Internal Environment

Thisthesis utilizes the six-views analysis to recognize the internal environment and to
assist in disclosing corporation strategy.

3.3.1 Six-views Analysis (Organizational Roots)

An organization is a dynamic and complex system which consists of many interactive
elements. An organization, therefore, must integrate its internal competences in order

to achieve the vision or mission of the organization. In order to recognize the internal
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competences, this research proposes that the six-views can be used as a tool to

identify the strengths or weaknesses of organizational roots. This is done by an audit

of the six-views. Since strategy formulation and implementation rely on “people”, the

strategy-making process needs diverse thinking and integrates communication

through the logic and language view. All organizational members learning together

reflect the learning view. A clear organizational belief and shared vision to manage the

work other people do is captured by means of the cultural view. The leadership in the

political view tries to change the organizational culture to fit strategy implementation.

Thisinvolves organizing people and del egating tasks, creating good relationships with

stakeholders, promoting cooperation by the ethical view, and a structured means of

analysis and co-ordination of resources through the planning view. Thus, six-views

are adopted for analysing the internal competences of strategic management as

mentioned Chapter 2.

3.3.2 Supply Chain Operation

Bower and Gilbert (2007: 74) mention that “Strategy is crafted, step by step, as

managers at al levels of a company — be it a small firm or a large multinational —

commit resources to policies programs, people, and facilities.. Johnson and Scholes

argue that strategic capability stems from three main factors, “The resources available

to the organization; the competence with which it pursues its activities; the balance of
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resources, activities and business units in the organization.” (1997, 137)

These factors indicate that the assessment of capability must consider the overal

balance of resources which are deployed in the various activities of the organization,

as well as the quantity or quality of the different resource inputs (e.g. material, people,

facilities, information). Similarly, Bower and Gilbert (2007) point out that executives

have to reach down to operational managers if they attempt units to cooperate (Kaplan

and Norton, 2008).

A widely adopted method for contributing to a company’s relative cost position

and creating a basis of differentiation is the supply chain operation. The supply chain

operation divides a firm into the discrete activities it performs in designing, producing,

marketing and distributing its product (Porter, 1985). These activities are divided into

two categories. primary activities and support activities. Primary activities combine

29 ¢¢ 99 ¢ 29 ¢¢

“inbound logistics,” “operations,” “outbound logistics,” “marketing and sales,” and
“service.” The activities include materials handling, packaging, distribution, creating
consumer awareness of the product, and repairs service. Support activities include
human resource management (involving recruitment, training and development, etc.)
and ‘firm infrastructure’ (including organizational structure, strategic planning, and

financial and quality control systems). Based on what is identified above, this research

divides the activities of the supply chain operation into eight parts: product design,
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pricing, manufacturing, inventory, lead time, supplier, transportation and service,

more detailed will be explained in Table 3.6.

Basicaly, an effective supply chain operation strategy has to notice the nature of

the demand in a company, for example, product categories and demand uncertainty

such as the stage of PLC. Product features and the customer segment being served

need adjustment as a product goes through its life cycle. A product passes through an

S-shape as introduction, growth, maturity and decline occur because of the process of

innovation and diffusion of a new product (Perreault, Jr. and McCarthy, 2006, 219), as

shown in Figure 3.2.

Introduction Growth Maturity Decline

—

safes Ansnpu

Time
Figure 3.2 Stages of the product life cycle (Source: Adapted from Perreault, Jr. and McCarthy,
2006, 219)

The introduction phase is characterized by the difficulty of overcoming customer

inertia and stimulating hard demand for the new product. In other words, when

products belong to the introduction stage of PLC, the demand is rather unsure;

marginal profits are often high, and time is of the essence for getting sales. Capturing
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the market is more important than the consideration of the cost factor. Rapid growth

happens as many consumers rush into the market when the product has demonstrated

itself successful. Penetration of the product’s potential consumers is ultimately gained,

so the rapid growth stops and levels out to a basic rate of growth. In other words,

when products gradually develop into the maturity stage of PLC, the demand features

shift as follows. demand is more sure; marginal profits often lower, and competitors

increase, so price is an essential factor in customers’ selection. Finally, growth will

ultimately stay steady or even decrease when new substitute products emerge.

The PLC has encountered some criticism, for example, it is often not clear what

stage of PLC an industry isin. Companies can influence the shape of the growth curve

by means of product innovation and repositioning and sometimes industries omit

maturity by passing through from growth to decline. However, Miller (1998) asserts

that the PLC provides a useful framework for SBUs’ strategy formulation because it

provides a summary for numerous strategic situations. He adds two warnings,

First, the market life cycle is not intended to be used as a short-run forecasting
device. Strategists find it more useful to consider the market life cycle as a
conceptual framework for understanding what changes might occur over time rather
than when such changes are likely to occur. Second, industry life cycles are
reversible and repeatable.

(Miller, 1998, 224-226)

Moreover, Chopraand Meindl point out,

A product goes through life cycle phases from the introductory phase, when only
the leading edge of customers are interested in it, al the way to the point at which
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the product becomes a commaodity and the market is completely saturated. Thus, if
a company is to maintain strategic fit, its supply chain strategy must evolve as its
products enter different phases.
(Chopraand Meindl, 2001, 38)

Fisher (1997) classifies products into two categories. primarily functiona and

primarily innovative. Each category needs a distinctly different kind of supply chain

operation strategy. When it is a functional product or in the maturity stage of PLC, it

requires an “efficient supply chain operation strategy” because it has to reduce cost to

boost competitive advantage. Conversely, when it is an innovative product or in the

introduction stage of PLC, it requires a “responsive supply chain operation strategy”

because it has to quickly respond to customers’ needs as shown in Table 3.2.

Therefore, effective supply chain operation activities are based on efficient and

responsive supply chain operation strategies.

Table 3.2 Supply chain operation strategy match with the stage of PLC
(Source: Adapted from Fisher, 1997, 109)

Innovative products Functional products
(Introduction stage of Growth stage of PLC (Maturity and decline
PLC) stage of PLC)
Responsive supply match mismatch mismatch
chain operation
strategy
Responsive and mismatch match mismatch
efficient supply chain
operation strategy
Efficient supply chain mismatch mismatch match
operation or
liquidation, innovation,
or divestiture strategy
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3.4 Srategic Options

Johnson and Scholes (2002) note that strategic analysis provides abasic idea to decide
the strategic option. First, forecasting, some tools for analysing strategic options and
the identification of strategic options are discussed as follows.

3.4.1 Forecasting

Earl (1995) and Bojadziev and Bojadziev (1997) point out that forecasting
accurately is impossible. Nevertheless, the planning view of strategy places
considerable emphasis on forecasting (Cummings and Daellenbach, 2009) with the
use of techniques such as time-series analysis, regression analysis, and econometric
models to predict the future.

Trend analysis is a means of identifying rates of change that might help in
predicting their future. But it must be acknowledged that past trends cannot be
assumed to continue and that analysis must extend to some consideration of the
future.

3.4.2 Tools of Srategic Options
(1) Ranking: Ranking is a systematic way of anayzing specific options for strategic
anaysis. One of the major benefits of ranking is that it helps the analyst to think

through mismatches between a company’s present position and the implications of the
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various strategic options.

(2) Decision trees: The end-point of the tree is a number of discrete development

opportunities. Whereas ranking assumes that all options have equal merit, the decision

tree approach ranks options by progressively eliminating others. Perhaps the greatest

limitation of decision tree analysis is that the choices at each branch on the tree can

tend to be binary.

(3) Scenario planning: Scenario planning can be used to screen strategic options by

matching them to a series of possible future scenarios (Johnson and Scholes, 2002).

The main benefit of scenario-building is that it discourages reliance on what is

sometimes referred to as “single-point forecasting,” that is, taking a single view for

adaptive strategy in a constantly changing environment.

Basically, senior managers take account of scholars, and experts’ opinions and

statistical data, and then propose the future optimistic, pessimistic and most likely

scenarios. Different scenarios can be considered alongside each other. Johnson and

Scholes (2002) propose that there are two main benefits of such an exercise. The first

is that managers can examine strategic options against the scenarios. The second

benefit is that the implications of scenarios can be used by managers to challenge the

taken-for-granted assumptions about the environment in which managers operate.

However, Millett (1988) suggests that scenarios rarely supply “hard” answers to
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business questions and often appear too macroscopic and abstract to satisfy immediate

business needs. This is an effort that often appears too subjective and controversia

(Millett, 1988).

(4) Fuzzy logic. Fuzzy logic can explain systematic working in an uncertain,

imprecise, and noisy environment (Zadeh,1965; Klir and Yuan, 1995; Grint, 1997;

Kosko, 1994, 1999; Lin and George-Lee, 1999). All the fuzzy if-then rules define

patches that try to cover non-linear (or wiggly) curves. Kosko (1994) highlights that

the basic idea behind fuzzy logic is to incorporate the “experience” of a human

process operator in the design of the controller. A set of linguistic rules is formed.

These describe the operator’s successful development strategy (Kosko, 1994). This

thesis tries to adopt fuzzy if-then rules for combining the planning view and

integrated five-views in strategic management. More detailed explanation will be

introduced in Chapter 4.

3.4.3 I dentifying Strategic Options

Managers consider possible strategies to achieve the organization’s objectives. This

thesis proposes that managers have to face three interrelated choices: corporation

strategy, strategic business units, and supply chain operation strategy, as shown in

Figure 3.3.
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Corporation strategy
Survival strategy . Development strategy
« Competitive advantage | "« Focus developing
Cost leadership strategy | Market penetration
Differentiation strategy | Market devel opment
Focus (differentiation focus and | Product development
cost focus) | « Integration developing
+ Quick response | « Diversification developing
* Investment | + Share strategy
Divestiture |
Decreasing X
Increasing
Strategic business units
Introduction P . Maturity
Growth - ' "~ Decline
* Quick response | + Innovation strategy
+ Product capturing the market X - Differentiation strategy
« Share strategy . + Share strategy
. - Emergent strategy
X « Pricing strategy or
v (cost leadership)
Supply chain strategy
Responsiveness < » Efficiency
.............. .>
v \ 4 v Liquidation
+ Product design * Lead time :Dn.nove.atlon
- : ivestiture
+ Pricing « Supplier
+ Manufacturing « Transportation
* Inventory « Service
Figure 3.3 The relationship of corporation strategy, strategic business units and supply chain operation
strategy

(1) Corporation strategy: On what basis do organizations wish to compete with or

differentiate themselves from others in their business area? This research adopts

six-views analysis to identify corporation strategy.

Table 3.3 shows the relationship between six-views, and corporation strategy. If

the result of the six-views analysis is weak, companies tend to adopt a surviva

strategy. In contrast, if the result of the six-views analysisis strong, companies tend to

adopt a development strategy. However, if the result of the six-views analysis is

moderate, companies tend to use survival and development strategies.
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Table 3.3 The relationship between six-views and corporation strategy

Corporation strategy
Survival strategy Development strategy
Competitive advantage Investment
Cost Quick
leaderdhi Differentiation| response |9| ¥ § Focus | Integration |Diversification| Share
p strategy é % g developing| developing | developing | strategy
. — =l |3
Cost focus Differentiation slale
focus
<«— Toward weak Analysis of six-views Towardstrong ——»

Basically, corporation strategy needs to seek a niche by means of survival
strategy first. Then a company will go ahead to grow itself in terms of a development
strategy. As shown in Figure 3.4, when a company chooses a survival strategy, thereis
a lower development strategy. Conversely, if it chooses a development strategy, then
this will bring a decrease in survival strategy when the resources of the company are

limited. In other words, there is a trade-off between survival strategy and devel opment

strategy in a company.

Survival strategy

High

Low Development strategy
Low High

Figure 3.4 Survival-development strategic frontier

e Survival strategy includes competitive advantage (cost leadership strategy,
differentiation strategy, and cost focus and differentiation focus strategy), quick

response strategy and investment strategy (divestiture, decreasing investment and
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increasing investment).

e Development strategy

includes focus developing, integration developing,

diversification developing and share strategy. These strategies are shown in Table 3.4.

Table 3.4 Explanation of corporation strategy

Corporation
strategy

Survival
strategy

Cost leadership
strategy

A company of cost leadership needs aggressive
construction of efficient facilities, from the
learning curve concept to reduce cost, further to
pursue service, advertising and R&D.

Differentiation strategy

A company creates something that s
comprehended by the entire industry as being
unique. There are many different forms to
differentiate, for example, customer service;
brand image or design; technology and so on.

Differentiation
Focus focus

strategy
Cost focus

This dtrategy of organizations focuses on a
particular customer group, or segment of the
product line, in which their narrow strategic
target is more efficient or effective than their
competitors.

Quick response

A company needs capability to respond as soon
as possible to markets for customers’ needs and
wants.

Divestiture

Investment

When a divison needs more resources to
compete than the company can offer, an
organization sells a product line or strategic
business unit.

Decreasing
investment

A company will consider decreasing investment
under unstable politics, declination of economics
and poor technology.

Increasing
investment

A company will promote increasing investment
when six-views and Macro-PEST are favourable.

Development
strategy

Focus developing

This growth strategy includes market penetration,
market development and product development.
The strategy focuses on boosting competitive
position in current products.

Integration developing

This strategy also is caled vertica integration
which includes forward, backward and horizontal
integration. A company that adopts this strategy
attempts to control up and down stream firms,
even its competitors.

Diversification developing

This strategy includes concentric, horizontal and
conglomerate diversification. The strategy
highlights that a company doesn’t depend on only
one product line, but tends to run products of
diversification.

Share Strategy

This strategy emphases a share company’s
benefits to stakeholders such as making
employees become shareholders, involvement in
community activities, joint venture, strategic
aliance and even contributing to socid
responsibility.
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(2) Strategic business units: In order to develop SBUs or new markets, organizations

have to recognize the status of the industry. This involves using Five-forces analysis

to identify stages of PLC such as introduction or growth or maturity or decline. The

illustration of PLC is shown as follows and the relationship between Five-forces and

PLC are shownin Table 3.5.

Table 3.5 The relationship between Five-forces and PLC

Output Conclusion
H of competitive intensity Maturity and Decline
Five-forces M of competitive intensity Growth
L of competitive intensity Introduction

¢ Introduction: If Five-forces analysis yields the result “L of competitive intensity”,

then SBUs are seen as in the introduction stage of PLC.

¢ Growth: SBUs in the growth phase of PLC, according to Five-forces analysis, have

“M of competitive intensity”.

* Maturity and decline: When SBUs are in the stage of maturity and decline of PLC,

according to Five-forces analysis, they have “H of competitive intensity”.

(3) Supply chain operation strategy: Chopra and Meindl (2001) refer to “strategy fit,”

as both SBUs and supply chain operation strategy have to support each other, and then

achieve organizational goals. SBUs are designed to provide the capabilities that the

supply chain operation strategy aims to build. For example, if the SBU was decided to

provide a responsive strategy for customers’ needs and wants, all actors of the supply

chain operation must be designed to fit the responsive goal. All functions that are part
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of a company’s value chain contribute to its success or failure. A company’s success

or failureisthus closely linked to the following keys:

The competitive strategy and all functional strategies must fit together to form a
coordinated overall strategy. Each functiona strategy must support other functional
strategies and help a firm reach its competitive strategy goal. The different
functions in a company must appropriately structure their processes and resources
to be able to execute these strategies successfully.

(Chopraand Meindl, 2001, 27)

An organization searches for al the characteristics that the supply chain

contributes; it is the idea of the trade-off between responsive and efficient supply

chain operation strategies (Chopra and Meindl, 2001) as shown in Figure 3.5.

Responsiveness

High

Low Cost
High Low
Figure 3.5 Cost-responsiveness efficient frontier
(Source: Chopraand Meindl, 2001, 33)

Basically, a responsive supply chain operation strategy is able to respond to wide

ranges of quantities demanded, meet short lead times, and meet a very high service

level. On the other hand, an efficient supply chain operation strategy focuses on the

cost of making and delivering a product to the customer. Moreover, Table 3.6 shows

the activities of the supply chain operation under efficient and responsive strategies.

Besides Fisher’s (1997) supply chain operation strategy, this research proposes
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three complementary strategies: liquidation, innovation, and divestiture. Efficient and
responsive supply chain operation strategies are applied to the maturity stage of PLC
and the introduction stage of PLC, respectively, but when products are located in the
decline stage, a company has to consider other strategies. They are introduced as
follows.

Table 3.6 Comparison of efficient and responsive supply chain operation strategies
(Source: Adapted from Fisher, 1997, 108)

Efficient supply chain operation|Responsive supply chain operation
strategy strategy
Primary goal Supply demand at the lowest cost |Respond quickly to demand
Product design activity Maximize performance at & Create modularity to allow
minimum product cost postponement of product
differentiation
Pricing activity Lower margins because priceisa |Higher margins, aspriceisnot a
prime customer drive prime customer driver
Manufacturing activity Lower costs through high Maintain capacity flexibility to meet
utilization unexpected demand
Inventory activity Minimize inventory to lower cost |Maintain buffer inventory to meet
unexpected demand
Lead time activity Reduce but not at the expense of  |Aggressively reduce even if the costs
costs are significant
Supplier activity Select based on cost and quality  |Select based on speed, flexibility, and
quality
Transportation activity Greater reliance on low cost Greater reliance on responsive modes
modes
Service activity Select based on lower cost Service quality isjust intime

e Liquidation: A company tries to obtain tangible values through gradually selling its

assets.

® |nnovation: Innovation, as Schumpeter defined it, is “doing things differently in the

realm of economic life” (quoted in Geschka and Hubner, 1992, 4). According to the

degree of “intrinsic newness”, three different kinds of innovation can be identified, i.e.

nominal, incremental, and radical. Radical innovation is a high degree of intrinsic

newness. In general, it is triggered off when the PLC of existing products comes to an
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end or when companies discover that their products are in the declining stage of the
S-shape, as a way of enhancing their competitive advantage. An incremental
innovation involves a lower degree of intrinsic newness as the organization refines or
elaborates a radical innovation. A nominal innovation is an innovation in name only,
i.e, a new use of an existing computer system is only new for the organization
concerned at that moment. In another typology, three quite different contexts of
innovation appearance can be identified, namely, market, organization and technology

innovations. Geschka and Hubner explained,

Market innovation refersto any new group of clients for the organization. We will
call this kind of innovation radical,...when completely new
clients...Organizational innovation deals with all new things within the
organization,...innovation dealing with the organization’s systems...e.g.,
accounting, or distribution system improvements,...Technological innovation is
the kind of innovation that is most commonly referred to...We will call it process
innovation, when it involves the creation, development, and implementation of a
production technique; we will cal it product innovation, when it deals with the
creation, or development of a new product.

(Geschka and Hubner, 1992, 5-6)

Therefore, an innovative company encourages learning which brings continuous
adjustment to its market, organization and technology innovation, in order to fit as
environmental forces and markets tend to decline.
¢ Divestiture: (as mentioned in Table 3.4)

The strategy fit for supply chain operation strategy and PLC is shown in Figure 3.6.

Generdly, senior managers agree that a company must be aligned to its
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environment. The question is, “Which external influence factors are the most relevant

for the company?” Senior managers also agree that the key question of SBUs is,

“How should a company be related to its environment to achieve success?” In

particular, what is the environment that must be adapted or adapted to, and what are

company resources? Thisinteresting issueis discussed as follows.

Competitive intensity of Five-forces
Low (0-0.4) Moderate (0.3-0.7) High (0.6 -1.0)

Introduction stage Growth stage Maturity and decline stage

Product life cycle
(PLC)

/

Supply chain Responsive strategy Responsive and Efficient, Liquidation,
operation strategy efficient strategy Innovation, Divestiture
strategy

Figure 3.6 Strategy fit to supply chain operation and PLC
(Source: boundaries of low, moderate or high adapted from Efstathiou and Rajkovic, 1979;
Chen and Hwang, 1992)

3.5 The Current Debatein Strategic Management

Basically, there is a maor debate in strategic management, among the
competitive-force approach (outside-in perspective) and the resource-based approach
(inside-out perspective) and dynamic capabilities to strategy. Strategists of the
resource-based approach argue that strategies should not focus on externa
opportunities, but on the company’s internal strengths or unique competitive resources.
However, strategists of the competitive-force approach believe that companies should

take their environment as the starting point to determine their strategies, but not focus
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on self-centredness, namely the market-based approach (Chamberlin, 1933; Bain,

1965; Caves and Porter, 1977). As Porter (1980, 1985) points out, companies focus on

a particular niche, and they can obtain beneficia market positions, even to the

attainment of the lowest cost position and produce sustained profitability. Recently,

strategy research has begun to focus on dynamic capabilities, which are based on the

idea of core competencies but emphasize the role of management for building and

reconfiguring these competencies to explain arapidly changing environment (Teece et

al.,1997; Harreld et al., 2007; Simron et al., 2008; Simron and Hitt, 2009) for

improving firm performance (Kor and Mahoney, 2005; Sirmon et al., 2007; Crook et

al., 2008; Sirmon and Hitt, 2009). The differences among the three approaches are

shown in Table 3.7.

In fact, thisis not a matter of accepting one and rejecting the other, which would

be to accept a crisp divide between environment and organization. Rather, the

argument should be that: the organization’s analysis of its environment is, itself, part

of the organization’s core resource capability, which is its intelligence; and that

managers need to take account of the way in which the organization acts on its

environment as well as the way the environment acts on the organization. Thus, fuzzy

logic needs to be employed rather than crisp logic. Similarly, although there is a

tendency to think that markets are either competitive or cooperative, they also exist
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with an intermediate approach as mentioned in Chapter 1 “co-opetition” meaning a
combination of cooperation and competition as a revolutionary way of thinking in an
organizational game strategy.

Table 3.7 The differences among competitive-force, resource-based, and dynamic
capabilities approach (Source: Adapted from Wit and Meyer, 1998, 333)

Competitive-force Resource-based Dynamic capabilities
Emphasison Markets over resources Resources over markets Building and
adapting
competencies
Orientation Market/Industry-driven Resources-driven Learning-driven
Starting point Market/Industry structure Firm’s resource|Reconfigure its
infrastructure existing
competencies
Fit through Adaptation to environment Adaptation of environment |Sense and sieze
opportunities
Strategic focus  |Attaining advantageous position|Attaining distinctive|Strategic fit among
resources activities
Strategic moves  |Market/Industry positioning Developing resource base  |Successfully
reallocating
resources
Tactical moves  |Attaining necessary resources |Industry entry and|Reallocating  assets|
positioning and learning new
skills
Competitive Bargaining power and mobility |Superior resources and Composed of
weapons barriers imitation barriers complementary
processes with
reallocate and
reconfigure assets

The evolution of strategic thinking, from Five-forces to dynamic capabilities, has

developed three man paradigms for thinking about strategy. First, the

competitive-force framework of Michael Porter emphasizes a company has to create

defensible positions against competitors for obtaining competitive advantage. In other

words, the strategic problem a senior manager faces is one of industry structure, entry

deterrence, and positioning. The resource-based view of strategy, then, is that

competitive advantage stems from difficult-to-imitate firm-specific assets e.g.,

through efficient supply chains, and innovative products which meet customer needs
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that can be applied to collect rents. Both views above are mostly static and focus on

how companies compete at a single point in time. Finally, the dynamic capabilities

perspective is that sustained competitive advantage stems from the company’s ability

to leverage and reconfigure its existing competencies and assets which are valuable to

the customer but difficult for competitors to imitate.

In general, resources are limited but like the traditional resources of land, |abour

and capital, the intangible resources of knowledge and information can be expanded

and enhanced through use. In addition, they can be shared without losing them.

Therefore, strategists pursuing the resource-based idea and the dynamic capabilities

ideas tend to underline the importance of the company’s competences beyond its

physical assets or tangible resources. These competencies of knowledge and

information include logic concepts, learning and experience, ethics, organizational

culture, communication skills of language, and planning capabilities. Moreover, Teece

et al. (1997) argue that the term ‘dynamic’ emphasizes the capacity to renew

competences so as to accomplish congruence with the changing competitive

environment as the dynamic capabilities to seize market opportunities by

reconfiguring both tangible and intangible assets to meet new customers’ needs

(Harreld et al., 2007).

Each of both views to strategy intends to solve the perplexity of how a company
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can defend itself against competitors by either developing specific skills and

competencies to avoid rivals’ imitations or niche positioning itself in ways to create

differentiation from rivals. The dynamic capabilities, then focus on the need for

organizations to change over time and compete in both emerging and mature

businesses (Harreld et al., 2007).

The forma planning view, as Cummings and Daellenbach (2009) note, is a

sequence of steps, determining models, analysis, methods, objectives, the long term,

policy and decisions that rule the acquisition and alocation of resources to fulfil

organizational aims. Strategy formulation, basically, can emerge without any formal

planning view, despite the finding by Glaister and Falshaw (1999), and there is even

less commitment to strategy implementation. Cummings and Daellenbach (2009: 249)

point out, “Planning has become a sub-concept of strategic/strategy, closer to process,

organization and ‘what managers do’ than to external factors,...Planning’s

diminishing importance is signalled...Managers are increasingly interacting with the

broader environment (other companies, firms, industries, relationships).”

Basically, a company tries to make a distinction with competitors, but this is

simpler said than done (Kaplan and Norton, 2004) because successful strategy

implementation depends on people’s behaviour which leaders need to identify and

foster, and possibly to make specific changes in behaviour. For effective strategy
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implementation, the planning view emphasizes the participation of people is

necessary for integrating strategy formulation and implementation. Thisisin contrast

to traditional management science based on Taylor’s time-and-motion studies, which

aims to promote efficiency by controlling individuals’ behaviour and compelling

employees to comply with management dictates. Rather, people’s logic thinking and

communication, sharing learning of knowledge, integrating knowledge with cultura

force, glamorous leadership style, and ideal interaction of stakeholders’ relationships

are integrated in the strategic planning view. In Kim and Mauborgne’s (2003) words,

engagement, explanation, and expectation clarity are used to build trust between

employees and managers for promoting strategy i mplementation.

In a knowledge-based economy, knowledge sharing is the main priority in the

learning view because employees apply knowledge in their work process (Kaplan and

Norton, 2004; Cummings and Daellenbach, 2009) and are dependent on the trust,

commitment and ideas of company employees (Kim and Mauborgne, 2003) which is

in line with the idea of the ethical view: trust — commitment — empowerment —

implementation, as mentioned in Chapter 2. Innovation is the main challenge of the

knowledge-based economy; it requires the exchange of ideas and depends on trust in

people (Kim and Mauborgne, 2003). People’s intangible activities of creating and

sharing knowledge can enhance strategy implementation capabilities. Unlike the
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product-based economy (land, labour, and capital) knowledge is locked in people’s

minds and it will not be decreased by being shared with other departments and

stakeholders. As Kaplan and Norton argue, “There is no greater waste than a good

idea used only once. Most organizations have to go through a cultural change to shift

individuals from hoarding to sharing their local knowledge. No asset has greater

potential for an organization than the collective knowledge possessed by al its

employees” (2004, 63) because strategy, ultimately, is linked to goals related to

critical processes, for example, the people, the technology, and the organizational

climate and culture required for successful strategy implementation (Kaplan and

Norton, 2008). Hamel and Prahalad (1994) argue that emphasizing shareholder wealth

encourages ethical falls rather than innovation. These ideas support the argument of

this thesis that the planning view has to abandon out-dated thinking and adopt

knowledge sharing (as in the learning view) through collective knowledge (the

cultural view) and change organizational culture depending on the leadership style

(the political view). Eventualy, integration of the ethical view tries to seek

stakeholders’ support for launching strategy formulation and implementation. The

differences between the planning view and the six-views, from basic objective to

economy-orientation, are shown in Table 3.8.
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Table 3.8 Planning view versus six-views

Planning view

Six-views

Basic objective

Make adistinction

Make a distinction and make it
happen simultaneously

Emphasison Strategy formulation Strategy ~ formulation  and
implementation
Starting point Strategy orientation and | Link strategic orientation and

resource alocation

operation orientation to
integrate resources

Role of departments

Functional distinction in
different departments

Functional complementarity in
different departments

Strategic budgets With dtrategic budgets as a | Combine planned spending
means of control procedures with innovative

opportunities
Organizationa infrastructure A hierarchy of action programs | An organic flexible

organizational  structure for
strategic moves

Economy-orientation

Production-based economy
focuses on time-and-motion
studies with hand.

Knowledge-based economy
emphasizes on integrating
sharing, creating and

accumulating knowledge with
hand and mind tandem.

3.6 Conclusion

This chapter described how an organization devel ops a corporation strategy which has

to consider stakeholders’ expectations and, further, to cultivate forms of strategic

partnerships for collaboration between stakeholders. Six-views analysis can be used to

explain the internal competence strengths or weaknesses and external competitive

environment of the organization. The options of corporation strategy are based on

Six-views anal yses.

Although Prahalad and Hamels’ (1990) comment that a Five-forces framework

cannot show strategic direction. Porter (2008) points out that Five-forces framework

is dtill a useful way to analyse the competitive environment for understanding
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industrial structure. Therefore, it is used to identify the competitive intensity of
industry in the PLC stage of SBUs in the thesis. In turn, supply chain operation
strategy could be explained in terms of Five-forces analyses by fuzzy if-then rules to
form strategy fit for SBU and supply chain operation levels. Obvioudly, strategic
management must involve the incorporation of system concepts to take account of the
organization’s resources combined with its competitive forces and to maintain good
interaction with its stakeholders. In order to promote efficient achievement strategy
formulation and implementation, therefore, the basic differences between the planning
view and six-views are explained. In the next chapter, the analytic tools of the

six-views model will be explained.

143



CHAPTER 4: CRITICAL SYSTEMSTHINKINGAND FUZZY LOGIC IN

STRATEGIC MANAGEMENT

4.1 Introduction

The strategic management process will be changeable and unpredictable. This
justifies the use of critical systems thinking in strategic management. In this chapter,
critical systems thinking is explored. Then, pluralistic thinking is connected to critical
systems thinking and fuzzy logic, which are explained in turn. The summary at the
end of this chapter draws together critica systems thinking and fuzzy logic
approaches and briefly describes the implications for facilitating strategic

management.

4.2 Critical Systems Thinking and Srategic Management

In this section, the distinction between machine-era thinking, and hard and soft
systems methodologies is first clarified, then the nature of critical systems thinking is
explained.

4.2.1 The Nature of Machine-era Thinking
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A system is a set of two or more related elements. The essential properties of a system

as a whole stem from the interactions of its parts rather than their actions taken

separately. When a system is taken apart it loses its essentia properties and cannot be

recognized by analysis (Ackoff, 1981). Analysis, as Ackoff (1981) points out, includes

three-stages. Firdt, it takes apart the thing to be comprehended. Second, it tries to

comprehend the behaviour of the parts taken separately. Third, it tries to combine this

recognition into an understanding of the whole.

From the viewpoint of the machine-era, for something to be understood it has to

be taken apart conceptualy or physically. This view is based on the fundamental

underpinning of machine-era thinking, caled reductionism: al reality and our

experience of it can be reduced to ultimate indivisible elements. However, this

obviously raises the question, “is there any end to such a process?’ (Ackoff, 1981, 16)

All things are reducible to elements, so it is aso believed that one simple relationship,

cause-effect, is sufficient to explain al interactions. Nothing else is required to

interpret it, not even the environment. This doctrine is called determinism. Therefore,

it tries to develop understanding of natural phenomena without using the concept of

the environment (Ackoff, 1981).

Such thinking fails to explain what strategic management of an organization does

and how strategic management of an organization chooses to do it, in order to adapt to
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current rapid changes in the environment. This is a problem that is increasingly

recognized and has become a major concern for organizations. Because of the

increasing interdependence of individuals, organizations, stakeholders and societies

brought about by changes in communication, our environments have become more

dynamic and complex. Managers must learn how to adapt more rapidly and

effectively to the changes that occur in the strategic management of organizations.

During the Industrial Revolution, the mechanization of work was promoted by

reducing it to a set of simple elements. This is the source of one of the most critical

problems facing us today. The nature of the workplace developed during the Industrial

Revolution due to the application of the analytica method to work. However, now

there are aternative ways of thinking about work, they should be welcomed today.

4.2.2 The Nature of Hard and Soft Systems Thinking

Systems thinking, as argued by Checkland (1981), can be seen as a reaction to the

failure of natura science when confronted with complex problems set in social

systems. Systems thinkers advocate using “holism” rather than reductionism in such

situations. Holism respects the profound interconnectedness of the parts and

concentrates on how these often lead to unforeseen outcomes in the form of emergent

properties. It does not seek to break down complex problem situations into their parts

in order to study them. In order to contribute to a “holistic” appreciation of the
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problematic situation, different perspectives on its nature and possible resolution

should be encouraged. In system-era thinking, systems parts are designed to fit each

other so as to work together harmoniously for efficiency and effectiveness (Ackoff,

1981). Ackoff argues that systems thinking emphasi zes three viewpoints.

First, identify a containing whole (system) of which the thing to be explained is a
part. Second, explain the behaviour or properties of the containing whole. Third,
then explain the behaviour or properties of the thing to be explained in terms of its
role(s) or function(s) within its containing whole.

(Ackoff, 1981, 16)

Ackoff (1981) assertes that development of this complementarity is a major task

of systems thinking. He points out, “If each part of a system, considered separately, is

made to operate as efficiently as possible, the system as a whole will not operate as

effectively as possible.” (1981, 18) The performance of a system, therefore, depends

more on how its parts interact than on how they act independently of each other.

In the 1970s, the interest in systems was focused on how they could be

manipulated in order to better achieve whatever purposes they were designed to serve.

Systems thinking, therefore, was dominated by the positivist and functionist

characteristics of the scientific method. It included trends such as hard systems

thinking (HST): organizations as systems, operations research, systems analysis and

systems engineering. HST is a means of solving problems in a systematic way,

applying a clear methodology to identify problems and to amend them through

scientific modelling, rational testing, implementation and evaluation processes.

147



However, Ackoff (1981) believes that for many managerial problems, HST proved

inadequate, as follows: firgt, it is unable to deal with multiple perceptions of reality.

Second, the extreme complexity of “soft” systems and their environment frustrates

aspirations of HST. Third, it is unable to deal with conflict and coercion.

HST clearly highlights three activities: first, setting objectives; then identifying a

string of alternative solutions, and finally, finding the one solution that will be optimal

to satisfy those objectives. The objective-seeking approach has been criticized as

inappropriate by some systems thinkers (Flood and Carson, 1993). For example,

boundaries and objectives are often difficult to define (Midgley et al., 1998). In

Vickers’ (1970) view, socia systems are more usefully thought of as having

relationships to be maintained rather than goal's to be achieved.

The main purpose of soft systems methodologies (SSM) is to grasp the plurality

of viewpoints and to generate meaningful debate between a wide variety of

participants in order to promote learning and understanding. The need to develop

SSM arose because hard means-end analysis was found to be inappropriate and

ineffective for many messy situations encountered in management and organizational

studies (Flood and Carson, 1993). Strategic management is faced with complex

problems set in organizations. Complex problems involve richly interconnected sets

of “parts” and the relationships between the parts can be more important than the
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nature of the parts themselves. New “emergent” properties arise from the way the

parts are organized. In seeking to understand and intervene in organizations, people

are inevitably at the centre of the stage so that they can understand organizational

objectives and promote strategy formulation and implementation. It is necessary to

consider different beliefs and purposes, different evaluations of the situation, and the

utter incapacity of individuals to predict situations. For the reasons listed above, the

attempt to apply reductionism, and the natural scientific method in genera, to

strategic management problems in organizations has not been an ideal one and has

yielded only limited success (Jackson, 2000).

Although each of the system approaches makes an important contribution in its

own right, none fully explores when the approach is most appropriatel y used. Jackson

(2000) explaines that this task has been left to a new direction of thought called

critical systems thinking (CST). With this we critically assess the question: which

methodol ogy should be used and when?

4.2.3 Critical Systems Thinking

Critical Systems Thinking is based on Ulrich (1983), that both ideas of critical and

systems thinking are inadequate without the other. Critical thinking without system

boundaries will inevitably fall into the trap of continual expansion and ultimately loss

of meaning. However, systems without the critical idea may result in an ungquestioned
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hardening of the boundaries because the system boundaries are regarded as absolute.

As mentioned in the last section, this research finds that the different approaches were

proper for tackling certain well-defined problems. However, they were found to have

limitations when faced with complex problems involving people with a variety of

perspectives and often at odds with one another (Jackson, 2000). Jackson argues,

Critical systems thinking has supplied the bigger picture, has allowed systems
thinking to mature as a trans-discipline, and has set out how the variety of
methodologies...now available can be used in a coherent manner to promote
successful intervention in complex organizational and society problem situations.
(Jackson, 2000, 355)

However, Midgley et al. (1998) and Midgley (2003) explained that CST can be seen

as an evolving debate around a set of issues including critical awareness,

improvement and methodological pluralism that are considered important by a

number of systems practioners. In other words, CST emphasizes dynamism and

continued development in line with Churchman’s (1979) concept of improvement. In

terms of CST Midgley (2003) mentions that there is a substantial amount of common

ground with Jackson.

Therefore, the nature of critical systems thinking, including “critical awareness

99 <¢ 29 ¢¢

in systems thinking,” “system of systems methodologies,” “emancipatory thinking or
improvement” and “applying methodological pluralism in management science,” will
be discussed as follows.

(2) Critical awareness
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Critical systems thinking derives from the criticisms raised at proponents of particular

systems methods by advocates of other approaches. For example, hard systems

thinking is criticized by soft systems thinkers (Checkland, 1978; Ackoff, 1981) who

explain that hard systems thinking is guided by functionalist assumptions. Soft

systems methodologies are based on interpretive assumptions. Jackson highlights,

“The significance of the social sciences in enabling critical awareness deserves

emphasis. Of particular importance has been work that allows an overview to take

different ways of analyzing and intervening in organizations.” (2000, 356) There are

three interlinked forms of critical awareness. Firstly, critical thinking involves

methodology to promote effective development of meta-theories. Secondly, critical

thinking involves the critical use of methodology. Finally, critical awareness, basically,

supports the commitment to emancipation. Midgley (1996) also points out that critical

awareness is through ethical critique, where power relations can be understood and

importance defined. Therefore, several authors have examined the meaning of critical

by accessing a diverse variety of stakeholder views in defining problems and setting

boundaries (Midgely et al., 1998; Midgley, 2003)

(2) The system of systems methodologies

The benefit of holistic analysis is to make clear that each methodology will help us to

deal with some management issues. No single methodology has been developed that
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is sufficient to tackle the wide variety of issues in organizations. Efforts along these

lines include the work, “Towards a System of Systems Methodologies (SOSM)”

(Jackson and Keys, 1984). The approach is the development of a grid into which

management and organizational issues may be classified. Using the grid this research

can critically assess how well system-based methodologies will face up to various

types of management issues. The SOSM, therefore, provides the basis for choice of

methodology appropriate to tackle the complex problems. However, CST is borrows

methods from other methodologies as part of its practices. These methods, therefore,

never remain the same as their creators intended so that they are imbued with new

assumptions. Thus, it is difficult to translate into methodology, except through their

use of the methodology of critica systems heuristics when coercion is identified

(Midgley, 2003).

The grid has two dimensions, as shown in Figure 4.1. The first dimension of the

grid marks a distinction between situations that are perceived to be either smple or

complex, corresponding to Ackoff’s (1974) concepts — “machine-era” and

“systems-era.” The second dimension of the grid reflects the nature of the relationship

between the participants. The main characteristic looked for is the degree of

consensus-dissension among them.
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Participants

Unitary Pluralist Coercive
Simple Hard Soft Emancipatory
systems systems systems
Complex Organizations as systems thinking thinking
Organizational cybernetics

Figure 4.1 Preliminary classification of systems approaches according to the
assumptions they make about problem contexts
(Source: Jackson, 2000, 361)

If agreement on a common set of goals for the system is achieved, then the
relationship is placed at “unitary.” If the relationship is not unitary but among the
conflicting viewpoints of different interest-groups, further compromise can be
negotiated, then it is placed at “pluralist.” If, however, the conflict is resolved by
bringing power to bear, then the relationship is placed at “coercive” (Flood and
Carson, 1993).

(3) Emancipatory thinking or improvement

The SOSM leads to better critical systems thinking by incorporating emancipatory
approaches. Critical systems thinking is linked to Habermas’s theory of three human
interests: the technical, practical and emancipatory. Jackson (2000) notes that critical
systems thinkers propose exactly what they want to perform. Hard systems
approaches are placed to work for supporting the technical interest by improving the
productive potential and steering capacities of social systems. Soft systems

methodologies serve to achieve practical interest in promoting and expanding mutual

understanding among the individuals and groups participating in social systems.
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Critical approaches work to assist the emancipatory interest in freeing ourselves from

restrictive power relations. However, it is worth mentioning that ‘“human

emancipation” can be described as the promotion of human well-being separate from

consideration of the environment because it is difficult to change people’s life-styles.

It may cause nothing to encourage people to challenge the automatic prioritization of

a human boundary in systems practice (Midgley, 2003). In terms of human

emancipation, Jackson (1991) proposes that critica system thinking is devoted to

human emancipation and seeks to achieve, for all individuas, the maximum

development of their potential. Thisisto be accomplished by increasing the quality of

work and life in the organizations and societies in which they participate. Therefore,

according to al the strengths and weaknesses of approaches, critical systems thinking

can be seen to integrate different systems approaches to work and achieve a more

genera project of improvement (Jackson, 2000; Midgley, 2003).

(4) Applying methodological pluralism in management science

Jackson (2000) believed that the rise of pluralism in systems thinking and practice is

inseparable from the emergence of critical systems thinking. Pluralism, therefore, was

established as a central tenet of critical systems thinking, which encouraged mutual

respect between the proponents of different approaches. Linstone’s (1984) book,

Multiple Perspectives for Decision Making, and Jackson and Key’s (1984) proposal of
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SOSM, both supported pluralist thinking. Linstone’s form of multi-perspective

research, including technical, societal and individual perspectives was focused on

obtaining a richer appreciation of the nature of problem situations. The different

perspectives were most powerfully engaged when they were clearly differentiated

from one another in terms of the emphasis of analysis, but were used together to quiz

the same complex problem (Linstone, 1984). However, two perspectives may

reinforce one another but may equally cancel each other out. Thus, a weakness of the

approach is that the three perspectives are all employed within the logic of the

functionalist paradigm (Linstone, 1984). Jackson (2000) noted that another limitation

concerns the manner of employing pluralism to analyse complex problems, whereby it

might be used to change problem situations, rather than think them through.

The problem, however, is one of interpretation, rather than with pluralism itself.

Pluralism was advocated for the different lines of management science and is

necessary as a support for the cognitive interests of the human species, in line with

Habermas’s theory of human interests as a fundamenta interest in “predicting and

controlling” the nonhuman environment rather than building and protecting a

sustainable, interactive relationship with it. A different vision of CST from, Midgley’s

(1996) argument, Habermas’s knowledge-constitutive interests should be abandoned,

but this leaves us needing a new ontological or epistemological theory to underpin the
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practice of methodological pluralism without making the assumption that human

beings have an inherent interest in “predicting and controlling” the natural world.

Therefore, Midgley et al. (1998) emphasize that the commitment to critical awareness

is defined by the ethical critique of boundaries, and constantly enhance both the

theory and practice of boundary critique against Flood and Jackson’s vision that

boundary critique is redundant in situations where coercion has not been identified,

for example: whose views do we consider? Therefore, the above questions will

involve the researcher and other interested parties in making critica boundary

judgments. Moreover, it is the tendency to give uncritical priority in interventions to

an organizational boundary (Midgley, 2003).

Besides, Flood and Jackson’s vision claims CST as “meta-paradigmatic” (Flood,

1990) and Flood (1990) accepts the incommensurability argument. Therefore, this

stand is in opposition to his claim, as CST is “meta-paradigmatic”, namely critical

systems thinkers cannot learn from other paradigms but it does make the claim to a

meta-paradigmatic status problem (Midgley, 2003). Jackson (2000) argues that

pluralism provides the best way of reorganizing management science as a cohesive

discipline and profession. Given that critical systems thinking is clearly committed to

critical awareness, using different systems approaches to work and their associated

systems methodologies, it could support that all these various interests would have an

156



important role in human improvement.

From the discussion above, this research believes that applying the pluralistic
concept of critical systems thinking with Jackson (2000) and Midgley’s (2003) views,
to incorporate the six-views will promote strategy formulation and implementation

successfully.

4.3 Critical Systems Thinking and Fuzzy Logic

In this section, fuzzy logic is introduced first. The relationship between critica
systems thinking and fuzzy logic is discussed later. Finally, the challenge of fuzzy
if-then rules for audit of six-views, identifying stages of PLC, and supply chain
operation strategy is explained.

4.3.1 Fuzzy Logic

Fuzzy logic (or set) not only gives people a powerful tool for measurement of
uncertainties, but also offers meaningful vague concepts expressed in natura
language. Jan Lukasiewicz, a Polish mathematician during the 1920s, developed the
basic idea of multi-valued logic. Forty years later, in 1965, it was expanded upon and
called fuzzy set theory by Lotifi A. Zadeh (Treadwell, 1995). The evolution of fuzzy

logic is shown in Appendix B. This theory chalenges Aristotelian two-valued logic.
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Treadwell defines fuzzy logic as that which

Allows one to express uncertainty within a rule---inexact reasoning system---such
that a fuzzy logic conclusion is not stated as either true or false, but as being
possibly true to a certain degree. The degree of certainty is called the truth value.
Fuzzy set theory uses only the numeric interval of 0to 1: FALSE: Truth value = 0;
TRUE: Truth value = 1; UNCERTAIN: 0< Truth value <1.

(Treadwdll, 1995, 93)

(2). Fuzzy sets and membership function
® Fuzzy sets: Kosko explains, “A fuzzy set allows partial membership. An object can
belong to a set to any degree or ‘shade of gray’ between 0% and 100%.” (1999, 7)
Fuzzy sets and fuzzy numbers are usually used (Bojadziev and Bojadziev, 1997) to
model words of fuzzy logic such as profit and management.
e Classical sets: The formal development of set theory began in the late 19 century
with the work of George Cantor (1845-1918), one of the most origina
mathematicians in history. Cantor’s sets are crisp. Each element under consideration
either belongs to a set or it does not. The boundary of a set isrigid and well defined.
However, in rea life, many things are fuzzy rather than crisp (Bojadziev and
Bojadziev, 1997).

The concept of a set or collection of objects is common in everyday experience;
for instance, al students listed in a certain University; all employees in a company.
The objects in a set are called elements or members of the set. Classical sets are also

called ordinary or crisp in order to be distinguished from fuzzy sets (Bojadziev and
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Bojadziev, 1997). The fundamental notion in set theory is that of belonging or
membership. For each object x there are two possibilities: either x belongs to A or it
does not. Itiswritten xe Aor xg A.

The set is described by one or more properties to be satisfied only by objects in
the set:

A={x | x satisfies some properties}.
The set of al objects under consideration in a particular situation is caled the
universal set or universe; it will be denoted by U.
e Membership Function: The membership rule that characterizes the elements
(members) of aset A — U can be established by the concept of membership function.

for Xe A

HaX) = {; for Xe A (41)
Hence, u,(X)€{01. Inversely,if afunction u,(X)isdefined by (4.1), thenitisthe
membership function for aset A — U in the sense that A consists of the values of xe U
for which u,(x)isequal to 1. In other words, every set is uniquely determined by its
membership function. A paradox coming from ancient Greece caused serious
problems to logicians and mathematicians (Bojadziev and Bojadziev, 1997; Kosko,
1999). For example, consider a heap of peanuts; when one peanut is left, what

happens to the heap? Is it still a heap? When the last peanut is removed and there is

nothing, does the heap cease to be a heap? In the crisp set theory, such dilemmas are
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solved by appropriate assumptions or by degree. In the case of the heap, a certain
natural number x is selected; if the number of peanuts is > X, then the peanuts
constitute a heap; x-1 peanuts does not form a heap anymore. Also, how is the number
x sdlected? Is it 3, 199, or 1000 or larger? The concept “heap” is a vague one.
Bojadziev and Bojadziev (1997) suggest that, therefore, a tool that can tackle
vagueness is necessary. The concept of fuzzy set, a generalization of Cantor’s sets, is
such atool.

(2). Fuzzy numbers. Jain (1976) and Dubois and Prade (1978) point out that fuzzy

~

numbers have some properties as follows: one fuzzy number A isafuzzy set whose

membership functionis u;(x): R — [0, 1]. Itscharacteristics are
@ wu;(x)iscontinuous;
@ wu;(x)isaconvex se;

® w;(x)isnormaized fuzzy set, namely, 3 rea xo > uz(X,) =1

Figure 4.2 shows two fuzzy numbers, the detailed explanation is as follows:

u u
1 1
AL AR
X X
0 | m m, h 0 I m h
Figure. 4.2 Fuzzy numbers: (a) Trapezoidal; (b) Triangular.

¢ Trapezoidal fuzzy numbers: One trapezoidal fuzzy number A is defined on H5(X).
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It isaparticular case of afuzzy number with aflat segment. The supporting interval is
A= [I, h] and the flat segment on u;(X)= 1 has projection [m, my] on the x-axis.
With the four values |, my, m,, and h, it can be denoted by

A= (I, mg, my, h). (4.2)

If m;=m, = m, the trapezoidal number reduces to a triangular fuzzy number and
isdenoted by (I, m, m, h). Hence, atriangular fuzzy number (I, m, h) can be written in
the form of atrapezoidal number, i.e. (I, m, h) = (I, mg, my, h).
¢ Triangular fuzzy numbers. A triangular fuzzy number can fit the above mentioned

three conditions (continuous, convex set and normalized fuzzy set) as is shown in

Figure 4.2 (b) and its membership function is:

(x=D/(m=1), 1<x<m
puz(X)=|(x=h)/(m-h), m<x<h
0, other

TFN has a membership function consisting of two linear segments A (left) and
AR (right) joined at the peak (m, 1) which makes graphical representations and
operations with triangular numbers very ssmple (Kosko, 1999).

Assume while dealing with an uncertain value that people are able to specify the
smallest and largest possible values, i.e. the supporting interval ;&:[I, h]. If further
people can indicate a value m in [I, h] as most plausible to represent the uncertain

value, then the peak will be the point (m, 1). Hence, with the three values |, h and m,
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it can be denoted by

A=(l, m, h). (4.3)
Liang and Wang (1991) refer to properties of TFN and Zadeh (1965) proposes an

extenson of the principle whereby both TFN '“A(X) =(,,m,h) and
M, (x) =(l,,m,,h,) can be operated by algebra as follows:
@ Addition of fuzzy numbers: (11, my, hy)+(l2, my, ho)=(11+ 2, my+my, hy+hy)
@ Subtraction of fuzzy numbers: (11, My, hy)-(l2, My, h2)=(l1- 2, m-my, hs- hy)
® Multiplication of fuzzy numbers:

(I, My, ha)x(l2, Mg, hp)=(l1x12, Myxmg, hyxhy)

kx(l1, Mg, hy)=(kxly, kxmy, kxh;)  ke®R
@ Division of fuzzy numbers: (11, ma, hy)/(l2, my, ho)=(11/ 2, ma/my, hy/ hy)
Bojadziev and Bojadziev explain “Triangular fuzzy numbers are very often used in
the applications (fuzzy controllers, managerial decision-making, business and finance,
social sciences, etc.).” (1997, 22) As a survey of the six-views, TFN is used to
represent questionnaire answers in this research in which five fuzzy sets are defined
within a finite universal set that consists of five linguistic variables levels. strongly
disagree, disagree, neutral, agree, and strongly agree.

Membership functions of the five fuzzy sets, which attempt to capture the

concepts of five linguistic variables, are defined in Figure 4.3 and Table 4.1. This
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research uses the five linguistic variables from “strongly disagree” to “strongly agree*,
scored in the range at 0 t0100 to explain the opinions of senior managers by TFN. The
significance of fuzzy variablesis that they facilitate gradual transitions between states
and, consequently, possess a natural capability to express and deal with observation
and measurement of uncertainties. However, there are two points worth noting. First,
TFN is not sure symmetry for the decision of membership functions of TFN. Its
decision, in fact, is based on the experience of experts rather than arbitrary decision.
Anocther limitation is that we need to be careful in selecting the method of

defuzzification, in order to boost the reliability of fuzzy calculation.

f (X) f (x) f (x)
e 1

1
0 X 0 X 0 X
I=m=0 h I=m h I m h
(a) Therange of strongly disagree (b) The range of disagree (c) Therange of neutral
f(x) f(x)
1 1
0 X 0 X
I m=h I m=h=100
(d) Therange of agree (e) The range of strongly agree

Figure 4.3 Membership functions for characterizing fuzzy sets of five linguistic variables

(Note: | represents low; m represents moderate; h represents high; 0< x<100)
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Table 4.1 Membership functions of five linguistic variables

(a) Membership function of “strongly disagree”

(x=h)/ (m-h), m<x<h, m=1=0
f (X)=
¥ 0, other

(b) Membership function of “disagree”

(x=h)/ (m=h), m<x<h m=I>0
f =
® 0, other

(c) Membership function of “neutral”

(x=1)/(m=1I), <x<m
f=4(x—=h)/(m=h), m<x<h, m=(1+h)/2
0, other

(d) Membership function of “agree”

(x=1)/(m=1), I<x<m, m=h<100
f (x)=
0, other

(e) Membership function of “strongly agree”

f (x)=

(x=1)/(m=1I), 1<x<m, m=h=100
{ 0, other

4.3.2 Relation of Critical Systems Thinking in linewith Fuzzy Logic

Crigp logic involves two values, namely, either 1 or 0 such as separate strategy

formulation and implementation. However, this research emphasizes combining

strategy formulation and implementation. There is here an important link between

fuzzy logic and critical systems thinking in which the high tension of the boundary of

system is considered. This can extend to concern with fuzzy logic, which will be

explored next. Kosko indicates that “Fuzzy does not make us choose between the

claims that the sky is blue or that it is not blue. Fuzzy lets us say that the sky is both

blue and not blue to some degree.” (1999, 3)
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These ideas can relate to the current work, which tries throughout to cultivate

fuzzy thinking, that is, a company need not only consider “competition” or

“cooperation”, essential, it should pay attention to “competition” and “cooperation”.

Fuzzy logic, therefore, can be viewed as an extension of critical systems thinking

which highlights the holistic and pluralistic need to tackle complex problems of

organizations.

(1) Fuzzy logic application to a redistic society: Fuzzy logic helps in describing,

analyzing, understanding and eventually working with the paradoxical and chaotic

nature of social systems (Dimitrov, 1997). Dimitrov reports that the application of

fuzzy logic to socia systems creates opportunities to examine: “Contradictions and

inconsistencies embedded in socia situations; issues that have been repressed under

critical socia dynamics; and that which is concealed and beyond observed social

phenomena.” (1997, 1)

Kaufmann and Gupta (1988) adapted current system theory models into the

context of fuzzy logic models and used triangular fuzzy numbers to tackle zero-base

budgeting. Yager’s (1980) technique for multi-objective decisions may be appropriate

in determining which fuzzy-derived zero-base budget to accept. Yager’s (1980)

position is that decision-makers do not have a set of multi objectives which always

meet al of the desired requirements. Consequently, the situation is not one for which
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aparticular set of objectives will satisfy the decision-maker completely, although each

of the decision sets will provide a certain degree of satisfaction to the decision-maker.

Dimitrov asserts that fuzzy logic is suited to study such ‘subtleties’ in social systems

because of its ability to:

+ Deal with vague, ambiguous and uncertain qualitative ideas and judgments;
+ Concentrate on paradoxical and enigmatic aspects of decision situations;
* Focus on the margin of any decision making ‘space’;
+ Appreciate the uniqueness in any decision making act.
(Dimitrov, 1997, 1)

In collecting information from senior managers, a typica problem is the

tendency of questionnaires to employ vague linguistic variables. Fuzzy logic differs

significantly from the conventional approach. It can show the degree of response of

respondents and compare the six-views with a range rather than a single number. This

thesis, therefore, adopts triangular fuzzy numbers to deal with the measurement of

guestionnaires.

(2) Fuzzy rules and fuzzy logic controls (FLC) for business and management

Key concepts for the foundation of FLC were laid in Zadeh’s paper, “Outline of a new

approach to the analysis of complex systems and decision processes,” (1973, 28)

which argues that the dominant role is performed by the animate rather than inanimate

behaviour of system components. The ideas emerged in the 1973 conference on

systems approaches and environment problems (Zadeh, 1996). The key ideas

introduced were those of a linguistic variable, the fuzzy if-then rules and a fuzzy
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graph. These ideas are today what underlie most of the applications of fuzzy logic for
control (Zadeh, 1996; Dimitrov, 1997). FLC methodology has been developed mainly

for the needs of industrial engineering.

It will show how decisions can be made by using and aggregating if...then
inferential rules. Instead of trying to build conventional mathematical models, a
task almost impossible when complex phenomena are under study, the presented
methodology creates fuzzy logic models reflecting a given situation in reality and
provides solution |eading to suggestion for action.

(Bojadziev and Bojadziev, 1997, 127)

The classical control methodologies developed mainly for engineering are
usually based on mathematical models of the objects to be controlled. However, the
use of mathematical models has given rise to the question of how accurately they
reflect redity. For example, operations research in management science uses
mathematical models to tackle problems of management. However, in complicated
cases, the construction of such models might be impossible, in particular, as
Bojadziev and Bojadziev indicate, “This is especially true for business, financial, and
management systems, which involve a great number of interaction factors, some of a
socia-psychological nature.” (1997, 128)

Fuzzy logic models employ fuzzy sets to handle and describe imprecise and
complex phenomena and use logic operations to arrive at conclusions (Bojadziev and

Bojadziev, 1997; Kosko, 1999). Moreover, Bojadziev and Bojadziev note,

Fuzzy sets (in particular fuzzy numbers) and fuzzy logic are applied to control
problems from a field of knowledge called fuzzy logic control. It deas with

167



control problems in an environment of uncertainty and imprecision; it is very
effective when high precision is not required.
(Bojadziev and Bojadziev, 1997, 128)

Approximating human judgment in common sense reasoning, FLC uses

linguistic values framed in if-then rules. The implementation of FLC requires the

development of a knowledge base which would make possible the stipulation of

if-then rules by using fuzzy sets (Kosko, 1994, 1999; Bojadziev and Bojadziev, 1997).

An important role here is played by the experience and knowledge of human experts.

They should be able to state the objective of the system to be controlled (Bojadziev

and Bojadziev, 1997). FLC is effective when a good solution is sought; it cannot be

used to find the optima solution. However, in the real world it is difficult to

determine what is meant by the best and the complexity of the world suggests that all

solutions are universally non-optimal, even if localy optimal. Dimitrov examines

how fuzzy logic can deal with paradoxes and chaos:

® How does fuzzy logic help deal with socid paradoxes? Simply by tolerating
opposites, by balancing them to such degrees that they cease to cancel each
other out and become complementary. Such a fuzzy framework created in the
management practice can meaningfully transform expressions like
‘collaboration OR competitiveness’ into ‘collaboration AND competitiveness.’
@ How does fuzzy logic help deal with chaotic patterns of behaviour in social
systems? Fuzzy logic helps dea with chaotic patterns of behaviour in socia
systems by generating fuzzy rules (heuristics)...what is excluded, what is not
seen in the patterns, ‘what is not there’ becomes important in constructing a list
of fuzzy rules to describe and grab ‘what is there’, what is in the core of the
system.

(Dimitrov, 1997, 2)

As Kaplan and Norton (1996) point out, a strategy can be described as a series of
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hypotheses about cause-effect relationships by means of if-then declarations. Based
on these ideas, if-then rules are applied to develop strategic thinking, combine
strategy formulation and implementation, and integrate stakeholders’ expectations
and corporate social issues for stakeholders’ performance in thisthesis.

(3) The FLC system agorithm

Altrock describes the complete structure of a FLC system as, “Once al input variable
values are translated into respective linguistic variable values, the “fuzzy inference”
step evaluates the set of “If-Then” rules that define the evaluation.” (1997, 36) FLC
systems include three primary procedures. fuzzification, inference and defuzzification

as shown in Figure 4.4.

Linguistic variables | Fuzzyinference> Linguistic variables

Linguistic /\
level
------------------ Fuzgfication ------------------------------ Defuppgification
Numerical
level \/
INPUT OUTPUT
(Numerical variables) (Numerical variables)

Figure 4.4 Structure of a FLC system for computation (Source: Altrock, 1997, 37)

@ Fuzzification using linguistic variables

Linguistic variables have to be defined in order for al variables to be used in the

if-then rules. The possible values of alinguistic variable are called terms or labels. For
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every linguistic variable, each term is defined its membership function for input

variables.

@ Inference using if-then rules

When all numerical input values have been transformed to linguistic vaues, the fuzzy

inference step can recognize the rules that apply to the current situation and can

compute the values of the output linguistic variables. Altrock (1997) points out that

the computation of the fuzzy inference comprises two components:

Aggregation: computation of the ‘if” part of the rules

Composition: computation of the ‘then’ part of the rules

Aggregation
The ‘if” part defines whether or not the rule is valid for the current situation. In
conventional logic, the combination of the conditions can be computed by the
Boolean ‘And’. However, the Boolean ‘And’ cannot be used for FLC systems since it
cannot tackle conditions that are “more-or-less” true. Therefore, ‘And’, ‘Or’, and
‘Not’ (three new operators) have been defined for FLC systems to represent logical
connectives. The three operators are used in the majority of the system applications:
ANd: g1, g =min{u,; g |
Or  fiyg = MaX{p,; fg |

Not: u ,=1-pu,
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using the min operator to represent the logical ‘And’. The results are the degree of

truth of the ‘if” parts and so indicate each rule is adequate for the current situation.

Composition

Each rule defines the evaluation result for a certain prototypical situation in the ‘then’

part. The degree to which the evaluation result is valid is given by the adequacy of the

rule for the current situation. This adequacy is computed by the aggregation as the

degree of truth of the ‘if” part. In some applications, a linguistic interpretation of the

result is sufficient when the result is used to provide a qualitative answer. On the other

hand, a numerical value as output is required, for example, to rank cases, so a

defuzzification step must follow the FLC system inference.

® Defuzzification using linguistic variables

At the end of the fuzzy logic inference, the result is given as a linguistic variable

value. To use this value for comparisons or ranking, it has to be trandated into a

numerical value. This step is called defuzzification. Commonly, there are three

methods of defuzzification as follows.

*Mean of maximum method (MMM). Thisis asimple formulabut not very accurate.

eHeight defuzzification method (HDM). This is a generaization of the mean of

maximum method.

eCentre of area (COA) method. This method of defuzzification, perhaps the most
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popular, is quite natural from the point of view of common sense. This method first
cuts the membership function at the degree of validity of the respective term. The
areas under the resulting functions of all terms are then superimposed. Balancing the
resulting area gives the compromising value (Altrock, 1997). The COA, therefore,
will be used for defuzzification in the thesis. According to Hellendoorn and Thomas
(1993) propose that the centroid method calculates defuzzification via the following

formula:

L J'w X, (X)dx
DS =& '

a9

When a fuzzy number, however, is equa to one single triangular fuzzy number the
formula A=[L,M,H] as (4.4) or three membership functions as (4.5) or five
membership functions as (4.6), then the formulae of defuzzification are respectively
asfollows:

DS, = (H+M+L)/3, namely, the average.... (4.4)

(The centroid value of low X the area of low according to its degree) + (The
centroid value of moderateX the area of moderate according to its degree)
+ (The centroid value of highXthe area of high according to its degree) +
(the area of low according to its degree + the area of moderate according to
its degree + the area of high according to its degree).....(4.5)

(The centroid value of very weak Xthe area of very weak according to its
degree) + (The centroid value of weak Xthe area of weak according to its
degree) + (The centroid value of moderateX the area of moderate according
to its degree) + (The centroid value of strongXthe area of strong according
to its degree) + (The centroid value of very strongXthe area of very strong
according to its degree) + (the area of very weak according to its degree +
the area of weak according to its degree + the area of moderate according
to its degree + the area of strong according to its degree + the area of very
strong according to its degree)...... (4.6)
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The formula (4.4) will be used to measure the questionnaire data in section 6.3. The

formula (4.5) is used for defuzzification measuring of employee satisfation and

customer satisfaction. The formula (4.6) is used for defuzzification of strong or weak

degreein Five-forces analysis, the six-views and stakeholders’ performance.

4.3.3 Environmental Foresight and Strategic Thinking with Fuzzy 1f-then Rules

Fuzzy if-then rules can be expressed as composed of three magor components

including audit of six-views, competitive environment analysis, and supply chain

operation strategy as shown in Table 4.2.

Table 4.2 Three major components with fuzzy if-then rules
Audit of six-views

Competitive environment analysis

Supply chain operation strategy

Audit of Strategic M anagement with Six-views

Five linguistic variables including very weak (VW), weak (W), moderate (M), strong

(S), and very strong (VS) were used to rate two inputs: the planning view with

“Y¢PLV” and the integrated five-views with “y<five-views”, and one output: strategic

management with “yksix-views” by the same membership functions as shown in

Figure 4.5. To identify strengths or weaknesses of strategic management by

combining the planning view and the integrated five-views, a decision table of if-then

rules was used, as shown in Table 4.3. The rules are designed to produce or have as a

conclusion or consequence (5x5=25), different outputs as shown in Table 4.4.
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u(PLV) or u( five—views) or u,,, (SM) u(Ff)

Very weak Weak Moderate Strong  Very strong
Planning view (PLV) or
Integrated five-views or
Strategic management
(SM) or Five-forces (Ff)
0 6 24 54 82 96 100

Figure 4.5 The membership functions of the inputs planning view and integrated
five-views, and outputs strategic management with six-views
(Source: from Appendix M)

Table 4.3 Decision table: If-then rules for strategic management

Strategic management Planning view
VW W M S VS
VW VW VW W M M
I ntegrated W VW W W M M
five-views M W W M S S
S M M S S VS
VS M M S VS VS
Table4.4 Twenty-fiveif-then rulesfor strategic management
Rules If: Condition Then
Planning view Integrated five-views | Operator A (min) Strategic management
Operator v (max)
Rule 1 VS VS Min{VS,VS}=VSl1
Rule2 VS S Min{VS, S}=VS2 Max{VSL, VS2, VS3}=VS
Rule3 S VS Min{S, VS}=VS3
Rule4 M VS Min{M, VS}=S1
Rule5 S S Min{S, S§}=S2
Rule 6 VS M Min{VS, M}=S3 Max{SL, S2, S3, $4, S5}=S
Rule7 M S Min{M, S}=4
Rule8 S M Min{S, M}=S5
Rule9 w VS Min{W, VS}=M1
Rule 10 w S Min{W, S}=M2
Rule11 M M Min{M, M}=M3
Rule 12 VS W Min{VS, W}=M4 Max{M1, M2, M3, M4,M5, M6,
Rule 13 w VS Min{W, VS}=M5 M7, M8, M9}=M
Rule 14 VW VS Min{VW, VS}=M6
Rule 15 VW S Min{VW, S}=M7
Rule 16 VS VW Min{VS, VW}=M8
Rule 17 S VW Min{S, VW}=M9
Rule 18 VW M Min{ VW, M}=W1
Rule 19 w M Min{W, M}=W2
Rule 20 M W Min{M, W}=W3 Max{W1, W2, W3, W4, W5} =W
Rule 21 w VW Min{W, VW}=W4
Rule 22 w W Min{W, W}=W5
Rule 23 VW W Min{ VW, W} =VW1
Rule 24 w VW Min{ W, VW}=VW2 Max{VW1, VW2, VW3}=VW
Rule 25 VW VW Min{ VW, VW}=VW3
In 45, the “aggregated average expression” is  calculated
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_ 1 n n .
ass, :ﬁ(stli Y MS; D HS;) = (LS ,MS;, HS;)=(L,M, H), where, n represents
i=1 i=1 i=1

numbers of senior managers; S; represents the ji™ audit of individual view, TFN
average value; LS; represents the i™ senior managers’ response to the low value of the
j™ audit of individual view in TFN; MS; represents the i™ senior managers’ response
to the moderate value of the j™ audit of individual view in TFN; HS; represents the it
senior managers’ response to the high value of the | audit of the individual view in
TFN. In turn, COA is used to identify the strengths or weaknesses degree of the
individual view, planning view and integrated five-views with formula (4.6), and
Figure 4.5. Finally, if-then rules were applied following Mamdani and Assilians’(1975)

method.

Table 4.5 Audit of individual view, planning view, integrated five-views and strategic

management
The logic and | learning view | cultural view | political ethical view | planning view
six-views Ia_\nguage (LV) (cv) view (PV) (EV) (PLV)
view (LLC)
Aggregated (L, M, H)./3 (L, M, H),/3 (L, M, H)4/3 (L,M, H)4/3 (L,M,H)s/3 | (L, M, H)¢/3
average 5 PLV=(L, M, H)¢/3
expression Integrated 5-views = Z(L, M, H); /5=(L, M, H)=(L+M+H)/3
i=1

Defuzzification | COA isused to decide the strong or weak degree of individual view, integrated five-views and planning view
by formula (4.6) and Figure 4.5

The decision If-then rulesis used to combine planning view and integrated five-views for strategic management with
of the strong or % six-views by formula (4.6) and Figure 4.5

weak  degree

for  strategic

management

[Note: ¢1=(L1, M4, Hy) represents importance of elements in culture; c,=(L,, M2, Hy) represents compatibility of elementswith
proposed, soCV= (L1+L2, M+M,, H1+H2)/2=(L, M, H)3, P1 =(L1, My, Hl) represents concern for pl’OdUCtiOn; p2=(|_2, Mo, Hz)
represents concern for people, so PV=(L;+L,, M1+My, Hi+H2)/2=(L, M, H)4]

This research defines the rule of inference as a composition conjunction-based rule

expressed by operation A (min). Then the outputs of the application rules, called

firing, have to be aggregated in order to produce one control output with membership
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function p,, (SM) . It is natural to use for aggregation the operator Vv (max) for

strategic management, as shown in Table 4.4.

Compstitive environment analysis

When a company runs SBUs which have to recognize the competitive environment,
the state of competition in which stage of PLC depends on Five-forces. Linguistic
variables of Five-forces have to be defined for al variables which are used in the
fuzzy “if-then” rules. For the Five-forces assessment, the terms are shown in Table 4.6.
Three managers in each company have to pick an appropriate value for competitive
intensity of each force from very low (VW), low (L), moderate (M), high (H), very
high (VH) for Five-forces (RA, TNE, CPOS, ST, and POB) and membership function
as shown in Figure 4.5 in four companies of the case study. In turn, COA is used to
identify the competitive degree of each force with formula (4.6) and Figure 4.5 and
locate them into one of low (0-0.4) or moderate (0.3-0.7) or high (0.6-1.0) (The
boundary adapted from Efstathiou and Rakovic, 1979; Chen and Hwang, 1992).
Finally, based on repeated combination formula C™"*(where n = 3, r = 5), there are
21 possible rules to decide competitive intensity of Five-forces with L, M, and H, as

shownin Table 4.7.
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Table 4.6 Linguistic variable possible values (terms) for Five-forces factors
Input linguistic variables possible  |Output for each force linguistic ~ |Output for

values variables possible values Five-forces
Rivalry among existing
competitors (RA) e {L, M, H}

e {VLL, M, H,VH}

Threat of new entrants

(TNE) e {L.MH}
Five-forces € {VL, LM, H, VH}
€ {L, M, H}
Cooperation € {L, M, H}

power of suppliers (CPOS)
e {VL, L, M, H, VH}

Substitution threat (ST) e {L,M, H}
e {VL, L, M, H, VH}

Power of buyers (POB)
5 {VL, L, M, H, VH} € {L, M, H}

Table 4.7 Rules of competition intensity of Five-forces

Possible rules If: Condition Then
Competition intensity

Rulel

Rule 2

Rule3

Rule 4

Rule5

Rule 6

Rule 7

Rule 8

Rule 9

Rule 10

Rule 11

Rule 12

Rule 13

Rule 14

Rule 15

Rule 16

Rule 17

Rule 18

Rule 19

Rule 20
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Rule 21

Supply chain operation strategy

Every company or SBU is acollection of activities that are performed to design, price,

manufacture, inventory, and support its product. All these activities can be represented

using a supply chain operation. Vaue activities are, therefore, the discrete building
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blocks of competitive advantage. How each activity is performed, combined with its
economics, will determine whether a company is high or low cost relative to
competitors and its contribution to buyer needs and hence will lead to differentiation
by responsive supply chain operation. The fuzzy if-then rules help to transform the
environmental foresight into characteristics of strategic thinking. Practically, senior
managers can identify changes in the environment to perform supply chain operation
strategy for promoting strategy implementation effectiveness by means of properly
chosen fuzzy if-then rules as shown Table 4.8 and case study and performance

evaluation practiced further in Chapter 10 in detail.

Table 4.8 Strategy fit combining Five-forces and supply chain operation

If Five-forces belongs to ‘L’ or ‘M’ or ‘H’, then the supply chain operation strategy is
‘responsive’ or ‘responsive and efficient’ or ‘efficient or innovative or liquidation or

divestiture’.

4.4 Conclusion

In this chapter, it has been noted that the central concepts in critical systems thinking
are holism and pluralism. Holism focuses on the relationships between parts and
recognizes the production of emergent properties. In Jackson’s (2000) view, pluralism
in the systems field offers the best way ahead for systems thinking. This thesis,

therefore, uses the ideas of critical systems thinking to assist in tackling the complex
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issues of strategic management with six-views.

From the properties of critical systems thinking, this research argues that
thinking must go beyond ‘binary thinking’ and explains the natural emergence from
the interactions of a whole. Strategic management is, therefore, primarily concerned
with systems thinking and how to maintain the best fit between the company and the
environment by means of adapting to the environment through the combination of
SIX-views.

Fuzzy logic assists people to tackle the paradoxical and chaotic nature of social
systems, especially, organizational behaviour management, in conditions of high
uncertainty. Fuzzy logic control requires the development of knowledge to deal with
chaotic patterns of social behaviour by means of fuzzy if-then rules combining the
planning view and the integrated five-views for promoting strategic management and
Five-forces analysis for identifying competitive intensity in the SBUs. However, this
research suggests that we need to understand that there are three key issues. how the
membership functions of fuzzy numbers are decided, how methods of defuzzification
are selected, and how if-then rules are built by experts’ experience and knowledge

when applying fuzzy logic.
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CHAPTER 5: ANALYSING ORGANIZATIONAL PERFORMANCE

5.1 Introduction

Performance evaluation is necessary because business success today is no guarantee
of success tomorrow in an organization, so the nature of performance evaluation is
introduced in this chapter. It is shown that Rumelt’s (1980) four performance
evauation criteria: consistency, feasibility, advantage and consonance, could be
justifiably applied to a company strategy and most will adopt one of these wide
criteria, which are explained later. However, performance evaluation is a continuing
process and is difficult to separate from the strategic management process. In turn,
therefore, the measures of organizational performance are interpreted. Then,
employee and consumer satisfaction, and stakeholders’ performance are addressed.

Finally, framework of the six-views model (or roots theory) is disclosed.

5.2 The Nature of Strategic Evaluation

Mankins and Steele (2005) believe that firms® benefits for closing the

strategy-to-performance gap are huge. As leaders turn their strategies into great

180



performance, they, in these companies, become much more confident in their own

capabilities and transform large companies over time.. Evaluation can provide

managers with insight into organizational problems and can capture appropriate

timely feedback for effective implementation of strategic management in

organizations.

5.2.1 Characteristics of Effective Evaluation Systems

The best formulated and implemented strategies become out-dated when a company’s

internal and externa environments change. An interna environment includes

organizational culture, employees’ learning attitudes, communication capability,

leadership style, ethical spirit, planning capability and supply chain operation in

organizations. Change in the internal environment explains the strength or weakness

of the six-views and supply chain operation in the company itself. A company’s

strategy-making may become subject to error which is difficult to reverse and may

even threaten its survival, because the process of strategic management has significant

long-term consequences. Thus, evaluation plays an essential role for appraising

strategy into operation plans and then implementation (Kaplan and Norton, 2008).

The majority of managers admit, therefore, that evaluation is essential to a robust

organization (David, 1993). It can aert management to current and potential problems

before a situation becomes critical. Basically, evaluation is composed of three
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activities: establishing the underlying foundations of a company’s strategy;

identifying the difference between expected results and actual results; and modifying

actions where necessary to moderate performance (David, 1999).

Proper and timely feedback is the foundation of effective performance evaluation.

However, people do not like to be evaluated too frequently. David (1993) mentions

that the more managers try to evaluate the behaviour of others, the less control they

have. Nevertheless, it leads to worse problems when a company has too little or no

evaluation, since some level of evaluation is crucial to ensure that objectives are being

achieved.

In some companies, performance evaluation is only a simple appraisal of how

well a company has performed. For example, has profitability increased? Have sales

increased? And have productivity levels increased? David (1999) points out that a

company’s belief that there must be accurate answers to these questions is

understandable, but it is misleading, because performance evaluation must include

both long-term and short-term indicators.

5.2.2 Rumelt’s Four Performance Evaluation Criteria

It is impossible to illustrate conclusively that a special strategy is optimal or even to

guarantee that it will operate. However, strategic managers can evaluate it for crucial

defects. Rumelt (1980) proposes four strategic evaluation criteria which could be
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justifiably applied to a corporation strategy as follows.

(1) Consistency: A corporation strategy should not present inconsistent goals and
policies.

(2) Feasihility: A corporation strategy must neither overtax available resources nor
create unsolvable sub-problems.

(3) Advantage: A company strategy must offer potential for the creation and/or
maintenance of a competitive advantage in a selected area of activity.

(4) Consonance: Consonance refers to the need for a corporation strategy to manage
sets of trends and individual trends in evaluating strategy. A corporation strategy
must represent an adaptive response to the externa environment and to the vital
change happening within it.

If a corporate strategy does not meet one or more of these criteria, it is strongly

suspect. It fails to fulfil at least one of the main functions that are necessary for the

survival of the company. Therefore, under a dynamic and complex environment,
evauation is necessary for effective implementation of strategic management in

organizations.

5.3 Measuring Organizational Performance
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Organizational performance measurement is an important activity in performance

evauation. This activity compares expected results with actua results, and the

progress being made toward meeting strategic objectives. David (1999) points out that

criteria for evaluating strategies must be measurable and easily understandable.

Generdly, there are two kinds of basic evaluation indicators. quantitative and

gualitative criteria. Selecting the most appropriate set of criteria for evaluating

performanceis essential.

The quantitative criteria that are most commonly used to evaluate performance

are financia ratios, which can be defined in hard dimensions of performance, for

example, market share, sales growth, profit and return on investment. David

comments that there are three potential problems associated with using quantitative

criteriafor evaluating strategies as follows:

First, most quantitative criteria are geared to annual objectives rather than
long-term objectives. Also, different accounting methods can provide different
results on many quantitative criteria. Third, intuitive judgments are almost aways
involved in deriving quantitative criteria. For these reasons, qualitative criteria are
also important in evaluating strategies...such as high absenteeism and turnover
rates, poor production quality..., or low employee satisfaction can be underlying
causes of declining performance.

(David, 1993, 332)

He added some additional key questions for qualitative measurement in performance

evauation. For example, is the corporation strategy internally consistent? Is the

corporation strategy consistent with the environment? Is the corporation strategy
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workable? To what extent are the corporation strategies socialy responsible? In fact,
there are also more qualitative or ‘soft” dimensions of performance. These much less
tangible features of performance, which result in quality or satisfaction (Ittner and
Larcker, 2003) instead of optimization, are particularly important; top-level
executives should recognize that in the new economics of service, front-line workers
and customers need to be the centre of management concern (Heskett et al., 2008).
Gamble et al. (1999) note that employee satisfaction has a positive relation with
customer satisfaction, which then leads to increased profit (Kaplan and Norton, 1996;

Ittner and Larcker, 2003; Heskett et al., 2008). Zikmund also explains,

Total quality management reaches beyond production operations to involve every
employee in the organization. Every employee’s job is linked to producing and
marketing high-quality, low-cost products that satisfy customers.

(Zikmund, 2003, 189)

This research attempts to use employee and customer satisfaction as qualitative
indicators of performance. Because employee satisfaction and customer satisfaction
are qualitative characteristics, they are difficult to describe and compare in a
meaningful way across firms. To facilitate analysis, therefore, in this thesis they are
operationalized in terms of quantitative variables, asisintroduced later.

Taking corrective actions is the fina step in performance evauation activity,
which aims to reposition a company competitively for the future (David, 1999). No

company can survive as an island, because business environments are becoming so
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dynamic and complex, that the nature and speed of changes may overpower an
organization’s ability to adapt. Therefore, performance evaluation can facilitate an

organization’s ability to adapt successfully to changing circumstances.

54 Introducing Employee and Customer Satisfaction, and

Stakeholders’ Performance

This research adopts three indicators to evauate the implementation of strategic
management. They are: employee satisfaction, customer satisfaction, and
stakeholders’ performance as illustrated as follows. According to the past decade,
rissing numbers of companies have been measuring customer loyalty, employee
satisfaction, and other performance aspects that are not financia but that they believe
eventually affect profitability (Ittner and Larcker, 2003).

5.4.1 Employee Satisfaction

Dedication to developing intra-company measures of satisfaction is based on the
obvious belief that if a company enhances interna service quality to raise employee
satiosfaction, which fuels employee loyaty and productivity, then the externa
customers must be satisfaction and loyalty as well (Heskett et al., 2008). As Kaplan

and Norton explain,
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Employee satisfaction objective recognizes that employee morale and overal job
satisfaction are now considered highly important by most organizations. Satisfied
employees are a precondition for increasing productivity, responsiveness, quality,
and customer service.

(Kaplan and Norton, 1996, 130)

It is essential to assure that intra-company functions are doing what they have to
do efficiently (doing the thing right) and effectively (doing the right thing). For
example, the production department must satisfy its market customers by producing
an appropriate quantity on time; that it is an accomplishment of efficiency. According
to form and within budget, the marketing department satisfies its corporate planning,
which is an effective implementation. Thus, in order to obtain a high level of
customer satisfaction, organizations need to satisfy their employees.

During the past 15 years (Kaplan and Norton, 1996), one of the most dramatic shiftsin
management thinking has been the change in the role of organizational employees. In
fact, nothing better demonstrates the revolutionary transformation from industrial era
thinking to information era thinking (Kaplan and Norton, 1996) than the new
management philosophy of how employees contribute to the organization. The
emergence of huge industrial businesses a century ago and impact of the scientific
management movement (Kaplan and Norton, 1996) left a legacy where companies
employed employees to perform physical work, not to think, in line with Frederick

Taylor’s theory. However, as Edmondson points out:

Organizations don’t focus on getting things done more efficiently than competitors
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do. Instead, they focus on learning faster...Figuring out the best ways to accomplish
different kinds of work in a rapidly changing environment starts with seeking out
best practices gathered from experts, publications, and even competitors.
(Edmondson, 2008, 65)

Generaly, measurement of employee satisfaction is based on two factors: employee

retention (or 1- employee turnover) and employee productivity (Kaplan and Norton,

1996). Employee retention is used on the basis that employees’ remaining in the

organization reflect their long-term interest, loyalty and commitment to the values and

knowledge of the organization. Ittner and Larcker (2003) point out that tracking

things like employee turnover can powerfully supplement traditional bookkeeping.

Kaplan and Norton (1996) propose that employee retention is measured in

terms of percentage of main employee turnover. They further explain that employee

productivity is an outcome measure of the combination of influences from boosting

employee morae, innovation, improving operational processes and satisfying

customers. The easiest productivity measure is revenue per employee, which

represents how much output, including “value added” by things like customer

service, can be produced per employee.

Japanese management encourages a concerted effort to involve employees in

suggestions for long-term and incremental improvement. Therefore, the suggestion

system is established as an integrated part of the management system. Wit and Meyer

mention,
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The number of workers’ suggestions is regarded as an important criterion in
reviewing the performance of these workers’ supervisor. The manager of the
supervisors is in turn expected to assist them so that they can help workers
generate more suggestions.
(Wit and Meyer, 1998, 269)

Through suggestions, employees can participate in the workplace and play a crucia
role in upgrading standards in organizations. Wit and Meyer illustrate this point by

guoting the words of the Toyota Motor chairman, Eiji Toyoda:

One of the features of the Japanese workersis that they use their brains as well
as their hands. Our workers provide 1.5 million suggestions a year, and 95
percent of them are put to practical use. There is an ailmost tangible concern for
improvement in the air at Toyota.

(Wit and Meyer, 1998, 270)

In this research, therefore, employee satisfaction combines employee productivity,
employee retention = 1- employee turnover and employee suggestions. More detailed
fuzzy if-then rules applied to this measurement will be explained in Chapter 10.

5.4.2 Customer Satisfaction

Dibb et al. (2001) define customer satisfaction as “a state that exists when an
exchange meets the needs and expectations of the buyer.” For example, Xerox’s
satisfied and very satisfied found that the relationships between the scores and actual
loyalty differed greatly depending on whether the customers were very satisfied or
satisfied. Customers giving Xerox’s very satisfied were six times more likely to
repurchase Xerox equipment than those giving satisfied (Heskett et al., 2008).

Finkelman and Goland note that the Strategic Planning Institute based on its PIMS
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database shows,

Companies that rated high on their customer service quality grew market share
faster and achieved significantly higher profitability in terms of return on sales
than did their lower-rated competitors... Many other studies document the
value of customer satisfaction through its relationship to repurchase
behaviour... And according to the American Marketing Association and the
Forum Corporation estimates, it can cost one-fifth to one-sixth as much to keep
acustomer asit doesto acquire a new one.

(Finkelman and Goland, 1990, 3)

For instance, Konrad (1992) indicates that the consulting company Bain & Company

found out that enhancing a company’s customer retention rate at just 2% has about the

same impact on a firm’s profits as decreasing its total cost structure by 10%. Thus, a

company should pay attention not only to seeking new customers but also to retaining

existing ones and building a good rel ationship with them.

In order to tackle customer problems, service organizations must have the

latitude to resolve any situation promptly. Moreover, customers and employees must

be encouraged to report rather than suppress concerns because value of service is a

function not only of costs to the customer but also of the results accomplished for the

customer by means of giving frontline service employees the latitude to customize a

standard service to individua needs (Heskett et al., 2008). Technical Assistance

Research Program (TARP) studies illustrate that the return on investment in customer

complaint resolution systems is significant, for example, 50% to 170% in banking and

100% or more for consumer durable manufactures. TARP datais shown in Figure 5.1.
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—— Problemcost > $100 === Problem cost $1-5
Complaints 95%
quickly
resolved 82%

Complaints 70%
resolved 54%

Complaints not 46%
resolved 19%

37%

Did not complain  (me= 9%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%
Percentage of people intending to repurchase
Figure 5.1 The repurchase intentions of customers with complaints (Source: Finkelman
and Goland, 1990, 7)

It indicates that customers whose complaints are quickly resolved have a surprisingly
high rate of intended repurchase. In other words, customers whose complaints are
heard and quickly resolved are more likely to repurchase than customers whose
complaints are neither heard nor resolved, and this further promotes customers’
loyalty. Customer complaints provide a stimulus to improve the company’s products

or services. Heskett et al. point out,

Xerox’s management currently wants to achieve 100% apostles, by the end of 1996
by upgrading service levels and guaranteeing customer satisfaction. But just as
important for Xerox’s profitability is to avoid creating terrorists. Customers so
unhappy that they speak out against a poorly delivered service at every opportunity.
Terrorists can reach hundreds of potential customers. In some instances they can
even discourage acquaintances from trying a service or product.

(Heskett et al., 2008, 121)

In this research, therefore, customer satisfaction consists of the purchase
proportion per customer in each single product, customer retention rate and customer

complaints.
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5.4.3 Stakeholders’ Performance

An increasing tide of consciousness about the importance of business ethics is
sweeping the world. All strategy formulation, implementation, and evaluation
decisions have ethical ramifications. Dibb et al. (2001) point out that the ideas of
ethics and social responsibility are used interchangeably. They further explain that
ethical issues probably come from conflicts between individuals’ personal moral
philosophies, the company’s strategic decisions and the organizational environment
where people work. They argue, “To promote ethical conduct requires teamwork and
initiative, which often result in higher quality products. This leads to the potentia for

an ethical advantage: better reputation, sales, market share and profits.” (2001, 765)

The strategic manager needs to discover how the different stakeholders can

benefit from the firm’s performance. Drucker (1973) explains briefly the mutual

relationship between strategy and legitimacy. In fact, strategy has become part of the

social contract between an organization and its stakeholders. An organization,

therefore, has to consider organizationa issues of ethics and concerns about socid

obligations in order to achieve the organization’s long-term objectives. This research,

modifies “The stakeholders’ expectation and corporate social issues matrix” (Rowe et

al., 1994) by fuzzy if-then rules to measure stakeholders’ performance with

adaptations from Post et al. (2002) who propose three dimensions: “resource-based”

including shareholders, employees and customers; “industry structure” including

suppliers, competitors and management; and “social political arena” including
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government and local communities, as shown in Table 5.1. Stakeholder roles are also

introduced in Table 5.2.

Table 5.1 Stakeholders’ performance (Source: Adapted from Rowe €t al., 1994, 100)

Ratings of stakeholders’ expectations

Resource-based Industry structure Social politica
arena

Corporate Ratings of corporate
social issues 5 éﬂ % g § § é’ § g social issues
items | 9 S s |§ |8 g 3

g | 8| % c 54|12

7] 0 = = 1]
Economics Recognizing strong or
Environment weak degree with
Discrimination average of TFN and
Personnel Figure 10.17. COA is
Products used to defuzzication.
Community
involvement
Co-opetition
Individual Combining
stakeholders’ stakeholders’
expectations expectations and
Stakeholders’ Recognizing strong or weak degree with average of TFN and |corporate social
expectations Figure 10.17. COA is used to defuzzication. issues for

Stakeholders’
performance with

fuzzy if-then rules

Table 5.2 Stakehol der roles (Source: Adapted from Post et al., 2002, 11)

Stakeholder groups Extended enterprise aspects/ Roles and impacts
characteristics
Resour ce-base
Shareholders Ownership; credit and financing Source of capital (debt/equity); capital
networks; debt and equity markets cost and risk management
Employees Recruitment and training; outsourcing; Development of human capital; team production;
contract and temporary employment collaboration in the workplace
Customers Downstream links and distribution; Reputation and brand loyalty; repeat purchase;
advertising collaborative problem- solving; new
products-services
Industry structure
Suppliers Physical, informational, and financial Network efficiencies; collaboration on cost
links in the supply chain reduction and technology
Competitors Collaborative ownership and Supplements firm’s own capacity and resources;
management; information networks stabilizes firm market position
Management Interacts with units of thein multiple Creates collaborative and/or conflicting
levels and roles incentives and behaviours among diverse
elements of the enterprise network
Social political arena
Government Operating within multiple jurisdictions; Possibilities for adaptive integration and/or

multiple issues of national sovereignty;
cooperation with United Nations
agencies

conflict

Local communities

Relati onships with numerous and diverse
congtituencies

Mutual support and/or inter- jurisdictional
conflict; “license to operate” in local venues

These indicators, which evaluate the performance of the organization in satisfying
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stakeholder needs related to corporate social issues including economics, environment,

discrimination, personnel, products, community involvement, co-opetition are

illustrated in Table 5.3. The stakeholders’ performance will be explained by fuzzy

if-then rulesin Chapter 10.

Table 5.3 A checklist of corporate social issues (Source: Adapted from Rowe et al., 1994,

100)
Economics: Environment:
« Profitability e« Market share e Customer loyalty,| » Pollution control e« Repair of environment
goodwill e Financia stability  Recycling of waste materia
Discrimination: Personnel:
* Minority employment ¢ Employment of women » Occupationa health and safety  « Saary level
» Equal opportunities e Minority business partners | » Training; education e« Counselling
Products: Community involvement:
e Safety  « Quality e Product improvement « Community activities e Public health
« Education; arts
Co-opetition:
« Joint ventures e« Strategic alliance e Licensing
« Franchising

5.4.4 Limitations of Measuring Organizational Performance

In fact, many companies perhaps only consider their profits rather than pay attention

to employee satisfaction, customer satisfaction, and stakeholders’ performance.

Therefore, they are not interested in collecting related data such as employee retention,

employee suggestions, customer retention, and customer complaints. Currently,

employee and customer satisfaction is increasingly important for organizationa

evauation measurement. However, as far as | know, the majority of companies use

guestionnaire surveys to measure customer satisfaction, rather than use quantitative

data from intra-organizations such as customer complaints and customer retention to

measure it. Most organizational managers are also confused about how to measure
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employee satisfaction in organizations. Therefore, a magjor limitation is how to

persuade an organization to apply quantitative proxies for qualitative measurement for

both satisfaction indicators, asis donein this research.

Another limitation is that stakeholders’ boundary decisions could lead to

arguments between individual companies. Defining stakeholders’ boundaries should

be cautioned because there are no precise rules for this work so that a poor definition

will lead to poor planning (Pearce II and Robinson, Jn., 2003). This is a crucia

problem for a company, as stakeholders’ expectations need to be ascertained. Apart

from the problem of how to decide the order of priority of stakeholders’ expectations,

there is a lack of related awareness in organizations. These are, therefore, perhaps

limitations for corporate performance evaluation in this research.

5.5 The Framework of the Thesis

Based on this chapter discussion, both hard and soft measures of performance are

important in strategic management. Thus, this research used quantitative proxies for

gualitative evauation indicators. Finaly, the six-views model is composed of three

essential  factors (planning, leadership, and organizations) to go beyond the

narrowness of each individua view to form a conceptual framework consisting of
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three interconnected parts. roots, stem, and flowers and fruits to overcome the

insufficiencies of the planning view that include implementation with roots,

foresight of the dynamic environment with stems, and performance evauation with

flowers and fruits, as shown in Figure 5.2 and explained as follows:

FLOWERSand FRUITS:
Stakeholders’ performance
Customer satisfaction
Employee satisfaction

STEMS:
Foresight environment
and
Supply chain operation
Very weak (0-0.2)
P "Weak (0.1:04)
o
Moderate (0.3-0.7)
o
Strong (0.6 -0.9)
_|
" Very strong (0.9 -1.0)
Separating formulation and | Planning view for strategy Integrated five-views for strategy
implementation formulation (¥xPLV) implementation (Yfive-views)
Combining strategy Strategic management
formulation and (Yksix-views)

implementation

Figure 5.2 Framework of the six-views model

e The roots, as the foundation of a tree, can promote organizational surviva and

devel opment through its operation processes.

* Stems are used to recognize the competitive situations of each individual SBU in an

organization by Five-forces analysis to identify stages of the product life cycle.

Moreover, an organization must be to fulfil strategy fit, so that proposes its supply

chain operation strategy including ‘efficient,” ‘efficient and responsive,” and

‘responsive, liquidation, innovation, or divestiture’ strategies by operation process to

fulfil strategy implementation.
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» The flowers and fruits of atree, as the performance of an organization, are based on

robust roots, that is, six-views, to commit strategy implementation.

The fieldwork, in turn, will be used to prove the reliability and validity of the model

from connecting the insuffisiencies of strategic planning and four objectives, as

mentioned in section 1.4. Moreover, this thesis intends to explain issues of strategic

management from the findings of the case study.

5.6 Conclusion

Performance evaluation is an essential part of strategic management in organizations

and it should take into account not only short-term objectives such as financial

performance, but aso long-term objectives such as employee and customer

satisfaction. By and large, employee satisfaction includes employee productivity,

employee turnover and employee suggestions. Customer satisfaction combines the

purchase proportion per customer in each single product, customer retention rate and

customer complaints as measurement indicators. Moreover, employee satisfaction can

promote customer satisfaction and further improve profitability.

In this research, three evaluation indicators are used: employee satisfaction,

customer satisfaction, and stakeholders’ performance. These indicators are used to
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evaluate the impact of a strategy on each group of stakeholders and the social issues

in organizations. In fact, those evauation indicators highlight implementation (e.g.,

employee satisfaction with the operation process), to link internal with externa

objectives (e.g., from employee satisfaction to customer satisfaction and even profit

and corporate socia responsibility) to fit the environment and to win competitive

advantage (e.g., meet stakeholders’ performance and obtain reputation) as Rumelt’s

(1980) four evaluation criteria such as consistency (no mutually exclusive objectives);

consonance (to adapt between the company and its environment); feasibility (in

implementation); and advantage (the strategy must offer a competitive advantage) to

identify whether a strategy is appropriate. Finally, the framework of the roots theory

was proposed with six-views as roots, which is not only to concern strategy

formulation but also emphasizes strategy implementation by supply chain operation of

the SBU, namely, companies have to raise standards for both planning and

implementation simultaneously and create clear links between them (Mankins and

Steele, 2005), further enhances strategic management successfully in an organization.
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PART 2:. METHODOLOGY AND DATAANALYSIS

CHAPTER 6: INTRODUCING METHODS

6.1 Introduction

Chapter 6 describes the research design which is used to realize the practical for
promoting strategic management with the six-views model. This research proceeded

in three phases as shown in Figure 6.1.

The conceptual E Model practica | Create a new
framework I analysis E model
formulation i :

' Quantitative X
Qualitative ! research o Qualitative
research < E > Qualitative - Eﬁ research
' research :

Ideaphase —>*—  performphase > Affirm phase

Figure 6.1 The design of the research approach

First, a qualitative approach which included a literature review was conducted. This
phase doubts insufficiencies of the planning view and its lack in implementation.
Then the research hypothesizes that the organization has to integrate the five-views
for strategy implementation so improving strategic management with six-views. This

thesis adopted Mintzberg’s (1987a) 5P and added partners’ expectation into 6P to
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formulate strategy further devel oping the six-views model including roots, stems, and

flowers and fruits by means of critical systems thinking and overview of strategic

management encouraging breakthrough boundary, rebuilding relationship, and

competitive dynamic thinking to see how six-views assists in facilitating strategic

management successfully with statistical analysis.

Second, in order to prove the framework of the six-views model, a quantitative

approach questionnaire, was adopted to find out ‘what’ concerns Taiwanese

companies have about strategic management; and ‘how’ to compare and improve the

reality of strategic management in Taiwan with the six-views. In the same phase, a

gualitative approach was used, in which twenty managers from fifteen different

companies were interviewed to deeply explore the issues of strategic management in

Taiwanese companies. In the third phase, four companies were selected for case study,

in which an audit of practice in relation to the six-views model with fuzzy logic was

conducted. Simultaneously, qualitative research interviews of case study were

conducted to validate the research findings from questionnaire and the first interviews,

to assist in the interpretation of the results and to develop a six-views model of

strategic management.

To sum up, it is associated with a hypothetical-inductive method which is based

on literature review and experience adjustment trying to expand existent theory of the
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planning view. In order to test pre-hypothesis data questionnaire, interviews and
gualitative research interviews to analyze and explain, further proposes a novel
approach to effective strategic management: the six-views model, which is associated
with an analytic-deductive method for evidencing the model. In turn, case studies with
four Taiwanese companies are designed in this thesis for practicing the model. These

are explained in detail in the following section.

6.2 Research Design

Research design includes four main ideas for the essential plan of research as shown

in Figure 6.2.
Research design
Research Data collected and
questions >  analysed <«— Data

« Following what strategy?
¢ Within what framework?
¢ From whom?

Figure 6.2 Research design connects research questions to data
(Source: Punch, 2005, 63)

This research has two hypotheses which come from research issues as mentioned in

chapter 1 as shown as follows: (1) The insufficiency of the strategic planning view,

requires that organizations have to integrate the five-views for strategy

implementation so as to improve strategic management with the six-views. (2) The
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Six-views as organizationa roots can promote strategy formulation and

implementation via efficient and effective supply chain operation and further promote

organizational performance including employee satisfaction, customer satisfaction

and stakeholders’ performance.

In order to confirm the hypothesis, first of all, factor analysisis used to raise the

level of abstraction from items to factors for the six-views and internal consistency in

the analysis of quantitative data. This research applied two methods. investigation

method and case study method as a strategy to collect quantitative and qualitative data.

Investigation methods included questionnaire and interviews to collect data of the

six-views for promoting strategic management by comparing views with frequency

distribution, Duncan’s test, paired t-test, and proportion test. On the other hand, this

research uses the data of the six-views as independent variables along with one

dependent variable of the integrated six-views to explore related variables by

bi-variate statistics and multiple linear regression (MLR). In particular, stepwise

regression interprets the dropping out of variables from the regression equation to

understand the difference this makes to the dependent variable and how much

variance can be explained. Moreover, the six-views model uses data from the

six-views and supply chain operation as independent variables and one dependent

variable as organizational performance in order to confirm the cause-and-effect of
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relating variables by MLR. The interviews are used to provide a depth which

addresses the richness that is the substance of their meanings in the six-views model.

A case study method with four Taiwanese companies by fuzzy logic is used to

practice the planning view and integrated five-views as organizational roots to

identify strategy formulation and implementation with audit of the six-views.

Five-forces anaysis with questionnaire data is then used to understand the

competitive environment in order to identify the stages of PLC and further enhance

performance of strategy implementation in organizations with employee satisfaction,

customer satisfaction, which provided data by the four companies and stakeholders’

performance with questionnaire data. The purpose of the case study is to practice the

six-views model and induct the new theory.

Using both qualitative and quantitative approaches may offer a means of

bridging the micro-macro gap. The quantitative approach highlights large-scale,

structural features of socia life, but the qualitative approach pays attention to

small-scale, behavioural aspects. Therefore, integrating qualitative and quantitative

approaches should be required (Punch, 2005). The use of multiple methods is known

as triangulation which can promote the accuracy of the research’s judgments by the

collection of different kinds of data bearing on the same phenomenon. As Punch

indicates,
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The findings from one type of study can be checked against the findings deriving
from the other type. For example, the results of a qualitative investigation might be
checked againgt a quantitative study. The aim is generally to enhance the validity of
findings.

(Punch, 2005, 241)

6.3 Methods of Data Collection

The precise structure of the questionnaire design and interviews used for data

collection are discussed below.

6.3.1 Collecting Qualitative Data

Literature review was used to obtain information related to basic knowledge of

strategic management for this research. The six main issues of strategic management

were unveiled in Chapter 2. Then, two management approaches — critical systems

thinking and fuzzy logic - were explored to discover how well they could assist in

promoting effective strategy management in organizations. The process culminated in

development of a pluralistic thinking approach to tackle the six issues of strategic

management by means of six-views.

6.3.2 Questionnaire Design

Based on knowledge drawn from a review of the literature, a considerable amount of
time was dedicated to the development of the questionnaire, as a tool for the

collection of large scale data to test the main issues of strategic management in the
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thesis. The purpose of the questionnaire is to ascertain whether the six-views is an

essential  factor to promote strategy formulation and implementation in the

strategy-making process for Taiwanese companies. Moreover, the six-views, as

organizational roots, can be used to promote effective strategic management and

further enhance organizational performance. These questions could help to realize

the current situation of strategic management and aim to assess which aspects of

strategic management are poor and could be improved in Taiwanese companies. The

questionnaire contains nineteen gquestions, designed to reflect the literature review,

and the six-views of strategic management proposed in the thesis. These gquestions

were written in both English and Chinese languages to avoid ambiguity, as shown in

Appendix C. The six-views model was evolved by my pre-supervisor first, then

refined through pilot study, and discussion with my learning team committee, and

some senior managers, in order to modify it and finally draw up nineteen questions.

Therefore, this research possesses a good degree of representativeness of issues in

strategic management.

Respondents were asked to circle one response on the scale: strongly disagree

represents 21-0, disagree represents 41-20, neutral represents 71-40, agree represents

90-70 or strongly agree represents 100-89. In the social sciences, scaling involves

creating a continuum upon which measured objects are located. Malhotra and Birks
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explain, “Scaling is the process by which respondents would be classified as having

an unfavourable, neutral or positive attitude.” (1999, 276) An advantage of collecting

guantitative data of thiskind isthat it allows direct numerical comparisons to be made

from simple frequent distribution as in this research. However, the five linguistic

variables produce vague and qualitative ideas and judgments. As Kosko (1999) and

Bojadziev and Bojadziev (1997) point out, TFN is a simple and proper approach to

deal with ambiguous phenomena in the social sciences, and is used for data in this

research.

The summated ratings method is the most useful when it is possible to compare

the individual person’s score with a distribution of scores from some well defined

group. Referring to this research, the average score of each organization could be

counted and compared with the total average score of all Taiwanese companies.

For analysis, the questionnaire data was divided into four parts. manufacturing

industries, service firms, big corporations and small to medium sized enterprises. First,

TFN were utilized to tackle the survey data. The five fuzzy linguistic variables of 158

senior managers are shown in Appendix D and membership functions are depicted in

Figure 4.3 and Table 4.1.

From the opinions of my supervisor, pilot study, and my learning team

committee, this research believes that strategic management belongs to high level
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management. Although senior managers can communicate with lower level

employees about a company’s vision, mission, objectives, and strategy formulation

and implementation, it is difficult for lower level employees to make decisions on

strategic direction. Therefore, this research picked senior managers to fill the

guestionnaire. Average formulation measures and COA were further used for

defuzzification and to obtain the degree of importance of total average. Second, using

an adapted version of the questionnaire taken from the summated ratings method,

each view of strategic management can be checked to ascertain whether it is strong or

weak in organizations.

Furthermore, factor analysis is to describe the six-views that all variables within

a particular view are highly correlated among themselves but have relatively small

correlations with variables in a different view. The bi-variate correlation was used to

discuss how views of strategic management relate to each other. MLR analysis was

used for predicting values of the integrated six-views response variable from a

collection of the individua view variable values and further to explore among the

six-views whether they constitute independent contributions to strategic management.

Fuzzy if-then rules for combining strategy formulation and implementation attempt to

recognize strategic management. These nineteen questions were developed for this

survey, which were rationale for their inclusion, and are presented below, in relation
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to the six dimensions of strategic management they reflected.

Logic and language view

This view contains the following two questions:

Q1. Does your company agree that the strategic management process must

communicate with employees and stakeholders in order to promote effective strategic

management?

Q2: Does your company believe that the strategy-making process should cultivate

fuzzy thinking rather than crisp thinking?

The first question reflects the assumption that an organization has to communicate its

objective and mission with employees and stakeholders so as to implement strategy.

The second question concerns whether an organization needs to move towards

cultivation of fuzzy thinking under a dynamic and complex environment. The two

guestions hypothesize that if an organization agrees, respondents would answer

‘strongly agree.’

Learning view

This view contains the following three questions:

Q3: Does your company believe that learning and accumulating new knowledge can

help your organization to fit a dynamic and complex environment?

Q4: Does your company agree that employees need to learn together for promoting
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strategic management?

Q5: Can your company learn to create good interaction with stakeholders to improve

strategic management?

The third question is designed to confirm whether the need is felt for the organization

to accumulate knowledge to adapt to a dynamic and complex environment. This

research hypothesizes that an organization believes it is crucial to learn and

accumulate knowledge. The fourth question, in this research hypothesizes that the

organization is really concerned about their employees learning together. The fifth

guestion, in this research hypothesizes that respondents are really concerned about

learning and trying to create good relationships with stakeholders, in order to improve

strategic management. Respondents would answer ‘strongly agree,” if an organization

agrees with the three researches hypothesis above.

Cultural view

The cultura view contains the following three questions:

Q6: Does your company think that organizational culture can integrate individuals or

groups into the organizational climate to achieve its objective?

Q7: Does your company believe that creating organizational culture is an essentia

factor to implement effective strategic management successfully?

Q8: Does your company agree that cultural change facilitates employees’ recognition
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for implementing strategy?

The sixth question is designed to confirm whether the organization can share its

vision and formulate an organizational culture conducive to achieving its objective.

This research hypothesizes that the organization understands the role of organizational

culture in encouraging employees to accomplish organizational objectives. The

seventh question, in this research, hypothesizes that the organizational cultureisreally

viewed as an important factor in order to implement strategic management. The

eighth question, in this research, hypothesizes that the organization believes that

culture can promote effective strategy implementation. If an organization agrees with

the three research hyptheses above, then respondents would answer ‘strongly agree.’

Political view

The political view includes the following two questions:

Q9: Does your company believe that political power can reduce disputes between

employees, stakeholders, and organizations?

Q10: Does your company believe that political power can promote the cooperation of

stakeholders?

The ninth question in this research hypothesizes that an organization really believes

that the power of aleader can improve conflict management between employees and

the organization. The tenth question in this research hypothesizes that an organization
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thinks that the power of the leader can really influence cooperation of stakeholders.

Respondents would answer ‘strongly agree,” if an organization agrees with the two

researches hypothesis above.

Ethical view

The ethical view includes the following three questions:

Q11: Does your company agree that creating good relationships with stakeholders is

conducive to fulfil strategy?

Q12: Does your company agree that Lao-Tzu’s idea, “put yourself in others’ place and

be selfless” as a strategy can promote effective strategic management?

Q13: Does your company believe that ethical ideas lead to “mutual trust,”

“commitment,” “implementation” and ‘“reputation” with stakeholders in your

company?

The eleventh question in this research hypothesizes that an organization believes that

ethical concepts can improve relationships with stakeholders and promotes strategy

implementation. The twelfth question attempts to evaluate whether Lao-Tzu’s idea

“put yourself in others’ place and be selfless” is seen as an effective strategy to

improve effective strategic management. This research hypothesizes that the

organization believes that his idea can boost effective strategic management. The

thirteenth question in this research hypothesizes that the ethical ideas are thought to
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create good interaction with stakeholders and promote mutual trust, commitment,

implementation, and reputation. Respondents would answer ‘strongly agree,” if an

organization agrees with the three researches hypothesis above.

Planning view

The planning view consists of the following three questions:

Q14: Does your company believe that the evaluation index of strategic management

must consider quantitative (such as market share, profits and sales) and qualitative

(such as employee satisfaction, customer satisfaction and stakeholders’ performance)

analyses?

Q15: Does your company have to adjust strategic planning under dynamic and

complex environments?

Q16: Does your company believe that the strategy-making process has to integrate

logic and language, learning, culture, politics and ethics, based on planning to obtain

effective strategic management?

The fourteenth question in this research hypothesizes that if an organization

emphasises the two measurement approaches, respondents would answer ‘strongly

agree.” The fifteenth question in this research hypothesizes that if an organization

believes that it should adjust its strategic planning under environmental impact,

respondents would answer ‘strongly agree.” The sixteenth question in this research
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hypothesizes that if an organization really needs good planning to combine the other

five perspectives for implementation of effective strategic management, respondents

would answer ‘strongly agree.’

Integration of six-views and the six-views model

Q17: Would you please rate the importance of the six-views for promoting strategic

management in your company respectively? Logic and language view? Learning view?

Cultural view? Palitical view? Ethical idea? Planning view?

Q18: In terms of the answer of the six-views above, compare the supply chain

operation management of your company to that of your competitors, including_inputs:

product design and suppliers, process: pricing, manufacturing, inventory, lead time,

and outputs. transportation and service. Moreover, participants were also asked to

compare the overall performance of their company to that of their competitors,

considering key performance including employee satisfaction, customer satisfaction

and stakeholders’ performance.

The seventeenth question is designed to check whether the respondent has focused on

filling the questionnaire, which can help to identify whether the questionnaire is

effective. The eighteenth question is intended to recognize whether it is possible to

promote effective strategic management in Taiwanese companies by means of the

six-views model including ‘roots’ as reinforcing the six-views, ‘stems’ as competitive
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anaysis to facilitate supply chain operation, and then produce better ‘flowers and

fruits’ as the result of performance evaluation such as employee satisfaction, customer

satisfaction, and stakeholders’ performance. Question nineteen is used to identify the

nature of the organization - manufacturing industries or service firms — and its size -

big corporation or small to medium sized enterprise. These degrees of the six-views,

together, can be used to show the rank and strengths or weaknesses of strategic

management in Taiwanese companies.

A letter was sent to every company, usually addressed to the senior managers,

asking them to answer the gquestionnaires. Basically, each company at least has one

senior manager to answer the questionnaire. Two additional |etters were enclosed: one

from my pre-supervisor, Dr. Gregory, who taught in the University of Hull in

theUnited Kingdom, the other from my learning team committee, consisting of

Professor Dr. Fu-Zang Tang who is an expert in the strategic management field in the

University of Taiwan; Professor Dr. Ta-Chung Chu and Associate Professor Dr.

Chin-Lu Chyu experts of fuzzy logic in Southern Taiwan University of Technology

(STUT); Associate Dr. Chung-Cheng Huang who is familiar with fuzzy logic in STUT;

Mr. Chun-Cheng Chen who is the chairman of Spring Plastic Enterprise Co. Ltd. and

also lectures in strategic management in STUT; and Mr. David Ho, who is the

President of TYC Brother Industrial Co. Ltd. and aso lectures in inventory
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management and production management in STUT, as shown in Appendix E. The

guestionnaires were sent to 200 companies, including 70 manufacturing industries (35

big corporations and 35 small to medium sized enterprises) and 130 service firms (65

big corporations and 65 small to medium sized enterprises), as shown in Appendix F.

The sampling frame was adopted from the Directorate General of Budget, Accounting

and Statistics, Executive Yuan, Taiwan, 2001 (see Tables 6.2 and 6.3). It took

approximately four weeks from sending out the questionnaires to receiving them back.

In the following four weeks, the data was analyzed by a SAS package to undertake

frequency distribution, statistical tests, factor analysis, Pearson correlation and

regression. Furthermore, the TFN and COA were also applied to measure the strong

or weak degree of agreement for the six-views. Fuzzy if-then rules are applied to

identify strong or weak of strategic management by combining the planning view and

the integrated five-views, and performance evaluation. Fifteen companies were

selected to carry out interviews from return letters. These were selected to include

50% manufacturing industries and 50% service firms, and 50% big corporations and

50% small to medium sized enterprises.

Finally, entering, coding and tabulating the data from the interviews and content

anaysis took a further six weeks. In fact, after each interview, | transcribed the

tape-recorded interview data verbatim, that is, in the exact words that people used to
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express their ideas. Drever (1995) addressed that one big advantage of transcription is

that most people regard a transcript as providing a “true” record of the original

interview. Heritage (quoted in Silverman, 1993, 116) suggested that transcriptions of

Subjects are “treated as an appropriate substitute for the observation of actual

behaviour.” As noted previously, these questions were written in both English and

Chinese languages to avoid ambiguity. The Chinese language is different from

English in form and structure. Hence, some degree of inaccuracy, which might result

from the tranglation, must be conceded. The originals were placed in transparent

plastic pockets and kept in a safe place. The transcripts were marked with different

colours to categorize and summarize the texts, with the aim of finding answers to the

research questions.

The fina report, which identified the strengths and weaknesses of combining the

six-views and confirm the six-views model in strategic management in order to derive

some recommendations and suggestions for further research, was ready after twenty

weeks.

6.3.3 The Measurement of Questionnaire Data

This research adopted four steps for the measurement of questionnaire data. They

include confirmation of questionnaire data, TFN measurement, defuzzification and

summated average value of defuzzification and are listed as follows:
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(1) The confirmation of the questionnaire’s data

Each question was answered using five linguistic variables: “strongly disagree’,
“disagree”, “neutral”, “agree”, and “strongly agree”. It was confirmed first that every
senior manager had subjective perceptions of the standard of the five linguistic
variables for measuring the questionnaire data. This research adopted a scale from 0
to100, where the greater the number, the more closely it expresses “strongly agree”; in
contrast, the smaller the number, the more closely it expresses “strongly disagree”.
The value of the fivelinguistic variablesis{(x, y)| 0< x < y <100} .

(2) TEN measurement

This section tries to introduce the idea that every value of alinguistic variable can be
expressed by means of TFN. Senior managers can decide a subjective range for the
value of every linguistic variable, in the range O to 100. S;=(LS;, MS;, US;))
expresses the i™ senior manager’s response to the j™ questionnaire question and it is a
TFN. In this research, therefore, all the answers of senior managers were integrated
and “addition of fuzzy numbers” and “multiplication of fuzzy numbers”, applied to

yield a summated average value, namely

_ 1 n n n 1 n 1 n 1 n
S, :H(ELS”-,;MS”-,;US,]) Z(EELSJ’E;MSJ’E;US‘O

=(LS,;,MS,,US))

where:
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n: numbers of senior managers

S, : thej " questionnaire question, TFN average value

LS;: the i™ senior manager’s response to the lower value of the j™ questionnaire
questionin TFN

MS;: the i™ senior manager’s response to the moderate value of the j™ questionnaire
questionin TFN

uS;: the i™ senior manager’s response to the higher value of the ™ questionnaire
questionin TFN

(3) Using COA measures defuzzification

This research adopts the formula (4.4), DS, =[US, + MS, +LS,]/3, (whereDS,

represents | questionnaire question value of defuzzication) to measure defuzzication

because the fuzzy numbers is one single triangular fuzzy numbers:

(4) Summated average value of defuzzification

5
e [ ogic and language view: EZQ,- e [earning view: ngj

j=1 j=3
1 1
* Cultural view: 23 o * Political view: 23 o,
j=6 j=9
1 13 1 16
® Ethical view: 52Q,~ * Planning view: EZQJ»
=1 j=14

174
® Integrated six-views: < ZQj

=17

® Better six-views as roots can promote supply chain operation better: Qig1-1; 1-2; 1-3);

Better six-views can improve performance evaluation better: Qg (2-1; 2-2; 2-3)
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Based on the four steps outlined above, the five linguistic variables of the

guestionnaire data form produced survey information, as shown in Table 6.1.

Table 6.1 Questionnaire data form and measurement

Experts S So...... Sis1 T e TS . Rankin The important
P TFN: (LS,MS,US) ; O | Mgt
Items Average of total average
Defuzzification (D S)
L ogic and L anguage view
1 I I I I
2 I I I I I |
L earning view
3
4
5
Cultural view
6
7
8
Political view
9 I I I I
10 I I I I I |
Ethical view
11
12
13
Planning view
14
15
16
Six-views
17
Six-views model
18(1) [ 1-1
1-2
1-3
18(2) | 2-1
2-2
2-3

(Note : Defuzzification as formula 4.4)

6.3.4 Interviews

Persona interviews are direct communications within face-to-face situations,
wherein this research asks respondents questions. Zikmund (2003) points out that
personal interviews provide some advantages, in that the face-to-face interaction has
several characteristics that help researchers get complete and precise information.

Obvioudly, the relatively small number of interviewees in a qualitative project cannot
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provide an adequate basis for inferential statistics, but the depth and richness of the

findings of interviews complement the breadth of data collected by questionnaire

(Burton, 2000).

The purpose of conducting interviews is to gain a greater recognition of the

present situation of strategic management in Taiwanese companies. Basically, there

are three main types of interview: structured, semi-structured and unstructured.

Bernard comments that, in

Structured interviewing, people are asked to respond to as nearly identical a set of
stimuli as possible. One variety of structured interviewing involves use of an
interview schedule, an explicit set of instructions to interviewers who administer
guestionnaires orally. Unstructured interviews are based on a clear plan that you
keep constantly in mind, but are also characterized by a minimum of control over
the respondent’s responses.

(Bernard, 2000, 191-192)

Bernard notes that the semi-structured interview has some merits as follows:

It has much of the freewheeling quality of unstructured interviewing, and
requires all the same skills, but semi-structured is based on the use of an
interview guide. This is a written list of questions and topics that need to be
covered in a particular order...The interviewer maintains discretion to follow
leads, but the interview guide is a set of clear ingtructions — instructions like this
one... Formal, written guides are an absolute must if you are sending out severa
interviewers to collect data. But even if you do all the interviewing on a project
yourself, you should build a guide and follow it if you want reliable, comparable
qualitative data.

(Bernard, 2000, 191)

Semi-structured interviews, therefore, were selected for application in this research.

The interviews were used to ascertain “what” the companies have done about strategy

formulation and implementation in line with the six-views in Taiwan and “how”.
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Further, what improvement could be added to strategic management to make

organization performance more effective?

Interviews were conducted in fifteen companies which were chosen from the

original return letters of 200 companies. | discussed the selection with my

pre-supervisor and my learning team committee. These companies were constituted a

theoreticad sample rather than a random sample. They represented different

characteristics which included big corporations versus. smal to medium sized

enterprises, product versus. service orientation and traditional organizations versus.

learning organizations. As Glaser and Strauss (1967) indicate, such a maximization of

differences can stir the generation of additional categories and theory insights, so that

the findings could be more generally applicable. Therefore, from the common results

of the research, this research can obtain more general conclusions.

A letter was sent to every senior manager from the selected fifteen companies,

asking for an interview with him/her and other managers, about the process of

strategic management. Two letters were enclosed: one from my pre-supervisor and the

other from my learning team committee. Each company was represented by at |east

oneinterviewee.

Research was conducted on the fifteen selected companies through secondary

sources before the interviews, because these sources would add value to the analysis.
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Each personal interview generaly took approximately sixty minutes and took place at

the interviewee’s office. Five minutes were allocated to discuss the interviewees’ job

function. Then, another fifty-five minutes were taken for the other questions. The

interview questions and time table of interviews are shown in Appendix G and

Appendix H, respectively.

Question 1: Please tell me about the role of your department and your personal job

function. This question tries to recognize the interviewee’s background.

Question 2: What is the current strategic management of your organization? What are

the strengths and weaknesses? How can it be improved? This question attempts to

disclose the current situation of thestrategic management process and recognize its

perceived strengths and weaknesses. Moreover, how to improve the process of

strategic management was also discussed.

Question 3: Would you please explain the influences of the six-views on strategic

management in your company? Logic and language view? Learning view? Cultura

view? Political view? Ethical view? Planning view? This question was asked to

explore how well the six-views were seen as promoting effective strategic

management in Taiwanese companies.

Question 4: What type of evaluation system is used to rate the effectiveness of

strategy in your organization? Please explain for quantitative (e.g. market share,
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profits and sales) and qualitative (e.g. employee satisfaction, customer satisfaction

and stakeholders’ performance) approaches, respectively. This question was asked to

see how the organization measured the performance of strategy implementation. It

highlights that organizations not only pay attention to quantitative analysis but also

use qualitative indicators.

Question 5: How does your company tackle the process of strategic management

under a dynamic and complex environment? This question was asked to know what

factors Taiwanese companies consider when making strategic decisions under a

dynamic and complex environment.

Question 6: How does your company produce better employee satisfaction, customer

satisfaction, and stakeholders’ performance by enhancing the six-views as roots to

facilitate efficiencies and effectiveness of supply chain operation? This question

would like to know whether the six-views can be seen as organizational roots to boost

strategy formulation and implementation. Eventually, an organization can display

better implementation performance by supply chain operation, such as employee

satisfaction, customer satisfaction, and stakeholders’ performance.

Question 7: What suggestions for the strategic management at your company, that this

research has not mentioned, do you find important? In the final question, | sought to

obtain different opinions which this research may have missed.
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6.4 Reliability and Validity

Measuring more complex concepts may require more than one question, because the
concept has severa attributes. An attribute is a single characteristic or basic feature
pertaining to an issue, object, person or situation (Zikmund, 2003). Measuring a
concept by avariety of techniques is one way to boost precision and accuracy. Asking
different questions for evaluating the same thing offers a more perfect cumulative
measure than does single-item estimation. Reliability and validity are two major
criteria for evaluating measurements in socia research. In this research, the following
steps were taken to ensure the reliability and validity of the research.

6.4.1 Reliability

Reliability appliesto a measure when similar results are obtained over time and across
situations. Zikmund (2003) points out that two aspects underlie the concept of
reliability: consistency over time and internal consistency. This thesis used internal
consistency in order to infer the level of the latent trait in multiple items; the question
affects the extent to which the items are consistent with each other. Basically, there
are the best known methods which include the split-half techniques, and coefficient
alpha (Cronbach, 1951). This thesis is based on given questionnaire data with

coefficient alpha to measure internal consistency. Neuman (1997) proposes, to
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increase the reliability of measures, four principles should be observed:

¢ Clearly conceptualize constructs,

e Use aprecise level of measurement,

¢ Use multiple indicators,

e Use pilot tests.

In thisthesis, first, clearly conceptualized constructs:. the insufficiency of the planning

view so that an organization has to integrate the five-views for promoting strategy

formulation and implementation further to enhance strategy implementation

performance of an organization, were built; the design of gquestionnaire was based on

the framework of six-views and was checked by my pre-supervisor, the learning team

committee, and senior managers. Then, statistical analysis with factor analysis was

applied to measure interna consistency. Factor analysis is the name given to a group

of related techniques developed for this purpose. The idea of factor analysis is based

on the correction betweens items when two items are correlated. This thesis intended

the existence of a common factor, which both items shared to some extent, and which

therefore explained the correlation between them. Factor analysis, therefore, aims to

reduce the number of items by finding the common factors among them (Punch,

2005). In turn, questionnaire, interviews and case study provided complementary

evidence of each other’s effectiveness by multi indicators. Finally, the questionnaire
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was pilot tested in two manufacturing industries (Uni-President Enterprises

Corporation and TYC Brother Industrial Co. Ltd.) and three service firms (China

Securities Co. Ltd. WY SER International Corp. and Hotel Kingdom), to ensure its

reliability. Furthermore, interview and case study were used to compare with the

results of the questionnaire.

A good measuring instrument for research objectives selects from differences

between senior managers, producing variance understanding how much error variance

isin the scores. Therefore, this thesis tries to produce high reliability with the above

four research plans.

6.4.2 Validity

Validity is concerned with whether research measures what it is intended to measure.

The American Psychological Association (1974) distinguishes between three basic

approaches to validity: content, criterion and construct. These basic approaches are

discussed as follows.

(1) Content validity

Content (face) validity is concerned with whether “a scale logically appears to be

accurately reflecting what was intended to be measured” (Zikmund, 2000, 282).

Basically, it implies that al aspects of the attribute are considered by the instrument.

This research was designed on the basis of a comprehensive review of the literature
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and, following a pilot study, and the recommendations of the learning team committee,

the content of the survey was modified as necessary. Findly, the variables of

six-views are formed by factor analysis

(2) Criterion validity

Criterion validity is defined as “the ability of some measure to correlate with other

measures of the same construct” (Zikmund, 2000, 282). In this thesis, if the scores of

the six-views measures are positively and highly correlated with effective strategic

management, then criterion validity would be evidenced. Therefore, this result will be

agood indicator of high criterion validity of this research.

(3) Construct validity

According to Zikmund, construct validity is “the ability of a measure to confirm a

network of related hypotheses generated from a theory based on the concepts.” (2000,

282) Establishing construct validity happens during the statistical analysis, when the

theoretical logic is compatible with the concepts. In this thesis, construct validity is

concerned with how well the strategic management factor measures work and why the

measures work, which depends on roots, stems, and flowers and fruits to combine the

planning view and the integrated five-views. Factor analysis can be used to explore

the possible constructs fundamental to the process of strategic management which

indicates the existence of an obvious construct rooted in the instrument design.
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6.5 Sampling Design

6.5.1 Defining the Population

Population refers to the whole group of people, things or events of interest that the
researcher wishes to investigate (Sekaran, 2000). David (1999) mentions that strategic
management plays an important role for achieving the mission of big corporations. He
further points out that all organizations need strategies. In particular, small to medium
sized enterprises also have to carry out strategic management in order to grow and
flourish. Thurston (1983) explains that growth is seriously hindered when leaders of
small to medium sized enterprises lack knowledge of strategic management. Recently,
David (1999) highlights that those who engage in strategic management are achieving
better performance than they ever did, especialy in small to medium sized enterprises.
In this research, the stratification into manufacturing industries, service firms, big
corporations and small to medium sized enterprises was chosen for identification of a
population. A set of criteria for inclusion in the sample was formulated and is shown

in Table 6.2.

Table 6.2 Sample criteria

Sample Criteria

(1) The company must be independent.

(2) The company has been running for five years at least.

(3) The company is a manufacturing industry or service firm.

(4) Manufacturing industries are divided into two groups in terms of capital and the numbers
of employees, service firms are divided into two groups in terms of sales and the numbers of
employees.
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The details are discussed as follows.

(1) The company must be independent: Independent means that the organi zations can

entirely decide their own strategies rather than recelve strategies from their

headquarters.

(2) The company has been running for five years at least: This means that the

company has robust finances and has been running for a period of time. Small to

medium sized enterprises are easily established but if the company lacks the

capability to deal with contingencies or emergencies, they are easily closed. Therefore,

this research required that these companies have been running for five years.

(3) The company must be a manufacturing industry or service firm: From Table 6.3, it

can be seen that manufacturing industries and service firms account for approximately

98.68% of GDP, in 2008. Therefore, manufacturing (including hi-tech) and service

firms were chosen as the focus of this research.

Table 6.3 Structure of gross domestic production in Taiwan (Proportion to GDP)

Years |Agriculture |Manufacturing |Service firms|Total
(%) industries(%) |(%)
2000 |1.85 29.22 68.93 100
2001 |1.85 27.62 70.53 100
2002 |1.86 28.05 70.09 100
2003 |1.80 28.14 70.06 100
2004 [1.63 29.36 69.01 100
2005 |1.44 28.99 69.57 100
2006 |1.45 29.37 69.18 100
2007 [1.34 31.41 67.25 100
2008 [1.32 31.01 67.67 100

(Source: Directorate General of Budget, Accounting and Statistics, DGBAS

Executive Yuan, Taiwan)
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(4) Basically, manufacturing industries possess fixed assets such as land and buildings,

plant and machinery, and fixtures and fittings. In contrast, service firms do not usually

possess land and buildings or plant and machinery. This research, therefore, looks at

capital for manufacturing industries, and sales for service firms. Manufacturing

industries with capital less than 80 million New Taiwan dollars (NT) or fewer than

200 employees are called small to medium sized enterprises. Those with more than 80

million NT and more than 200 employees are called big corporations. Service firms

with sales of less than 100 million NT or fewer than 50 employees are called small to

medium sized enterprises. Those with sales exceeding 100 million NT and more than

50 employees are called big corporations (Adopted from Directorate General of

Budget, Accounting and Statistics, Executive Yuan, Taiwan, briefly caled DGBAS

Executive Yuan, Taiwan).

6.5.2 Selecting a Sample

From Table 6.3, the proportion of GDP in manufacturing industries and service firms

were 31.01% and 67.67%, respectively, in 2008. Based on the above figures, the

sample was divided such that 35% were manufacturing industries and 65% were

service firms, as shown in Table 6.4.
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Table 6.4 Sampling proportion of manufacturing industries and service firms

Sub-total Total
Manufacturing  |Big corporations |35 |70 200
industries (35%) |Small to medium|35
sized enterprises
Service firms Big corporations |65 130
(65%) Small to medium|65
sized enterprises

Thus, the sample was selected by stratified random sampling, a modification of

random sampling in which the population is divided into two or more relevant and

significant strata based on one or a number of attributes. Dividing the population into

a series of relevant strata means that the sample is more likely to be representative.

Sekaran (2000) asserts that stratification is an efficient research sampling design. As

Zikmund points out,

The reason for taking a stratified sample is to have a more efficient sample than
could be taken on the basis of simple random sampling...Random sampling error
is reduced because the groups are internally homogeneous but comparatively
different between groups. More technically, a smaller standard error may be the
result of this stratified sample because the groups are adequately represented
when strata are combined.

(Zikmund, 2003, 387)

6.5.3 Limitations of the Sample

Here there are three limitations of the sample, including awareness of respondents,

scope of sample, and attitudes of respondents, as follows:

(1) Awareness of respondents. In order to boost the response quality of the

guestionnaire, this research targeted respondents who are senior managers, because

they have a deeper understanding about strategic management. Notably, most

Taiwanese companies are small to medium enterprises, so that they may have less
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awareness of strategic management concepts. For example, this research mentioned

Lao-Tzu’s idea, fuzzy thinking and the six-views’ definitions, which needed to be

understood before answering the questionnaire or interview, in order to avoid

inaccuracy of the survey data.

(2) Scope of sample. In the research, the survey carried out by the questionnaire

included the north, middle and south of Taiwan. However, most companies involved

in the interviews and case studies were located in southern Taiwan. It is worth

considering whether different results would be produced by including interviewees

from the north, middle and south districts in Taiwan.

(3) Attitude of respondents. In general, many companies are not interested in

responding to questionnaires or accepting interview. Respondents’ data in the

guestionnaire and interview, therefore, should be checked to increase reliability and

validity. In particular, in this research, the seventeenth question was used to check

whether or not respondents paid attention to fill the questionnaires. This research tests

the differences between two proportions Ho: p1= p2 or Hi: p1# p2, where with formula

6.1 0r 6.2 (.= 0.05).

7= (PioP) (6.1)
PG , Pod,
nl nZ

If z<z_ orz>z , thenregectHo; or If pi-p; islocated between lower interval:
1_

2
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then

P P upper interval: (p, - p,)+2,,, P | P
nl n2 nl n2

(f)l - sz) - Za/2

receive Ho, namely,

p1q1+%<p1-p2<(f)l— P2)+ 240, ——

p,—P,)—-Z
(pl pZ) al?2 nl n2

The purpose of thistest attempts to enhance the reliability and validity of thisthesis.

6.5.4 Limitations of Survey-based Research

Zikmund explains, survey as “A research technique in which information is gathered

from a sample of people by use of a questionnaire; a method of data collection based

on communication with a representative sample of individuals.” (2000, 167) He

further explained that such surveys require asking people, who are called respondents,

for information, using either verbal or written questioning. Questionnaires or

interviews are utilized to collect data on the face-to-face and by other communication

media.

The possible problems in a survey-based research include: a low response rate,

respondents may not completely understand questions, respondents refuse to answer

guestions, the bias of the object, a poor stratification of the population, and mail

surveys which do not allow for easy analysis of individual responses to open-ended

guestions. All these variations impose limitations in interpreting the results. As

Zikmund (2000) noted errors in survey research which include random sampling error

and systematic error (including respondent error: non-response error and response
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bias; administrative error: data processing error, sample selection error, interviewer
error and interviewer cheating). Therefore, this research took into account the above

variations.

6.6 Data Analysis

Respondents may fail to answer definite questions or deliberately contort the truth. It
is very important, therefore, to consider how to maintain survey data while
minimizing errors. In this thesis, in order to get exact data, the survey data was
discussed with my learning team committee when the questionnaire responses
produced problems and questions.

Basicaly, in data analysis we have three objectives. getting a feel for the data,
testing the integrity of data, and testing the hypotheses developed for the research
(Sekaran, 2000). For this research, the SAS computer package was selected to
undertake the analysis. The numerical data were described using a frequency
distribution; factor analysis understood the items of individual view, and each view’s
internal consistency with the six-views. Then, the TFN was used to see where the
organizations stood on the process of strategic management in Taiwanese companies
and which views of strategic management were strong or weak in companies.
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Moreover, Duncan’s test and paired t-test were utilized to compare manufacturing

industries with service firms, and small to medium sized enterprises with big

corporations, to see whether they exhibited significant differencesin the six-views.

Bi-variate statistics were used to explain the relation between variables and

answer the research question: how does the six-views of strategic management relate

to each other? Punch (2005) points out, MLR has two advantages: it is flexible to

provide different conceptua arrangements among the independent variables with joint

effects on a dependent variable; it is easy to conceptualize and operationalize the

approach. MLR estimates how much of the variance on the dependent is variable for

explaining a particular set of the effects of the different independent variables.

Moreover, which independent variables are of most and least importance in

explaining variance in the dependent variable, and therefore in bringing about change

in the dependent variable. It is a good way to understand what the dependent variable

will be when most of the variance is explained. In contrast, if only a small proportion

of the variance is accounted for, we still have a long way to go in understanding it.

Therefore, MLR is used in this research for predicting an integrated six-views

response variable from the six-views variables and understood among

cause-and-effect relationship for the six-views model. Spearman rank correlation

coefficient was used to test any variables of employee satisfaction, customer
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satisfaction and stakeholders’ performance indicators. Fuzzy if-then rules try to
identify strategic management by combining the planning view and the integrated

five-views, and stakeholders’ performance.

6.7 Case Sudy

Phase three from Figure 6.1, uses qualitative research interviews. A case study was
used to promote the effectiveness of the fieldwork. The four companies and time table
of the case study are provided in Appendix |I. Sekaran points out, “The case study,
which is an examination of studies done in other similar organizational situations, is
also a method of solving problems, or for understanding phenomena of interest and
generating additional knowledge in that area” (2000, 123). For the case study,
extensive preliminary research needs to be done to obtain familiarity with the
phenomena in the situation, and identify what is happening, before a modd is
developed and set up as an accurate design for comprehensive investigation. For
example, Mintzberg (1980) interviewed managers to explore the nature of manageria
work. Based on the anaysis of his interview data, he formulated theories of
managerial roles. The qualitative research interviews, undertaken as part of thisthesis,

were used as case studies to explore in more detail the findings of the survey research.
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Yin (2003) refers to the following characteristics of case study research:

(1) The research objectives are not only to explore certain phenomena, but also to

recognize them within a particular context.

(2) The research does not start with a set of questions and notions about the limits

within which this research will take place.

(3) The research utilizes multiple methods for collecting data which may be both

gualitative and quantitative.

In a phenomenological study, it is crucia that researchers quote extensively from

the data researchers have collected through the first time interviews and questionnaire

(Hussey and Hussey, 1997). The purpose of this stage was to discuss the research

findings with qualitative research interviewees of case study, to describe and validate

the findings of the questionnaire. Finally, the six-views model was refined.

6.8 Conclusion

This chapter explains how qualitative and quantitative approaches were used to carry

out a survey of strategic management for evidencing two hypotheses of this research

as it happens in Taiwanese companies. An investigation method with a questionnaire

and interviews were developed to understand the process of strategic management,
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and organizational performance on the six-views model in Taiwanese companies.

Questionnaires were sent to 70 manufacturing organizations and 130 service

firms. A simple frequently distribution was used to compare percentage of positive or

neutral or negative responses for the six-views. Duncan’s test and paired t-test were

applied to evaluate rank of comparing individual view in order to facilitate strategic

management. Relating variables of the six-views is based on bi-variate statistics and

MLR to explore how important each individual variable isin predicting the dependent

variable. The SAS computer package was used to analyze the survey data for

statistical inference. Senior managers were interviewed in fifteen companies,

including seven manufacturing firms and eight service firms by semi-structured

interviews to gain in-depth insight into what kinds of strategic management

companies used and how their approach could be improved and further compare the

results with the questionnaire’s findings.

TFN was used to deal with the survey datain this thesis. A case study with four

Taiwanese companies was used to practice the six-views model by exploring the

strengths or weaknesses of combining the six-views, and stakeholders’ performance

with fuzzy if-then rules. On the other hand, it a'so confirmed the questionnaire and

first interviews findings. Finaly, the six-views model can be inducted to form new

theory by the results of case study.
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CHAPTER 7: ANALYSIS OF QUESTIONNAIRE DATA

7.1 Introduction

The purpose of this chapter is to present a descriptive anaysis of the questionnaire

results. This analysis will assess whether there are six-views which need to be

integrated into the strategic management process in Taiwanese companies. In order to

encourage a high response rate, the researcher provided return stamped envelopes,

assured respondents of anonymity and gave clear instructions for filling in the

guestionnaire. First, the questionnaires were sent to 70 manufacturing industries and

130 service firms. There were 28 responses from manufacturing industries which

included 15 big corporations and 13 small to medium sized enterprises, and 37

responses from service firms which included 23 big corporations and 14 small to

medium sized enterprises. The reason for the low response in the small to medium

sized sector may be through lack of the recognition of strategic management in these

companies. In fact, strategic management can explore the company’s direction, how

and when growth boosts companies’ competitive advantage. These 65 responses,

returned from 200 companies, gave a response rate of 32.5%. Only 63 of the returned

responses were suitable for use in this research. The detailed results about these
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companies’ responses are shown in Table 7.1. Firgt, factor analysis is used to present

the six-dimensions from the questionnaire data by SAS package and all items’ internal

consistency reliability obtained via Cronbach’ o =0.845; each factor’s Cronbach’ o

was 0.824, 0.883, 0.766, 0.840, 0.785, and 0.899, respectively as shown in Table 7.2.

In turn, the principal component is used to obtain the six numbers of common factors

from greater than one eigenvalue and greater than 0.5 estimated factor loadings,

which was based on varimax and factor rotation.

Table 7.1 Result of questionnaire response

Manufacturing industries (70) Service firms (130)
R Big corporations | Small to medium | Big corporations | Small to medium Total
EeSPOoNSes . X . X
sized enterprises sized enterprises

(35) (35) (65) (65) (200)
Usable 14 (40%) 13 (37.1%) 23 (35.4%) 13 (20.0%) 63 (31.5%)

Not usable 1(2.9%) 0 (0%) 0 (0%) 1 (1.5%) 2 (1%)
Not returned 20 (57.1%) 22 (62.9%) 42 (64.6%) 51 (78.5%) 135(67.5%)

7.2 Logic and Language View (Q.1-2)

As mentioned in Chapter 6, the summated ratings method (Zikmund, 2003) was
selected to measure respondents’ responses. Response categories were based on five
linguistic variables: strongly agree, agree, neutral, disagree and strongly disagree.
From Table 7.3, it can be seen that about 25.4% of the 63 respondents strongly agreed
that the strategic management process must be communicated with employees and

thelr participation encouraged in order to boost effective strategic management, while

240



afurther 71.4% respondents agreed with this statement. Interestingly, according to the

findings from the pilot study, a majority of companies recognized the importance of

communication.

Table 7.2 Factor analysis of the six-views

Questionnaire | Logic and | Learning Cultural Political Ethical Planning
items language view view view view view
view

Q1 0.548
Q2 0.684
Q3 0.621
Q4 0.718
Q5 0.809
Q6 0.614
Q7 0.610
Q8 0.840
Q9 0.820
Q10 0.778
Q11 0.890
Q12 0.872
Q13 0.662
Q14 0.751
Q15 0.836
Q16 0.920
Each factor 0.824 0.883 0.766 0.840 0.785 0.899
Cronbach’ ¢
All items’ 0.845
Cronbach’ ¢
Proportion 15.26% | 16.12% | 13.23% | 10.73% | 11.85% | 16.01%
Cumulative 83.2%
proportion of
total

Table 7.3 Result of Q1

Ql: Does your company agree that the strategic management process must communicate with

employees, and stakeholdersin order to promote effective strategic management?

Value label Frequency Valid percent Cum. Percent

Strongly agree 16 25.4 25.4

Agree 45 71.4 96.8

Neutral 2 3.2 100

Disagree 0 0

Strongly disagree | O 0

However, some senior managers mentioned in the pilot study that some

companies still maintained communication in the traditional form. Managers’ ideas

went beyond the practice of communication in organizations. As Q1 indicates, these
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companies would become more effective in strategic management, when they applied
upward and downward, lateral, and integrated communications with employees and
stakeholders in practice, and when employees and stakeholders understand what to do
and how to do their jobs. Furthermore, they can recognize the organizational
objectives, mission, and vision. Therefore, communication is very important in
organizations.

As shown in Table 7.4, approximately 41.3% of the 63 respondents strongly
agreed and 50.8% of the 63 respondents agreed that the strategy-making process
needs fuzzy thinking rather than using crisp thinking. However, about 6.3% of the 63
respondents indicated a neutral attitude, and one company disagreed with this
statement. This suggests that this company still uses crisp thinking in developing its
strategic decisions. By and large, the figures showed that a majority of companies
were aware of the advantage of avoiding dualistic crisp thinking such as competitive
or cooperation, satisfaction or dissatisfaction, in making decisions. Therefore, for
Taiwanese companies to am at successful decision-making, using diverse fuzzy

thinking isacrucia element.

Table 7.4 Result of Q2

QZZ Does your company believe that the strategy-making process should cultivate fuzzy thinking
rather than crisp thinking?

Value |abel Freguency Valid percent Cum. Percent
Strongly agree 26 41.3 41.3

Agree 32 50.8 92.1

Neutral 4 6.3 98.4
Disagree 1 1.6 100

Strongly disagree | O
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The responses to these two questions about the aspect of the logic and language

view are summarized in Table 7.5. For a triple comparison, responses of strongly

agree and agree were considered as positive responses, while responses of disagree

and strongly disagree were categorized as negative responses. However, responses of

neutral mean that the respondents were not sure, and have neither positive nor

negative responses. As shown in Table 7.5, the average proportion of positive

responses in the logic and language view was 94.5%, while the average proportion of

negative responses was 0.8%, and the average proportion of neutral responses was

4.7%.

Table 7.5 Result of logic and language view

Logic and language  |Negative responses Neutral Positive responses (includes

view (includes disagree and strongly agree and agree)
strongly disagree)

Question  [Size Frequency Percent  |Frequency |Percent |Freguency  |Percent

Q1 63 0 0 2 3.2 61 96.8

Q2 63 1 1.6 4 6.3 58 92.1

Average 0.8 4.7 94.5

This implies that strategy needs upward and downward, lateral, and integrated

communications for integrating suggestions from stakeholders of organizations in

Tailwan. Moreover, these respondents thought that senior managers tend to avoid

useless dichotomies in order to assist the creative strategic thinking process. However,

only one company disagreed with the logic and language idea, while 4.7% of the 63

respondents were not sure whether their companies had a positive or negative

response on this view. This is a rather interesting question which will be examined
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further in relation to the interview responses (in Chapter 8).

7.3 Learning View (Q.3-5)

In Table 7.6, about 98.4% of the 63 respondents either strongly agreed or agreed that
their companies need to learn and accumulate knowledge for adapting to a dynamic
and complex environment. There was only one company that showed a neutra
attitude and no company respondents disagreed. The unsure company may have been
between a traditiona and learning style of management. Evidently, if Taiwanese
companies could apply learning and accumulating knowledge to their organizations, it

would help them to adapt to environmental challenge.

Table 7.6 Result of Q3
Q3Z Does your company believe that learning and accumulating new knowledge can help
your organization to fit a dynamic and complex environment?
Value label Frequency Valid percent Cum. percent
Strongly agree 51 81.0 81.0
Agree 11 174 98.4
Neutral 1 1.6 100
Disagree 0 0
Strongly disagree | O 0

As shown in Table 7.7, about 58.7% of the respondents strongly agreed that

employees need to learn together to improve strategic management, and a further

36.5% agreed with this statement. Comparing Q3 with Q4, it expresses that training

and learning together enhances learning through the practice of sharing experience

and knowledge in Taiwanese companies.

244



Table 7.7 Result of Q4

Q4Z Does your company agree that employees need to learn together for promoting
strategic management?

Value label Frequency Valid percent Cum. percent

Strongly agree |37 58.7 58.7

Agree 23 36.5 95.2

Neutral 3 4.8 100

Disagree 0 0

Strongly 0 0

disagree

In particular, Taiwan is famous for its hi-tech industry which focuses on team

learning for innovation and R&D. However, about 4.8% of the 63 respondents were

neutral. Clearly, these figures show that most Taiwanese companies attach importance

to the members of the organization developing their knowledge in order to boost

strategic management.

In Table 7.8, approximately 90.5% of the 63 respondents either strongly agreed

or agreed that Taiwanese companies believe learning to create good rel ationships with

stakeholders is beneficial for strategy implementation. Conversely, about 7.9% and

1.6% of the 63 respondents showed a neutral attitude and disagreed, respectively.

Comparing Q5 with Q3 and Q4, a higher proportion showed a neutral response on Q5.

Thisimplies that these companies probably agreed on Q 3 and Q 4, but were doubtful

about Q5. This is perhaps because five companies of the 63 respondents thought

learning to create interaction with stakeholders is more difficult than the learning

expressed in the previous two questions. However, if these companies apply the

learning idea in their organizations, they can adapt to environmental variation and
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improve interaction with stakeholders for the purpose of successful strategic

management.

Table 7.8 Result of Q5

QSZ Can your company learn to create good interaction with stakeholders to improve
strategi c management?

Value label Frequency Valid percent Cum. percent
Strongly agree 16 25.4 25.4

Agree 41 65.1 90.5
Neutral 5 7.9 98.4
Disagree 1 1.6 100

Strongly disagree | O 0

The overall response to the three questions on the aspect of the learning view is

summarized in Table 7.9. As Table 7.9 shows, about 98.4% of the respondents

believed that organizations can adapt to the environment through continuous learning

and accumulation of new knowledge, while approximately 95.2% of the respondents

agreed with the idea of employees learning together, and a further 90.5% of the

respondents thought that their companies could boost strategic management by

learning to build good relationships with stakeholders. In contrast, the average

proportion of negative responses was 0.5%, and that of neutral responses was 4.8%.

These are quite low proportions and suggest that the learning view has a strong

influence in strategic management.

Table 7.9 Result of learning view

Learning view Negative responses Neutral Positive responses
Question |Size |Frequency |Percent Frequency |Percent |Frequency Percent
Q3 63 0 0 1 1.6 62 98.4
Q4 63 0 0 3 4.8 60 95.2
Q5 63 1 1.6 5 7.9 57 90.5
Average 05 4.8 94.7
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7.4 Cultural View (Q.6-8)

The following three questions are related to the cultural view. As shown in Table 7.10,
about 85.7% of the 63 respondents either strongly agreed or agreed that the
organizational culture can integrate individuals or groups into the organizational
climate to fulfil its mission. However, about 12.7% of the 63 respondents either had a
neutral attitude or disagreed. Perhaps these companies had not built their
organizational culture yet or perhaps they have had a negative experience of trying to
get employees to fit the desired culture. Evidently, the agree responses show that

organizational culture could have a strong influence in achieving organizationa

objectives.
Table 7.10 Result of Q6
QGZ Does your company think that organizational culture can integrate individuals or groups
into the organizational climate to achieve its objective?
Value label Frequency Valid percent Cum. percent
Strongly agree 14 22.2 22.2
Agree 40 63.5 85.7
Neutral 8 12.7 98.4
Disagree 1 1.6 100
Strongly disagree | O 0

In Table 7.11, approximately 38.1% of the 63 respondents strongly agreed that

creating organizational culture is an important element to implement strategic

management successfully, and a further 47.6% of the respondents agreed with this

statement. However, about 14.3% of the respondents showed a neutral attitude,

suggesting that these companies lacked awareness of the importance of culture.
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Comparing Q6 with Q7, there were a high proportion of neutral attitudes in Taiwanese

companies. The reason may be that organizational culture is somewhat intangible and

difficult to explain. Basicaly, if these companies adopted an appropriate

organizational culture, they could implement strategic management better. For

example, TYC is a small to medium sized company which originaly produced and

sold car parts. It lacked a good organizational culture and strategic direction. However,

in 1994, President Ho brought in the Buddhist culture: A level’s employees were to

wear uniforms up to built C level of the core idea of Buddhism. He also set a clear

strategic direction and concentrated on producing auto lighting. By 1998, as a resullt,

the company had become the biggest manufacturer of auto lighting in Taiwan (Ho,

2000). Another example is Chi-Mei’s Lao-Tzu culture, which leads to complete

empowerment and promotes employees’ enthusiastic participation in making

suggestions to reduce operating cost. This made Chi-Mei the biggest ABS

(Acrylanitrile, Butadiene and Styrene) manufacturing firm in the world (Hung, 1996).

Table 7.11 Result of Q7

Q7Z Does your company believe that creating organizational cultureis an essential factor to

implement effective strategic management successfully?

Value label Frequency Valid percent Cum. percent
Strongly agree 24 38.1 38.1

Agree 30 47.6 85.7

Neutral 9 14.3 100

Disagree 0 0

Strongly disagree | O 0

As shown in Table 7.12, approximately 30.2% of the 63 respondents strongly

agreed that culture change facilitates employees’ recognition in order to implement
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strategy successfully, and about 61.9% of respondents agreed with this statement.

However, 7.9% of respondents either showed a neutral attitude or disagreed (about

Q8). This implies that some Taiwanese companies were not aware whether culture

change assists in fulfilling strategy, or even doubted it. By and large, the agree

responses show that organizational culture plays a significant role in sharing

organizational vision and achieving strategic management in Taiwanese companies.

Table 7.12 Result of Q8
Q8: Does your company agree that cultural change facilitates employees’ recognition for
implementing strategy?
Value label Frequency Valid percent Cum. percent
Strongly agree 19 30.2 60.2
Agree 39 61.9 92.1
Neutral 4 6.3 98.4
Disagree 1 1.6 100
Strongly disagree | O 0

The overal response to three questions on the aspect of the cultura view is

summarized in Table 7.13. From the table, the average proportion of positive

responses on organizational culture was 87.8%, while the average proportion of

negative responses was 1.1%, and the average proportion of neutral responses was

11.1%. This shows that the majority of the sampled companies believe that

organizational culture facilitates strategy implementation. Definitely, for Taiwanese

companies, the culture view has a positive influence on strategic management.

Interestingly, however, there were a comparatively high proportion of neutral

responses. The reason perhaps is that cultural change needs to be combined with

organizational belief over time. Thisissue will be explored through the interviews.
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Table 7.13 Result of cultura view

Cultura view Negative responses Neutral Positive responses
Question  |Size |Freguency |Percent Frequency |Percent |Frequency Percent
Q6 63 1 1.6 8 127 |54 85.7
Q7 63 0 0 9 143 |54 85.7
Q8 63 1 1.6 4 6.3 |58 92.1
Average 11 111 87.8

7.5 Political View (Q.9-10)

In Table 7.14, approximately 71.4% of the 63 respondents either strongly agreed or
agreed that political power can reduce disputes among employees, stakeholders, and
organizations. However, about 25.4% of the 63 respondents were not sure whether
their companies settle disputes by means of political power or not, and a further 3.2%
of respondents expressed disagreement, which seemed arather high proportion. These
companies possibly did not like using power to coerce employees, because it is
against human dignity. But, from the large number of positive responses (71.4%), it
seems that the mgjority of Taiwanese companies still use political power to tackle

issues of conflict among stakeholders.

Table 7.14 Result of Q9

Q9: Does your company believe that political power can reduce disputes among employees,

stakeholders, and organi zations?

Value label Frequency Valid percent Cum. percent
Strongly agree 8 12.7 12.7

Agree 37 58.7 714

Neutral 16 254 96.8

Disagree 2 3.2 100

Strongly disagree | 0 0

As shown in Table 7.15, it can be seen that only 19.0% of the 63 respondents
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strongly agreed that political power could improve the cooperation of stakeholders,
although a further 50.8% of respondents agreed with this statement. However, about
23.8% of the respondents were not sure whether or not political power can boost the
cooperation relationship with stakeholders, while 6.4% respondents disagreed with
this question. Comparing Q9 with Q10, a higher proportion showed a neutral attitude.
This suggests that political power has some limitations. Basically, political power,
perhaps, is a negative approach to settling conflict between stakeholders, but from the
high proportion (69.8%) of positive responses, it may be widely employed in

Taiwanese companies.

Table 7.15 Result of Q10

Q10: Does your company believe that political power can promote the cooperation of
stakeholders?

Value label Frequency Valid percent Cum. percent

Strongly agree 12 19.0 19.0

Agree 32 50.8 69.8

Neutral 15 23.8 93.6

Disagree 4 6.4 100

Strongly disagree | O 0

The answers to these questions on the political view are summarized in Table

7.16. Basically, the average proportion of position responses was 70.6%, while the

average proportion of negative responses was 4.8%. However, quite alarge proportion

of the respondents (24.6%) were not sure whether to agree or disagree about the

political view. Possibly these companies believe that in tackling disputes between

stakeholders and organizations, the use of political power is only a temporary

approach. It is worth exploring this in further detail in the face-to-face interviews.

Interestingly, from the pilot study, the research found that some companies

emphasized that professional power is necessary in the strategy-making process.
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However, it seems insufficient because the argument may be produced among

stakeholders; therefore, this research adds the ethical view to assist in dealing with

conflict among stakeholders.

Table 7.16 Result of palitical view

Political view Negative responses Neutral Positive responses
Question  |Size |Freguency |Percent Frequency |Percent |Frequency Percent
Q9 63 2 3.2 16 254 |45 714
Q10 63 4 6.4 15 238 |44 69.8
Average 4.8 24.6 70.6

7.6 Ethical View (Q.11-13)

In turn, the following three questions reflect the ethical view. As shown in Table 7.17,
about 46% of the respondents strongly agreed that creating good relationships with
stakeholders assists in fulfilling strategy, while a further 47.6% of respondents agreed
with this statement. Only 4.8% of respondents were not sure about it, and one
company disagreed with this question. Essentially, Q11 indicates that Taiwanese
companies would implement strategy successfully and serve their stakeholders better,

if they could build good relationships with stakeholders.

Table 7.17 Result of Q11

Q11 Does your company agree that creating good relationships with stakeholdersis
conducive to fulfil strategy?

Value label Frequency Valid percent Cum. percent

Strongly agree 29 46.0 46.0

Agree 30 47.6 93.6

Neutral 3 4.8 98.4

Disagree 1 1.6 100

Strongly disagree | O 0

From Table 7.18, it can be seen that approximately 27.0% of the 63 respondents
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strongly agreed that Lao-Tzu’s idea “put yourself in others’ place and be selfless” is a
strategy that can promote effective strategic management; moreover, about 47.6% of
respondents agreed with this philosophy. However, about 23.8% of the 63 respondents
were not sure whether or not their company applied Lao-Tzu’s idea in their
organization and 1.6% disagreed. It is not surprising, because these companies may
not have a good awareness about Lao-Tzu’s idea, or perhaps they did not know how
to apply it. In short, these companies’ strategy would be more effective, if they

applied Lao-Tzu’s ethical ideain strategic management.

Table 7.18 Result of Q12

le: Does your company agree that Lao-Tzu’s idea, “put yourself in others’ place and be selfless”
as astrategy can promote effective strategic management?

Value label Frequency Valid percent Cum. percent

Strongly agree 17 27.0 27.0

Agree 30 47.6 74.6

Neutral 15 23.8 98.4

Disagree 1 1.6 100

Strongly disagree | O 0

The result in Table 7.19 shows that approximately 84.1% of the 63 respondents
either strongly agreed or agreed that ethical ideas result in “mutual trust,”
“commitment,” “implementation,” and “reputation” with stakeholders. However,
about 15.9% of the respondents either showed a neutral attitude or disagreed with this
guestion, perhaps as a result of a belief that companies were harmed by stakeholders,
for example by delayed delivery. Clearly, if companies try to create a mutual trust

relationship and win good reputation in business, applying ethica ideas in ther

practice could be a corner-stone.
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Table 7.19 Result of Q13

Q13 Does your company believe that ethical ideas lead to “mutual trust,”
“commitment,” “implementation,” and “reputation,” with stakeholders in your
company?

Value label Frequency Valid percent Cum. percent

Strongly agree 17 27.0 27.0

Agree 36 57.1 84.1

Neutral 9 14.3 98.4

Disagree 1 1.6 100

Strongly disagree 0 0

The overall response to the three questions on the aspect of the ethical view is

summarized in Table 7.20. It can be seen the average proportion of positive responses

on the ethical view was 84.1%. In contrast, the average proportion of negative

responses was 1.6%, while the average proportion of neutral responses was 14.3%. It

is clear that Taiwanese companies believe that the ethical idea can assist in promoting

good relationships with stakeholders. Furthermore, it can create mutua trust,

commitment, implementation, and reputation. The ethical view, therefore, has a strong

influence on strategic management in Taiwanese companies.

Table 7.20 Result of ethica view

Ethical view Negative responses Neutral Positive responses
Question |Size |Frequency |Percent Frequency |Percent |Frequency Percent
Q11 63 1 1.6 3 48 |59 93.6
Q12 63 1 1.6 15 23.8 |47 74.6
Q13 63 1 1.6 9 143 |53 84.1
Average 1.6 14.3 84.1

7.7 Planning View (Q.14-16)

The result from Table 7.21 indicates that about 52.3% of the 63 respondents strongly
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agreed that the evaluation index of strategic management must consider both
guantitative and qualitative factors, and a further 39.7% respondents agreed. However,
approximately 6.4% of the 63 respondents were neutral and one company disagreed.
Based on the positive responses, the magority of these companies evaluated the
performance of the organization using both indexes. The company that did not
perhaps preferred to use a quantitative index to analyse organizational performance.
From the discussion above, if Taiwanese companies can use both evaluation indexes

to analyse their performance, it may give a clearer guide to strategic management.

Table 7.21 Result of Q14

Q14 Does your company believe that the evaluation index of strategic management must
consider quantitative (such as markets share, profits and sales) and qualitative (such as
employee satisfaction, customer satisfaction and stakeholders’ performance) analyses?

Value label Frequency Valid percent Cum. percent

Strongly agree 33 52.3 52.3

Agree 25 39.7 92

Neutral 4 6.4 98.4

Disagree 1 1.6 100

Strongly disagree | O 0

About 58.7% of the 63 respondents strongly agreed that companies cannot
formulate strategic planning by forecasting alone, as shown in Table 7.22, and
approximately 36.5% of the 63 respondents agreed. However, 4.8% of respondents
gave neutral responses. The findings suggest that most of the companies believed that
in adynamic and turbulent environment, their companies found strategic planning by
means of predicting very difficult. Thus, Taiwanese companies may need to adjust

their strategic planning over time. Under the impact of a dynamic environment, both
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the evaluation indexes mentioned in Q14 provide essential information to modify

strategic planning in organizations.

Table 7.22 Result of Q15
Q15: Does your company have to adjust strategic planning under dynamic and complex
environments?
Value label Frequency Valid percent Cum. percent
Strongly agree 37 58.7 58.7
Agree 23 36.5 95.2
Neutral 3 4.8 100
Disagree 0 0
Strongly disagree | O 0

As shown in Table 7.23, approximately 93.6% of the 63 respondents either

strongly agreed or agreed that their companies, in order to promote strategic

management, have to integrate the logic and language, learning, cultural, political and

ethical views, based on a planning view in the strategy-making process in

organizations. However, 4.8% of the 63 respondents did not recognize that using

planning to integrate the five-views would help improve effective strategic

management. This indicates that these Taiwanese companies perhaps only use the

planning view to tackle strategy-making. Nevertheless, if Taiwanese companies can

use the planning view to combine other views in the strategy-making process, it

would be easier for them to promote effective strategic management. The strongly

positive answers from Q15, linked to Q16 which aso obtained a high proportion of

positive responses, indicate that the planning view needs to consider diverse thinking

to match environmental impact.
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Table 7.23 Result of Q16

Q16: Does your company believe that the strategy-making process has to integrate logic and
language, learning, culture, politics and ethics, based on planning to obtain effective
strategic management?

Value label Frequency Valid percent Cum. percent

Strongly agree 15 23.8 23.8

Agree 44 69.8 93.6

Neutral 3 4.8 98.4

Disagree 1 1.6 100

Strongly disagree 0 0

The overall response to the three questions on the planning view is summarized

in Table 7.24. The results indicate that the average proportion of positive responses

was 93.6%, while only 1.1% of respondents gave negative responses. Clearly, many

Taiwanese companies still prefer strategic planning. Moreover, the proportion of

positive responses in Q15 is 95.2%, which was higher than the average proportion,

93.7%. In other words, they believe that adjusting and adapting strategic planning

may be inevitable because forecasting changes in the environment is difficult.

Table 7.24 Result of planning view

Planning view Negative responses Neutral Positive responses
Question |Size |Frequency |Percent Frequency |Percent |Frequency Percent
Q14 63 1 1.6 4 6.3 58 92.1
Q15 63 0 0 3 4.8 60 95.2
Q16 63 1 1.6 3 4.8 59 93.7
Average 11 5.3 93.6

7.8 Six-views and the Six-views Moddl (Q.17-18)

The purpose of this question was to test whether or not the respondents had answered

the questionnaire carefully. The results from Table 7.25 endorse respondents’
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proportion of the six-views: the logic and language view asp,, = 90.4%(57/63),

learning view as p,, = 93.7%(59/63) , cultural view as p,, = 85.7%(54/63), political

view as p,, =71.4%(45/63), ethica view asp,; = 79.4%(50/63) , and planning

view as f,, =95.2%(60/63), respectively which compared with the proportion of

results from individual views, logic and language view as p,, = 94.5%(119/126)

including Q1 and Q2, learning view as p,, =94.7%(179/189) including Q3, Q4 and

Q5, cultural view as p,, =87.8%(166/189) including Q6, Q7 and Q8, political view

as fp, =70.6%(89/126) including Q9 and QI10, ethicd  view

as P, = 79.4%(159/189) including Q11, Q12 and Q13, and planning view as

P, =93.6%(177/189) including Q14, Q15 and Q16, are shown in Tables 7.5, 7.9,

7.13, 7.16, 7.20, and 7.24, respectively. The comparison results from the formula (6.2)

are listed as follows:

(1). Logic and language view: the difference of two proportions is

P, — P,, =—0.03968 which was located inside the acceptance range (-0.11622 to

0.036858).

(2) Learning view: the difference of two proportion is p,, — p,, = —0.01058 which

was located inside the acceptance range (-0.07589 to 0.054731).

(3) Cultural view: the difference of two proportion is p,; — P, =—-0.02116 which

was located inside the acceptance range (-0.1161 to 0.073772).
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(4) Political view: the difference of two proportion is p,, — p,, = 0.007937 which
was located inside the acceptance range (-0.12943 to 0.145308).

(5) Ethical view: the difference of two proportion is P, — P, =—0.04762 which
was located inside the acceptance range (-0.15488 to 0.059645).

(6) Planning view: the difference of two proportion is p,s — P, = 0.015873 which
was located inside the acceptance range (-0.015873 to 0.083336).

From the test of proportion between the six-views and individual view above,
these tests were all accepted Ho. Therefore, it revealed that all senior managers filled
the questionnaires carefully and enhanced reliability and validity of this research. In
short, the outcomes provided supporting evidence that the six-views have crucia

influence in strategic management in Taiwan.

Table 7.25 Result of Q17

Q17: Would you please rate the importance of the six-views for promoting strategic management in your company respectively?
Logic and language view? Learning view? Culture view? Palitical view? Ethical idea? Planning view?

Six-views Negative responses Neutra Positive responses (includes strongly
(includes disagree and agree and agree)
strongly disagree)
Question Size |Frequency |Percent |Frequency |Percent |Frequency Percent
Q17, (Logicand |63 1 1.6 5 7.9 57 90.4
language view)
Q17, (Learning 63 1 16 3 47 59 93.7
view)
Q173 (Culturd 63 |2 32 7 111 54 85.7
view)
Q17, (Politica 63 |5 8.0 13 20.6 45 714
view)
Q175 (Ethicd view) |63 |4 6.3 9 14.3 50 79.4
Q17 (Planning 63 1 1.6 2 32 60 95.2
view)

In Table 7.26 question 18(1-1, 1-2, and 1-3), about 47.6%, 49.2%, and 47.6% of

the 63 respondents strongly agreed that they would accept the six-views to promote
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supply chain operation better in their organizations. Only 3.2%, 1.6%, and 4.8%
respondents were not sure about it, though no company disagreed or strongly
disagreed with this question. This indicated that the six-views can be considered in
Taiwanese companies which seek for an approach for improving supply chain
operation. There were 98.4%, 96.8%, and 90.4% positive responses from question
18(2-1, 2-2, and 2-3) they believed the six-views as roots for promoting employee
satisfaction, customer satisfaction, and stakeholders’ performance, while there were
1.6%, 3.2%, and 8.0% companies showing uncertainty. This indicates that some
companies cannot understand performance evaluation indicators which are based on
reinforcing the six-views, particularly stakeholders’ performance.

The results in Tables 7.5, 7.9, 7.13, 7.16, 7.20 and 7.24 showed that the overall
level of positive responses for the logic and language view was 94.5%, for the
learning view 94.7%, for the cultural view 87.8%, for the political view 70.6%, for the
ethical view 84.1% and for the planning view 93.7%. The results of Q1-Q16 are
consistent with Q17. Furthermore, Q18 (1-1, 1-2, and 1-3) and (2-1, 2-2, and 2-3) also
offers a definite response. The outcome of the questionnaire analysis, therefore,
implies that in the opinion of the respondents the six-views model: roots, stems, and
flowers and fruits is a potentia influence on strategic management in Taiwanese

companies.
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Table 7.26 Result of Q18

Q182 In terms of the answer of the six-views above, compare the supply chain operation management of your company to that
of your competitors, including inputs: product design and suppliers, process: pricing, manufacturing, inventory, lead time, and
outputs: transportation and service. Moreover, participants were also asked to compare the overall performance of their
company to that of their competitors, considering key performance including employee satisfaction, customer satisfaction and
stakeholders’ performance.

18 (1-1) Better inputs; 18 (1-2) Better process; 18 (1-3) Better outputs; 18 (2-1) Better employee satisfaction ; 18 (2-2) Better
customer satisfaction; 18 (2-3) Better stakeholders’ performance.

Valuelabel |Frequency Valid percent Cum. percent

18(1) 18(2) 18(1) 18(2) 18(1) 18(2)

1-1 |1-2 [1-3 |21 [2-2 [2-3 (11 1-2 |1-3 |2-1 |2-2 2-3 |11 1-2 |1-3 2-1 |2-2 |2-3
Strongly 30 |31 |30 |31 |30 |29 |47.6 |49.2|47.6(49.2|47.6 |46.0| 47.6 |49.2|47.6 |49.2|47.6|46.0
agree

Agree 31 [31 (30 |31 |31 (28 |49.2 |49.2|47.6]|49.2|49.2 |444| 96.8 [98.4| 95.2 |98.4(96.8|90.4
Neutral 2 |1 |3 |1 ]2 |5 |32 16| 48(16 |32 8.0{100 |100 (100  |100 |100 [98.4
Disagree 0O [0 [0 |O 0 |1 0 0 0 1.6 100
Strongly
disagree

7.9 Further Analysisand Discussion of the Findings from the
Questionnaires

This research here tries to discuss the research questions mentioned in Chapter 6,
based on the findings from questionnaires. Two research questions are listed and

discussed in turn as follows:

o|s the six-views an essential factor to promote strategy formulation and implementation in
the strategy-making process for Taiwanese companies?
e Can the six-views as organizational roots be used to facilitate effective strategy

formulation and implementation further enhance organizational performance?

7.9.1 I sthe Six-views an Essential Factor to Promote Strategy Formulation and
I mplementation in the Strategy-making Process for Taiwanese Companies?

(1) Discussing the degree of importance of the six-views in strategy formulation and
implementation

The five linguistic variables of the questionnaire: strongly agree, agree, neutral,
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disagree and strongly disagree are ambiguous judgments. Since fuzzy variables catch

measurement uncertainties as part of experimental data, they are more adaptive to

reality than crisp variables (Klir and Yuan, 1995). This research, therefore, attemptsto

discover the strengths or weaknesses of the six-views using TFN for combining

strategy formulation and implementation. This research divides the survey data into

five distinct groups. The total average importance degree for every dimension of the

six-views was calculated. The results are summarized as shown in Table 7.27 (for

overal 63 companies, 151 senior managers).

Table 7.27 shows that Taiwanese companies preferred the learning view, the

six-views and the planning view. The total average importance scores for the learning

view was 79.3, namely, strong to the degree 0.56 and very strong to the degree 0.44 =

0.779, which was the highest. Q3 and Q4 had a higher ranking, but Q5 revealed a

lower ranking compared with other average scores from the questionnaire findings.

This indicates that Taiwanese companies have a strong awareness of the value of

learning together and accumulating knowledge. However, they may not believe that

creating good interaction with stakeholders can promote strategic management.

According to Taiwanese business culture, many Taiwanese companies prefer social

activities, in particular, a specia dinner with bargirl accompaniment, as away to build

agood personal relationship with stakeholders.
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Table 7.27 The total average importance degree on the six-views for combining strategy formulation
and implementation

Average of Defuzzification

The important degree of

Experts
ltems St | S | S |TPN:(LS,MS,US) |"VEe9e 0 ettizaiedl Ranking total average
(DS)=(LS,MS,US)/3 (COA)
L ogic and language view
Q1 (63,82,82) [ 75.7 7 | 75.2(S0.75; VS 0.25)
Q2 (61,81,82) | 74.7 9 | — 0.746
L ear ning view
3 73,92,92 85.7 1
8 4 267 % 87; o 3 79.3(S0.56; VS 0.44)
05 (59,78,80) 723 1 - 0779
Cultural view
Q6 (56,76,78) 70 14 ]
o7 (58,78,79) 717 13 e (33'%2%8’95 0.08)
Q8 (61,79,80) 73.3 1 )
Palitical view
Q9 (55,72,74) [ 67 16 | 66.9(M 0.12; S0.88)
Q10 (55,71,74) | 66.7 17 | — 0.644
Ethical view
Q1 (64,83,84) 77 6 .
Q12 (55,73,76) 68 15 e (S_?'%Z%S/QS 0.08)
Q13 (57,75,789) 70 14 )
Planning view
Ql4 (67,87,87) 80.3 2 i
Q15 (66,86,86) 79.3 4 8 (Sg'g3%és 037
Q16 (60,80,81) 737 10 )
Six-views
Q17 (1) (59,77,78) 713
Q17 (2) (64,83,84) 77
Q17 (3) (59,77,79) 717 73.6 (S0.83,VS0.17)
Q17 (4) (60,79,80) 73 - 0.730
Q17 (5) (54,71,75) 66.7
Q17 (6) (68,88,89) 817
Q18(1) 1-1 (65,85,88)
1-2 (67, 86, 86) 78.4 5
3 ©283.80) 77.0(S 0.6(3)5, E\3/35 0.35)
Q182 | 21 (62, 81, 82) — 0.7
22 (62,81,82) 75.6 8
2-3 (64, 83, 83)

(Note 1: 158 experts have 7 ineffective samples)

(Note 2: COA as shown formula 4.6)

Nevertheless, some companies ignore appropriate learning which can create

good relationships with stakeholders. Similarly, Taiwanese companies aso paid

attention to the aspect of the planning view. There were higher rankings in Q14 and

Q15, but Q16 obtained a lower level compared with other average scores from the

survey information. This information showed that these companies emphasized

guantitative and qualitative approaches to evaluate organizational performance. At the

same time, they also asserted that companies need to adjust their strategic planning to

adapt to environmental changes. However, in Q16 it was found that three companies
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may not have a good recognition regarding whether the planning view combines the
integrated five-views in the strategy-making process. However, comparing Q16 with
Q18 (1-1, 1-2, and 1-3) and (2-1, 2-2, and 2-3), it seems that the majority of
Taiwanese companies had high average scores, which indicates that the six-views
ought to be considered as roots to improve strategy formulation and implementation,
and eventualy, facilitate employee satisfaction, customer satisfaction, and
stakeholders’ performance. Conversely, the average importance scores of 66.9, namely,
moderate to the degree 0.12 and strong to the degree 0.88 = 0.644 for the aspect of the
political view was the lowest. This means that tackling disputes between
organizations and stakehol ders through political power may be insufficient. Therefore,
this research proposes the ethical view to complement for this deficiency to promote
effective strategic management.

(2) Duncan’s multiple range test and paired t-test

In order to explore whether manufacturing industries, service firms, big corporations
and small to medium sized enterprises are significantly different in the six-views,
Duncan’s test and paired-t test were carried out.

e Duncan’s multiple range test

When comparing more than two means, an ANOVA F-test tells us whether the means

are significantly different from each other, but it does not tell us which means differ
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from other means. Black (1999) pointsout that Duncan’s test is designed to keep a
protection level oo constant for a set of data and is more powerful in investigating
differences across two or more groups.

From Table 7.28(1), it can be seen that in the companies, overal, the learning
view, planning view and six-views belonged to “Group A”. The six-views and the
logic and language view were positioned in “Group B”. The logic language view,
cultural view and ethical view belonged to “Group C”. The political view, however,
was placed in “Group D” and it had a significantly lower rating compared with the
other views.

Table 7.28(2) indicated that the big corporations in manufacturing industries, the
Six-views, learning, and planning views were placed in “Group A”. The six-views,
planning, cultural, logic and language, and ethical views belonged to “Group B”. The
political view was located at a lower rank in “Group C”.

Table 7.28(3) shows that small to medium sized enterprises in manufacturing
industries, the six-views, learning, , planning, and logic and language views belonged
to “Group A”. The six-views, planning, logic and language, cultural and ethical views
were located in “Group B”. Finally, the political view was situated in “Group C” and

it had a significantly lower score than the other views.
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Table 7.28 The result of Duncan’s test

(1) Duncan’s test of the six-views for overall company

Duncan grouping Mean Individual view and Six-views

A 4.48016 Learning view
A 4.40476 Planning view

B A 4.36905 Six-views

B C 4.23214 Logic and language view
C 4.16270 Cultura view
C 411111 Ethical view
D 3.91667 Political view

(2) Duncan’s test of the six-views for big corporationsin manufacturing industries

Duncan grouping Mean Individual view and Six-views

A 4.6345 Learning view

B A 4.4578 Six-views

B A 4.4550 Planning view

B 4.3302 Cultural view

B 4.3128 Logic and language view

B 4.2904 Ethical view
C 3.9203 Political view

(3) Duncan’s test of the six-views for small to medium sized enterprisesin manufacturing industries

Duncan grouping Mean Individual view and Six-views
A 4.6061 Learning view
B A 4.5455 Six-views
B A 4.4394 Planning view
B A 4.3636 Logic and language view
B 4.3333 Cultural view
B 4.2576 Ethical view
C 3.8636 Political view
(4) Duncan’s test of the six-views for big corporationsin service firms
Duncan grouping Mean Individual view and Six-views
A 4.3250 Planning view
A 4.2750 Learning view
A 4.2750 Six-views
A 4.2250 Logic and language view
B 3.9833 Cultura view
B 3.9583 Ethical view
Cc 3.6375 Political view

(5) Duncan’s test of the six-views for small to medium sized enterprisesin servicefirms

Duncan grouping Mean Individual view and Six-views

A 4.6667 Learning view
A 4.6000 Six-views

B A 45333 Planning view

B A 4.4000 Political view

B A 4.3333 Ethical view

B A 4.1000 Logic and language

B 3.8667 Cultura view

Table 7.28(4) reveds that in the big corporations in service firms, the seven

variables were divided into three groupings. First, “Group A” included the planning
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view, learning view, and six-views. “Group B” consisted of the cultural view and

ethical view, with no significant difference. And, the political view was positioned in

the lowest ranked “Group C”.

According to Table 7.28(5), in small to medium sized enterprises in service firms,

the seven variables were segmented into two groupings. “Group A” included the

learning view, six-views, planning view, political view, ethical view and logic and

language view. “Group B” contained the planning view, political view, ethical view,

logic and language, and cultural view.

Based on the discussion above, Duncan’s test reveals that the learning, planning

and six-views ranked the top three in strategic management. This implies that the

learning and planning views are established concepts in the strategy-making process,

and it also reveals that the six-views has a holistic impact for strategic management in

Taiwanese companies. However, the political view is ranked much lower, which

suggests that the magjority of Taiwanese companies are seeking how to tackle

stakeholders’ issues.

* Paired t-test

The paired t-test is designed to discover that two groups are assigned to the

experimental groups based on some traits that will influence the dependent variable

(Black, 1999). The results of the paired t-test comparing manufacturing industries
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with service firms and big corporations with small to medium sized enterprises are

shown in Table 7.29. In this research, the level of significance adopted for statistical

tests wasa = 0.01, a =0.05anda = 0.10. The results indicate that manufacturing

industries and service firms were not significantly different in scores on the logic and

language, political, ethical, planning and six-views. However, for the learning and

cultural views, there were significant differences.

These results may be because manufacturing industries need to undertake R&D,

pay attention to seek for substitute material, carry out innovation and improve the

process of production, so manufacturing industries place more emphasis than service

firms on these views.

In turn, there was no significant difference between big corporations and small to

medium sized enterprises, for any of the views except the learning, cultura and

ethical views. Basicaly, as a result of small to medium sized enterprises seeking for

competitive advantages, perhaps they paid more attention to creating good

relationships with stakeholders, such as strategic aliance with up-stream and

down-stream companies. Furthermore, the small to medium sized enterprises may not

focus on how to do strategic management effectively. However, big companies are

more aware that learning experiences and accumulation of knowledge are essential in

order to boost their competitive competences.
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Table 7.29 Paired t-test compare manufacturing industries with service firms and compare big

corporations with small to medium sized enterprises

Individua view and|Type Mean Prob. < 0.05 Significant level
Six-views
Logic and language |Manufacturing 8.5188 0.3990 No significant
view Service 8.4222
Big 8.4596 0.3891 No significant
Smal to medium|8.6296
sized
Learning view Manufacturing 13.5188 0.0452+ Yes significant
Service 12.9555
Big 13.2419 0.0148+* Yes significant
Smal to medium|13.8518
sized
Cultural view Manufacturing 12.5943 0.0071#** Yes significant
Service 11.9111
Big 12.3145 0.0576* Yes significant
Smal to medium|12.7407
sized
Political view Manufacturing 7.8113 0.1077 No significant
Service 7.4444
Big 7.6532 0.1648 No significant
Smal to medium|7.9259
sized
Ethical view Manufacturing 12.4245 0.0665* Yes significant
Service 12.0000
Big 12.1854 0.0073*** Yes significant
Smal to medium|12.8148
sized
Planning view Manufacturing 13.2358 0.3280 No significant
Service 13.0444
Big 13.1370 0.2547 No significant
Smal to medium|13.3703
sized
Six-views Manufacturing 4.4056 0.5071 No significant
Service 4.3111
Big 4.3387 0.3253 No significant
Smal to medium|4.5555
sized

*a=0.10; **a =0.05

4 g = 0.01

7.9.2 Can the Sx-view as Organizational Roots Be Used to Facilitate Effective

Srategy Formulation and Implementation Further Enhance Organizational
Performance?

The Pearson correlation coefficient is widely used to discuss survey results to explore

the degree of relationship between factors (Bernard, 2000). In this research, a Pearson
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correlation coefficient was computed to examine the relationship between the
individual view and the six-views in strategic management. Seven variables were used
for the correlation analysis: the logic and language, learning, culture, politics, ethics,
planning views and six-views. The following hypothesis tests were conducted:

(1) Hypotheses. H,:p=0, H,:p =0, Where, p, is caled the population
correlation coefficient. (2) Statistic test. This research computes the statistic test by
the following equation: t = r\/g, If Ho is true and the assumptions are met, the
statistic is distributed as Student’s t with n-2 degrees of freedom. (3) The leve of
significance. Let o = 0.05. (4) Decision rule. Rgect Hop if the computed t is either
<-2.3060r >2.306. (5) Caculations. When one uses a computed for correlation

analysis, the computed values of r and t are usually parts of the output. Formulas for r

as follows r= DRIIONIOND (6) Statistical decision. The

\/aniZ_(in)z \/HZYiZ—(ZYi)Z

decision regjects or accepts Ho. (7) Conclusion. The conclusion is that the individual

view and the six-views are correlated; P< 0.010.

Table 7.30 reveals that the six-views had a higher correlation coefficient with the

individua view. The highest correlation coefficient of 0.73060 is discovered between

the six-views and the learning view. This shows that the learning view is an essentia

factor in Taiwanese companies. However, from descriptive statistics this research

found that the two views above have positive influence accounting for 70.6% and
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84.1%, respectively for promoting strategy formulation and implementation (see

Tables 7.16 and 7.20) so that they also were considered in the six-views model.

Table 7.30 Correlation matrix of individual view and six-views

Logicand |Learning |Cultural Political Ethical Planning  |Six-views

language |view view view view view

view
Logicand |1.000 0.60171 0.52547 0.54127 0.62102  |0.51120 0.56402
language |P=0.0 P=0.0001 |P=0.0001 |P=0.0001 |[P=0.0001 |P=0.0001 |P=0.0001
view
Learning |0.60171 1.000 0.58801 0.52210 0.54127 |0.57183 0.73060
view P=0.0001 |P=0.0 P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001
Culturad 0.52547 0.58801 1.000 0.52104 |0.62987  |0.58221 0.57183
view P=0.0001 |P=0.0001 |P=0.0 P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001
Palitical 0.54127 0.52210 0.52104 1.000 0.63812  |0.50111 0.53237
View P=0.0001 |P=0.0001 |P=0.0001 |P=0.0 P=0.0001 |[P=0.0001 |P=0.0001
Ethical 0.62102 0.54127 0.62987 0.63812 1.000 0.61132 0.55582
View P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001 |P=0.0 P=0.0001 |P=0.0001
Planning  |0.51120 0.57183 0.58221 0.50111 0.61132 1.000 0.62958
View P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001 |P=0.0 P=0.0001
Six-views |0.56402 0.73060 0.57183 0.53237 0.55582  |0.62958 1.000

P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001 |P=0.0001 |P=0.0

This thesis, therefore, argues that the six-views can be integrated with some
degree of intersection to improve strategic management in organizations. This is
consistent with the definite response to Q18 (1-1, 1-2, and 1-3); and (2-1, 2-2, and
2-3), 96.8%, 98.4% and 95.2%; and 98.4%, 96.8% and 90.4% respondents gave
positive responses to strategy implementation and performance, respectively, as
shown in Table 7.26.

From multiple linear regression analysis, this thesis found that four views
including the cultural view, learning view, planning view, and logic and language
view had significant influence to promote strategic management as shown in Table
7.31. F= 29.557 (P<0.001) and adjusted R*= 0.3158 showed that the regression

equation could predicted efficiency to effective strategic management. From
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parameter estimates, this research discerned that the cultural view was the most

important influence variable in effective strategic management; then the sequentia

order was the learning view, planning view, and logic and language view, respectively.

Table 7.31 Multiple linear regression analysis of the six-views

Variable Parameter t Prob>] t| Variance  Inflation
estimate Factor
Intercep 1.450042 2.314 0.0221 0.00000000
Logic and language view 0.113352 1.733 0.0852 1.01381858
Learning view 0.137779 2.276 0.0243 1.06913939
Cultural view 0.189405 3.032 0.0029 1.03865354
Political view 0.060195 0.860 0.3911 1.03175531
Ethical view 0.069452 0.848 0.3975 1.13479510
Planning view 0.129100 1.917 0.0572 1.04492010

The coefficient of determination from the regression equation is not high because of

the complex and dynamic characteristics in strategic management. However, there are

different requirement to R? in different fields. For example, natural science has a

higher requirement than social science. In general, sociad science, as regards

independent variables, can reasonably predict dependent variable while adjusted R? is

greater than 0.3 (Chen, 1996). In turn, stepwise regression obtained four views into

this model as shown in Table 7.32 and F= 29.108 (P<0.001) and adjusted R>= 0.3208,

respectively.

Table 7.32 Stepwise regression analysis of the six-views

Variable Parameter t Prob>] t| Variance Inflation
estimate Factor

Intercep 1.904865 3.760 0.0002 0.00000000

Logic and language view 0.113244 1.746 0.0830 1.00019818

Cultural view 0.202075 3.282 0.0013 1.01167998

Learning view 0.148006 2.530 0.0125 1.00096419

Planning view 0.135951 2.054 0.0417 1.01191328

Comparing the two adjusted R? of MLR and stepwise regression, this research found

that the regression model may drop out the political and ethical views. However, from
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Eastern and Western management literature, this research found that powerful

leadership style has significant influence in organizational reengineering such as

Wal-Mart, Southwest Airlines, Taiyen Limited Company and Yulon Motor as

mentioned in section 2.4. In terms of the ethical view, Watkins (2003) mentioned at

Enron that ethical lapses of the leaders saturate throughout the organization and

people have much larger problems throughout with middle-lower management. Many

scholars interpret the capitalist system as a three-legged stool: economic freedom,

political freedom, and moral responsibility. The stool topples when there is a

weakness in any one. Watkins argues, “I think when you see an ethical lapse like that,

you ought to leave the company, because if it’s at the top, something bad is going to

happen somewhere down the line. You want ethical leaders at the top” (2003, 17). In

fact, from descriptive statistics this research found that the political and ethical views

above have positive influence, accounting for 70.6% and 84.1%, respectively for

promoting strategy formulation and implementation (see Tables 7.16 and 7.20) so that

they also were considered in six-views model.

From the multiple linear regression analysis, this research found that the

“Variance inflation factor (VIF)” was near 1 and less than 10 (Hair et €., 2006). This

showed that multicollinearity among the six-views was not a severe problem because

a value of VIF close to 1 indicates no relationship, while larger values indicate
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presence of multicollinearity (Sen and Srivastava, 1990). Thisthesis, therefore, argues
that the six-views can be integrated to improve strategic management in organizations.
This is consistent with the definite response to Q18 (1-1, 1-2, and 1-3); and (2-1, 2-2,
and 2-3), 96.8%, 98.4% and 95.2%; and 98.4%, 96.8% and 90.4% respondents gave
positive responses, respectively, as shown in Table 7.26.

Multiple linear regression equation for the six-views and supply chain operation
of the six-views model, which included reprehensive roots, stems as independent
variables and performance evaluation as the dependent variable, was computed. As a
result, two independent variables were identified as statistically significant predictors
of performance evaluation as shown in Table 7.33. F= 21.631 (P<0.001) and adjusted
R? = 0.4109 displayed that six-views and supply chain operation can be predicted

capability of organizational performance.

Table 7.33 Multiple linear regression analysis among the six-views, supply chain operation
and performance evaluation

Variable Parameter t Prob>] t| Variance Inflation
estimate Factor

Intercep 1.721445 3.115 0.0170 0.00000000

Six-views 0.142407 3.353 0.0038 1.04167413

Supply chain 0.182402 3.558 0.0089 1.07048833

operation

VIF was less than 10 so the regression equation multi-colinearity was not serious.

In fact, the six-views puts emphasis on people’s positive interaction behaviour while

supply chain operation focuses on companies’ businesses, SO enhancing organizational
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performance. Similarly, Kaplan and Norton (1996; 2008) point out that improving

organizations’ financial performance should reinforce customer satisfaction,

organizational employees’ learning and internal operation processes. In addition,

Heskett et al. (2008), “Putting the Service-profit Chain to Work,” also mentions the

above same ideas. The six-views is proposed, therefore, as organizations’ roots for

boosting employee satisfaction, customer satisfaction, and stakeholders’ performance

by supply chain operation of SBU.

7.10 Conclusion

This chapter has reported the results of a questionnaire survey from 63 companies

which included 27 manufacturing industries, 36 service firms (or 37 big corporations,

26 small to medium sized enterprises) in Taiwanese companies on the subject of

strategic management. Based on the foregoing discussion, six important findings are

produced as follows:

(1) Themaority of surveyed companies believe that strategy requires downward and

upward, lateral, and integrated communications to stakeholders (Beer et al., 2005) and

most senior managers hope to avoid dichotomies as much as possible, for aiding

strategy-making, in line with critical systems thinking, which highlights holistic and
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pluralistic thinking for promoting strategic management.

(2) From the survey findings, irrespective of organization type - the learning was

accorded especialy high importance. In particular, the learning view was aways in

the highest category (A) in Duncan’s test, consistent with the results of the frequency

distribution. Therefore, learning together is the main way to deal with the

strategy-making process in Taiwanese companies.

(3) Although the political view obtained an average of 70.6% positive responses, , it

also got an average of 24.6% neutral responses and 4.8% negative responses. Clearly,

using political power to deal with stakeholders’ issues may be difficult and unhelpful.

Instead, Lao-Tzu’s idea of ethics can facilitate stakeholders’ cooperation. From Table

7.20, this view received positive responses from 84.1% of the sample. In particular,

29 <¢ 99 6y

cthical ideas could lead to “mutual trust,” “commitment,” “implementation,” and
“reputation” with stakeholders. It is obvious that the ethical view has a significant
influence in strategic management.

(4) Overdl, the 63 companies believed that the planning view is needed in the
strategy-making process. Particularly, these companies highlight that both indexes, the
guantitative and the qualitative, must be considered in strategic management. Fuzzy

if-then rules can be applied to create a series of possible situations for strategic

management with the six-views and combine formulation and implementation.
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(5) From Duncan’s test it was found that the learning, planning and Six-views are

ranked as the top three views in Taiwanese companies. This represents that the

planning view is a traditional tool of strategic management, the learning concept has

recently become prevaent in organizations and the six-views has holistic influence

for strategic management in Taiwanese companies. The political view was rated as

less important, which indicates Taiwanese companies need to discover a beneficial

way to assist in tackling stakeholders’ issues, as indicated in Table 7.19, the ethical

idea can nurture good relationships with stakeholders in organizations. Interestingly,

the paired t-test revealed that the learning and cultural views are perceived

significantly different between manufacturing industries and service firms.

Manufacturing industries may have more learning experiences and shared experiences

in order to boost R&D and capabilities of production process than service firms.

Furthermore, big corporations and small to medium sized enterprises differed

significantly in the ethical and learning views. Small to medium sized enterprises may

pay more attention to creating good rel ationships with stakeholders and learning ideas

in their operation process than big companies.

(6) Based on multiple linear regression analysis, this research found that four views,

the cultural view, learning view, planning view, and logic and language view have a

significant influence to effective strategic management. From Eastern and Western
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management literature and descriptive statistics, this research discovered that the

political and ethical views can also promote effective strategic management (see

Tables 7.16 and 7.20). Furthermore, VIF of regression analysis was less than 10.

Therefore, this research inferred that multicollinearity among the six-views to

promote effective strategic management was not serious. On the other hand, the

six-views model shows that Taiwanese companies can enhance organizationa

performance by reinforcing the six-views and promoting supply chain operation. In

order to shed more light on “what” is being done about strategic management in

Taiwanese companies, and “how”, the face-to-face interviews will be discussed in the

next chapter.
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CHAPTER 8: INTERVIEW RESULTS

8.1 Introduction

Chapter 7 has interpreted the results of the questionnaire answered by senior

managers from Taiwanese companies. The first face-to-face interviews attempted to

explore in more detail “what” and “how” those companies have done concerning

insufficiencies of the planning view related to promoting strategic management. The

sample for this purpose was fifteen of the surveyed companies from return letters

including seven manufacturing industries (five big corporations and two small to

medium sized enterprises) and eight service firms (three big corporations and five

small to medium sized enterprises), as depicted in Table 8.1.

Table 8.1 The name of interviewees

Manufacturing industries (7) Service firms (8)
Uni-P: Uni-President Enterprises TIC: Triumph International
Corporation Corporation
CMC: Chi Mé Corporation UPCC: Uni-President Cold-Chain
Big corporations (8) FLEX: FLEXium Interconnect, Inc. Corporation
CMOC: Chi Mé Optoelectronics Corp. |NIC: Nan shan life Insurance
TI: Tuntex Incorporation Company

TYC: TYC Brother Industrial Co. Ltd. |HK: Hotel Kingdom
Small to medium sized enterprises| CREC: Chih Ro Enterprise Co. Ltd. WY SER: WY SER International
(7) Corp.
CIHC: Central Investment Holding
Co. Ltd.
CSCL: China Securities Co. Ltd.
Fcc: Fuly Construction
Corporation

This research maintains participants’ anonymity, by referring to the fifteen companies

asAB,C,DEFGH,IJK,L, M, N andO. A detailed explanation is shown in
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Appendix H.

During the interview, strict confidentially and anonymity were emphasized.

Chinese, Taiwanese, and English were employed to communicate. The purpose of the

investigation was explained clearly. Permission for tape-recording was sought. Notes

were also taken during interviews. The use of a tape recorder does not eliminate the

need for taking notes, which can at least serve two purposes. Firstly, it can formulate

new questions as the interview moves along. Secondly, taking notes about what is

said will facilitate later analysis, including locating important quotations from the

tape itself (Patton, 1990). Simultaneously, some explanation and examples were given

if some terminology, e.g., Lao-Tzu’s idea, was unfamiliar to the respondents. | also

had to be patient and wait while senior managers dealt with emergent matters. The

interviewees were aware that this research was, to some extent, related to their work,

and that detailed information and suggestions would be appreciated.

In the first interviews, interviewees were asked two main questions by means of

a semi-structured interview form, as shown below:

¢ \What the companies have done about strategy formulation and implementation in
line with the six-views in Taiwan and “how”.
¢ What improvement could be added to strategic management to make organization

performance more effective?

Thus, the interviews included two parts. The first part of the interview was intended
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to investigate “what” Taiwanese companies have done about strategy formulation and
implementation with the six-views explained in Chapter 2, and how. The six-views
model was discussed to identify “what” and “how” the companies have done about
combining strategy formulation and implementation further to enhance organizational
performance. In the second part, recommendations were obtained from the
interviewees. The interviewees’ answers and clarifications are interpreted in the

following sections.

8.2 ‘What’ and ‘How’ the Companies Have Done

This research here tries to recognize “what” and “how” Taiwanese companies have
donein terms of the six-views.

(1) Logic and language view

One of the six insufficiencies of the planning view, is the need for organizations to
recognize communication and fuzzy thinking as crucial factors to effective strategic
management. Most interviewees highlighted the need to cultivate fuzzy thinking and
encourage communication among organizational members to improve effective
strategic management. According to the results from the questionnaire, the logic and

language view had a high average score. However, six companies were not sure
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whether or not communication and diverse thinking can promote strategic
management. It was considered interesting to explore this finding by means of
face-to-face interview. A president of a large service firm | endorsed the importance

of the logic and language view. He said:

Our company’s strategy needs upward and downward, lateral, even integrated
communications for effective implementation which is based on bottom to upper.
On the other hand, it may be produced by the leader’s words. In any strategy
formulation, we constantly debate and communicate the strategy from different
perspectives, even including our customers and stakeholders. It is through

communication that all people understand the company’s objectives and what
they should do.

A chairman of a small service firm L reinforced the merit of the logic and language

view. He said,

Strategy formulation is a process of emergence, sometimes it involves intuition,
experiential judgment and creativity. Before strategy formulation, our company
has a series of brainstorming through meeting and face-to-face communication,
then decides an ideal strategic direction.

A chairman of a large manufacturing company C highlighted that: “Wide
communication can canvass various opinions and benefit from them. That is what we
call three common people to a Chu, Ko-Liang (who was a famous military strategist

in Chinese history).” One senior manager from asmall service firm K described:

Communications and diverse thinking are quite important for every company.
According to our company’s experience, such as the expenses of learning are not
enough through internal communication. However, the final decision-making still
relies on the boss’s determination. Communication, therefore, seems to be

ineffective to our company sometimes.

The same situation also arose in another small firm H, in the service sector. The
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senior manager noted that, “Strategic decisions depend on our president who is

possessed of professional power without upward and downward, lateral, and

integrated communications with managers.”

A surprising answer was given by the senior manager in a small service organization

N, who said,

Share company is based on profit centres where salesmen work independently
but not as a team because there is competition among them rather than
cooperation. If they organized ateam it would hurt our company, because if they
left the company, they would take all the customers with them.

This is a good example of using crisp thinking and ignoring fuzzy thinking. The

company thought in terms of salesmen’s “competition or cooperation”, rather than

salesmen’s “competition and cooperation”. Simultaneously, this interviewee also

neglected the shared experiences of salesmen and team learning. However, a very

different and interesting idea in comparison with the above came from the president

of a small manufacturing company G who emphasised,

A company should avoid isolation but has to consider teamwork. In particular,
small to medium sized enterprises must consider cooperation with upstream and
downstream to boost the company’s competitive force, such as links in the supply

chain supporting each other.

From the discussion above, the majority of companies believe that upward and

downward, lateral, and integrated communications and fuzzy thinking play essential

roles in strategic management. For example, Uni-President Enterprises Corporation

uses “joint venture” to cooperate with his competitor, ‘Carrefour’ for running mallsin
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Taiwan. WY SER Internal Corp. aways thinks about cooperating with its upstream

and downstream partners, and even its competitors, for achieving its strategic

missions. Moreover, the boundary of the company’s system did not separate the

internal and external systems. Instead, it integrated supplier, customers and

competitors. Those ideas highlight “fuzzy thinking”, namely, the company did not

only think about competition but also considered cooperation. TY C Brother Industrial

Co. Ltd. is an auto light manufacturer which adopts the production system of Toyota

(just in time, JIT) so that it is very crucial to communicate with suppliers to obtain

raw materials at the right time and quantity. It is worth noting that the company set up

a ‘kids’ care centre’ which built a good relationship with community residents. It

clearly considered all its stakeholders, besides shareholders, employees and

customers. However, some companies neglected upward and downward, lateral, and

integrated communications and in those cases it can be suggested that practising the

logic and language view might be beneficial.

(2) Learning view

The survey findings revealed that the learning view obtained the highest agree of

positive responses for strategic management in Taiwanese companies. A vice

president of a manufacturing company A indicated “A boss has to support employees’

learning. No learning means no innovation.” Another senior director from company D
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explained,

Learning has a positive influence on actual work. In particular, middle and senior
managers need to learn communication skills and management knowledge.
Organizationa culture makes an intangible contribution to value, but learning is
tangible growth. In our company, a new recruit has to report his learning results
to confirm his efforts.

Moreover, he described that company D provided a learning situation through small

group action (SGA) and quality control circles (QCC) for front line employees to

concentrate their strengths and share experience with each other. The president of

company F also highlighted that “QCC is a very important learning process for front

line employees.” A senior manager from company J mentioned a similar situation to

me:

The learning view is doing very well in our company, especialy educationa
training. In our business as a service firm, employees must provide professiona
knowledge to clients, otherwise how can they persuade clients to buy our product?
Also learning from the experience of other colleagues is very important.
Simultaneously, in a technological era, service firms need to create a client
database and use information technology to recognize the attribute of clients and
segment different client groups and to build long-term relationships with clients.

A leader of the planning group in firm A said,

Each SBU of our company proposes its projects and it must be innovative.
However, mistakes are inevitable. Basicaly, strategy emerges from the
innovation process and mistakes or sharing experience step by step. Our
company has become a learning organization as our president mentioned that al

employees should be able to recognize Senge’s (1990) “The Fifth Discipline.”

He added, “Our company emphasizes QCC and total quality management (TQM) so

team learning is very important for an innovative marketing approach.” Another

president of company | said,
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If a company wants to continue to survive, “human resource” and “know-how”
are very important, in particular, professional ability, management ability and
general ability are based on leaning to upgrade as single-loop learning. My firm
has two training programmes. One is external training; such as attending
seminars and conferences. The other is interna job training such as job-rotation,
e-commerce communication and how to pass 1SO-9002 certification. All
managers need to pass the internal managers’ examination which is a certificate
to check their ability. Our company also has regular meetings to share their
different experiences. Learning strength, therefore, can formulate a learning
culture so that our company improves constantly, which is the most important
ideain our company.

A senior manager of company B described,

My company has a competitive advantage which is innovative products. It is
constantly trying to develop high value products and special products so that
these products can raise our competitive strength and market share. In fact, these
aso are strategies of our firm.

Furthermore, he pointed out, “Learning from accumulated experience is the source of

innovation.” Double-loop learning can enhance employees’ new knowledge by the

transformation of experience and information.

Interestingly, the chairman of asmall service company O said,

In Taiwan society, some businessmen use debauchery and corruption to engage
interactions rather than learning to create proper relationships with stakeholders.
| really disagree with this horrid idea, because they will ruin the image of our
company. Upright and honest business dealing is what we insist on. But, | do
support the learning idea.

The same ideas came from the chairman of another firm L. He highlighted, “Mutual

trust between our company and the supply chain operation is better than a specia

dinner with a bargirl.” On the other hand, a chairman of a large manufacturing

company C, pointed out, “Our products develop very fast so that R&D teamwork is
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quite important for product innovation and competitive advantage. If a company does

not have good team learning to innovate new products, it will easily be pushed out of

the market.”

From the interviews, it was found that both small to medium sized enterprises and

big corporations thought that innovation is a competitive weapon, and learning is the

foundation of innovation. The service firms highlighted the importance of creating a

customer database to distinguish the attributes of customers and win customer loyalty

because they sell products and services as well. Hi-tech companies pay attention to

R&D and innovation by means of team learning. Manufacturing industries emphasize

QCC, TQM and SGA in the hope of innovation in the production process, developing

new products and discovering new materials. Therefore, the learning ideais linked to

strategy formulation and implementation.

(3) Cultural view

There were nine companies whose managers were not sure whether cultural change

fulfils their strategy successfully, according to the questionnaire responses. However,

a senior manager of company B described how the cultural ideais used to implement

strategy. He said, “Our company’s culture is a key success factor in implementing

strategy because it collects all employees’ beliefs and values and further promotes

work motivation.” Similarly, a president of company | indicated that, “A vision as a
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guideline can determine where the company goes.” Therefore, he proposed a motto,

“Innovative, valuable and respectable merit corporation” to encourage all members of

the company. He also believed,

Strategy implementation is not easy, in other words, “Recognizing is easy but
practising is difficult.” I agree that leaders have to present a vision or dream in
the process of drategy formulation i.e., the firm tries to become the best
distribution corporation in Taiwan.

Interestingly, a senior manager, from company B, expressed a different situation. He

pointed out,

Our company has been running 30 years, but it is impossible to develop an
appropriate organizational culture because of the traditional manageria style.
Employees lack cohesive strength, so creating an organizational culture and
building a shared vision are difficult for our company.

Another president from company G commented, “Business performance declines, not

because of economic recession, but because employees do not put up a fight. This

motto represents that our company tries to encourage employees’ morale and

strengthen their belief to implement the company’s mission.”

A leader of the planning department at another company A argued:

Strategy is hard to develop. | believe that for a company to implement the wrong
strategy is more serious than corruption. The pre-condition for strategy is focused
on organizational culture and ethics, namely, “business spirit”. Business values
influence the direction of strategy. These intangible values also impact all
members of company from top to bottom. Managers need, therefore, to set a good
example to subordinates. As the Chinese proverb says, “If the upper beam is not
straight, the lower ones will go aslant.” For our company, culture, therefore, is

very essential to implement strategy successfully.

The president of company F said,

288



Culture is an intangible asset. In order to gather organizational culture, we have
uniforms and our company assembles all employees to have an hour’s Buddhist
instruction on every Monday morning. This religious meeting enhances
employees’ beliefs and values as based on ABC level to build organizational
Buddhist culture. Also, palitical power can be used to enforce employees’ belief.
However, | believe it is beneficid, if all employees can be involved in the

company’s culture.

From the questionnaires, it appeared that the majority of companies believed that
organizational culture is important to implement effective strategic management.
Moreover, from the interviews, it was found that a good organizational culture
promoted more successful strategic management, compared with results from
companies with aless favourable culture.

(4) Political view

The questionnaire results for the political view indicated that there were a large
number of neutral responses (24.6%), where respondents were not sure whether or not
their companies promote stakeholders’ cooperation by political power. However, the

president of company | indicated that:

Political power plays an important role for effective strategic management,
especidly at the stage of fulfilment. For example, our company wantsto set up 5
digtribution centres, every department needs to cooperate and achieve this
mission by mean of political power. In order to implement the organizational
mission, | endorse the learning and cultural views, because learning can boost
employees’ professional capability and knowledge, and organizational culture

assistsin sharing vision and values to guide strategy implementation.
Furthermore, the senior manager of the R& D department in company B indicated:

In our company, strategy formulations are based on the competitive environment,
both domestic and foreign, by an ad hoc committee to plan strategy, then every
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functional division implements its mission. Basically, our organization is led by a
professional power leading. However, our company also highlights complete
empowerment and trusts employees.

Moreover, a senior manager from company H noted that, “The real strategy
implementation is based on the professional management, that is what we call
power.” The president of company F explained, “In the strategy process, political
power is needed because it can push every department to achieve their mission.” The
same idea was expressed by company L’s chairman. He pointed out, “Professional
power, sometimes, is needed when employees argue with each other.”

In contrast, the president of company E said,

SBUs are a profit centre system. Basically, our company uses a professional and
command-and-control leadership style. All members of the organization are given
assignments and guidelines to achieve organizationa objectives. However, this
has caused high employee turnover, increased the expense of training new
employees and led to a lack of appropriate culture formation in my company.

The same circumstances happened at the traditional company K. The senior manager
explained it in this way, “Based on leadership through political power, employees’
morale is getting lower and competitive strength is becoming invisible” A very
interesting example was given by a manager of company N. She said, “A new senior
manager tried to reorganize our company. He applied political power to deal with the
company’s business and set up strict regulations. Unfortunately, it led to opposite
effects. Finally, he left our company.”

From the above interviews, it seems that if a company attempts to use political
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power to tackle stakeholders’ disputes, it needs to be applied carefully, for example,
by the exercise of professional power, rather than authoritarianism. Strategic
management that only relies on the political view seems insufficient.

(5) Ethical view

The results of the ethical view from the questionnaire, showed a moderate degree of
importance among the six-views but also revealed that some senior managers were
not sure about the effects of the ethical view. The interviews provide a more detailed

interpretation. As a senior manager from company B noted,

The chairman of Wen-Lung Shiu designed a good working environment by
means of Lao-Tzu’s idea which concerns spiritual and physical aspects, even
socia responsibilities, such as empowerment, a bonus system and about 90% of
our employees are shareholders, so employees can achieve their works by
themselves. Our company has also established a hospital, a museum and a
symphony orchestra to serve people and then boosting our company’s reputation.
Moreover, he mentioned that some managers misinterpret the meaning of
Lao-Tzu’s words: “Govern by doing nothing that goes against nature.” He
explained that it highlights empowerment, trust and concerning social, which is
based on ethical ideas. In fact, that iswhat we usein our company.

It is worth mentioning that the president of company | said, “I don’t believe that
Lao-Tzu’s idea can promote effective strategic management.” However, he
completely agreed with Lao-Tzu’s ethical idea as trust> empowerment—>
commitment—> implementation after my interpretation, and said he would try to apply
Lao-Tzu’s idea to company I. The situation here may explain the lower rating of the

ethical view among the six-views, for promoting effective strategic management. A
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leader of a planning group of company A pointed out,

“Spirit of business” is a main influential factor for strategy formulation. The
value judgment by a leader will guide strategic direction. Our company, is
concerned about establishing our spirit of business. However, business ethics is

the foundation of the “spirit of business.”

He added that, “The importance of ethics not only underlies our management
principles of best quality, highest credibility, and best service at a reasonable price,
but aso pays attention to corporate social responsibilities.” An example is the

following incident, reported by China Post:

President to recall beverages. President Enterprises Corp. announced yesterday
that it was recalling all its beverage products in Taiwan to end a public scare over
contaminated containers. Potassium cyanide was found in two containers mailed
to the company, Taiwan Television Enterprise Ltd. said. The containers were
mailed as part of an extortion attempt. Three suspects have been arrested by
police.

(China Post News, Oct. 14, 1987, 11)

The leader of the planning group of Uni-President Enterprises Corp. said their
company withdrew the soft drink from the market in order to bear the socia
responsibility, so the company won a good reputation and admiration. He also

emphasi zed:

Based on agood distribution channdl, it is easy for our company to sell cigarettes
or alcohals, but our company gave up because these acts harm the health of
human beings and are unethical behaviour. Therefore, ethicsis not a motto but of
real significancein our firm.

Not only in manufacturing industries, but in service firms also, most interviewees
recognized the importance of ethics. The senior manager at company J mentioned the

importance of ethics. He said:
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It is not acceptable for a salesman, just for the sake of selling a product to clients,
to conceal facts from clients. This unethical behaviour not only causes client
complaints but aso ruins the reputation of our company. Consequently, the client
will feel decelved and refuse to buy our product anymore.

The chairman of company L commented, “Since our company belongs to small to

medium sized enterprises, creating mutua trust between our company and supply

chain operation is our company strategy.” Another chairman from company O noted

the same situation. He said,

Our company adopts strategic alliance with upstream and downstream because it
can reduce cost, boost product quality and shorten lead-time. Having trust in the
supply chain increases our profits and competitive advantage.

Surprisingly, one president of a small to medium sized enterprise expressed a contrary

view, “Our company applied the ethical idea of trust to stakeholders, however, the

result is redly bad, such as delay in delivery of goods and losing money from

upstream or downstream companies.“ By this, he meant situations where the

company performs a service for another company, but the latter does not honour its

payment obligation. For instance, it sends a cheque which the bank cannot honour, for

lack of funds. He believed that the ethica idea must be used with care.

The chairman of company C explained the situation as follows:

Our companies’ employees are required not to disclose business secrets to
competitors, otherwise they may commit a criminal offence. To our companies,
the standard of ethical morality is strict. On the other hand, some hi-tech
companies, in the effort to run forever, attempt to incorporate their suppliers may
lack ethical behaviour.

Based on the discussion above, it was discovered that the majority of companies
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believed that ethical ideas are the core of strategic management. They aso

incorporated such ideas into their business. However, some companies seemed not to

understand the core meaning of Lao-Tzu’s ethical idea, and misinterpreted it. In fact,

it is acrucia idea to practice the ethical perspective in organizations for enhancing

their reputation. It was also discovered that hi-tech companies had lower trust, due to

their culture of business secrecy and technological innovation. From the above

mentioned, this research suggests that Taiwanese companies need to practice ethical

ideas in strategic management.

(6) Planning view

The planning view has three main defects - overemphasizing the quantitative index,

the difficulty of forecasting and the need for organizations to combine their strategic

planning for formulation and the integrated five-views for implementation. These are

discussed as follows:

Using both of evaluation indexes

Many interviewees pointed out that it is important to measure the performance of

strategic management using both qualitative and quantitative approaches. One senior

manager of company M said,

We bdlieve that the qualitative index is as important as the quantitative index,
because a good quditative index (i.e. customer satisfaction or building good
relationships between company and employees) will lead to a good quantitative
index i.e. increasing market share, increased sales and profits, and better

294



employee productivity.

The president of another firm E explained two important factors for the evaluation

system in his company. He said,

Both the sales and the profits are basic evaluation indexes in our company. In
general, the objective is for sales and profits in every SBU to grow, by 15% and
8% every year, respectively. Basically, our company will dismiss the last 5% of
operators, who have the worst personal performance in every quarter.
Furthermore, the productive value of every employee every year (sales/
employees numbers) is used to compare performance in every SBU as a standard
for reward.

The chairman of organization L pointed out, “in fact, the 1SO-9002 standards for

evauating a company include customer satisfaction, customer complaints,

employees’ working environment and product quality. Basically, I agree, therefore,

that the evaluation index should include both qualitative and quantitative indexes.” A

senior vice president of company A indicated,

Our company has found that we need to adjust evaluation indexes. | favour the
balanced scorecard which includes four indexes as follows: current customer,
internal process, employees and financial objective, instead of, as now, using
only two evaluation indexes: sales per person and sales per dollar currently.

A leader of the planning group in company A described that profit is a short-term

rather than long-term indicator. He explained,

Popular products or short-term profits will disappear quickly without sustained
strength. Therefore, our strategy is to look for a trend which can fit the
environment 10 or 20 years in the future. Basically, the principles of strategic
planning are: “When strategy conflicts with profits, prioritise strategy and when
quality conflicts with profits, prioritise quality.” Thus, we do not emphasize
short-term profits, but focus on long-term development of strategy and product
quality for people. Moreover, our company is also concerned about customers’

complaints as they have positive influences on promoting the company’s further
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improvement to satisfy customers’ needs.

Forecasting is not easy

Most interviewees thought that the environment is changing every day. It is difficult
to forecast the future. The president of company E said, “Our company uses SWOT
environmental analysis then adjusts planning of strategic objectives.” A vice president
from company A highlighted, “Environmental change now is rather rapid. We take
account, therefore, of dynamic environment analysis, such as market situation survey,
Porter’s Five-forces analysis, and political change and economic conditions.”

Company L’s chairman illustrated,

In fact, strategy formulation in our company is very easy. According to market
information, intuition and experientia judgment we seek a market niche.
Therefore, our company focuses on a single segment market. We never consider
political and economic factors. Actually | believe that environmental change is
too quick. Therefore, strategy should be emergent rather than planned.

The president of company F pointed out, “In order to obtain better effects of strategic
planning, the procedures of our company’s planning include Deming’s (1982) PDCA
problem-solving cycle: planning the direction of strategy, implementing the
company’s mission, checking the effectiveness of every department’s implementation
and feedback action.

A plurdistic thinking for promoting strategic management

In company E, which tended to favour traditional planning, the president addressed

the procedure of strategy formulation as follows:
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First, an ad hoc committee discusses to decide the objective and the strategy of
every SBU. Second, every SBU plans its financial budget. Third, every SBU
decides middle and long-term growth programmes. Finaly, board of directors
checks the projects of SBUs and modifies their objectives. It is based on bottom
to upper strategy formulation.

The president of company | believed that, “The six-views model is very useful,

especially, as strategy tries to implement practice well.” He pointed out,

Strategy-making is a serious issue, which may influence a company’s survival. I
agree that the six-views is called the “root,” then promoting supply chain
operation so as to achieve performance objectives of strategic management. Our
planning department is based on customers’ needs and environmental analysis to
set up objectives then formulate strategy. Finally, the short, middle and long-term
plans are decided by senior managers, vice-presidents, president and chairman.

A leader of the planning group in company A explained, “An organization is a tree

whose root is very important like the six-views, because it is the basic condition for

its survival and growth. Our strategy formulation is based on SWOT analysis to seek

a market niche.” The president of company F highlighted, “Our company has very

complete strategic planning. However, we really neglected to consider integrating the

other five-views for effective strategic management.”

Based on the results of interviews, some Taiwanese companies conduct strategy

planning by SWOT analysis. In turn, they believed that under a dynamic environment,

strategy should be adjusted by means of Five-forces analysis and macro-environment

analysis. Moreover, Taiwanese companies have aready noticed that qualitative and

guantitative indexes are crucia for performance evaluation, rather than the traditional

reliance on quantitative measurement in strategic management. Therefore, most
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interviewees thought the planning view is still widely accepted way for any

organization to pursue and achieve strategy formulation in Taiwan, but it needs to be

modified over time to meet environmental challenges. Also, they favoured combining

the integrated five-views to improve strategic management.

8.3 Recommendations from the I nterviewees

In section 8.2, interviewees of fifteen companies have explained “What the

companies have done about strategy formulation and implementation in line with the

six-views in Taiwan and “how”.In turn, these interviewees were asked to answer the

next question “What improvement could be added to strategic management to make

organization performance more effective?’ These interviewees proposed useful

suggestions which are summarized as follows:

The president of company F suggests:

Strategic management should be in line with “policy management” (or the Hoshin

plan, in Japanese), so it can easily be implemented in organizations. A company has

to decide on out-sourcing or self-production which is also a strategy, in other words,

it isasupply chain operation strategy which influences lead-time, cost, and quality.

A senior manager of company H suggests:
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Strategy, in fact, should be flexible because a company has to adjust its strategy when

its competitors’ strategies change or the macro-environment changes. | believe that

the six-views model considers different perspectives on situations, so it is essential

for adapting to environmental challenge in strategic management. Moreover, a

company needs to deal with customers complaints carefully, which may lead to

customer loyalty.

The chairman in company L suggests:

A company has to build mutual trust with stakeholders, such as loyalty of supply

chain operation. A reputation for being upright and honest is a company’s intangible

asset which will bring word of mouth recommendations and growth for the company.

The president of firm G suggests:

A company should not only consider market share but also pay attention to market

segment because it is market focus that leads to the competitive advantage of

companies, rather than market share. In other words, the company must seek a market

niche, especially in economic recession.

A vice president of company A suggests:

The strategic thinking of a company has to consider “know what” first. In turn, it

needs to understand ‘“know why?”, namely, a company must recognize what it now

possesses, then where it is going. Strategy needs planning, which is based on the
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planning group. However, it is aso necessary to pay attention to evolution,

reengineering and globalization strategy. It is worth being aware that strategy should

be proactive before environmental change, rather than responding after environmental

change.

The senior manager of firm N suggests:

Strategic management should adapt to environmental challenge over time. For a

company, how to reduce cost is very crucial when the macro-environment is very

poor.

The president from company | suggests:

Strategy is an idea. Therefore, a leader’s idea is very important, in particular, his

values and vision, which influence a company’s growth.

A senior manager in firm D suggests:

Middle and senior managers must learn new ideas, and assist in creating a learning

culture in organizations. A leader must be possessed of persona charisma to lead the

company.

The leader of the planning group in company A suggests:

Strategy is finding a “trend” in the future. It is an important concept that a leader must

learn how to find the trend of environment. However, strategic management must be

connected with project management as a supply chain operation for effective strategy
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implementation. A person who is dealing with strategic planning should not only

consider “profits”, but also be even more aware “the approach of making money”. |

believe that capitalism is not a panacea. Only considering making money, may cause

problems sooner or later. In fact, ethical and moral behaviour need to be incorporated

in strategic management and contribute resources to the community.

In conclusion to interviewees’ suggestions, the strategic thinking needs to be

aware of “know what”. Then, it has to understand “know why?” viz, a leader must

identify what it now possesses, where it is going in the future. An idea of strategic

manager should not only consider “profits” but also consider other stakeholders’

expectations or social responsibilities. For example, a company should consider how

to build mutual trust with the supply chain operation to win a good reputation and

further to promote company development. This suggests that ethical and moral

behaviour should be combined in strategic management and the company should

contribute resources to the community. Leaders’ ideas and vision, therefore, play a

crucia role for organizational survival and growth.

Strategic planning must be flexible and has to be adjusted when the company’s

competitive environment or the macro-environment changes. Company strategy,

therefore, should be proactive before environmental change. In order to promote

effective strategy implementation, strategic management has to link to policy
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management or projects management to promote effective strategy implementation.

From the discussion above, it is clear that strategic management should consider

pluralistic perspectives.

8.4 Conclusion

Based on the first face-to-face interviews, the interview results could be summarized

as follows:

(1) Most interviewees believed that logic and language is an essential factor and

recognized that upward and downward, lateral, and integrated communications and

fuzzy thinking promote effective management. However, some companies ignore the

importance of communications, and suffer from excessively formal communications

or ineffective communications. Obviously, in order to gather more different

perspectives, wide communication and fuzzy thinking are needed in organizations.

(2) Companies of all kinds are aware of the importance of learning as an innovative

resource. Interestingly, it was found that manufacturing industries focus on innovative

actions. Service firms tend towards sharing experiences to raise service quality and

improve communication skills. Hi-tech industries have a tendency to favour team

learning for developing new products. Taiwanese culture has led to some companies
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lacking a right concept of learning to create appropriate relationships with

stakeholders, for example: using illegal or dishonest behaviours to create

relationships such as corruption. Some interviewees believed in using mutual trust

and strategic alliances, as well as sharing benefits and building good interactions with

stakeholders, which are encouraging signs.

(3) From theinterviews, avision islike the steersmen of a ship, who guides the ship

to its destination. As Senge (1990) points out, vision is a force in people’s hearts and a

force of impressive power. Members of an organization, through shared vision, can

consolidate employees’ centripetal strength to achieve the company’s mission.

However, some companies lack clear cultural values. This suggests that these

companies need to learn how to build their own culture to help in implementing

effective strategic management.

(4) Some small to medium sized enterprises believed that they adopted ethical

principles to build mutual trust with stakeholders to achieve strategic objectives,

especialy, between the company and supply chain operation. However, there were

also some companies that were not sure about Lao-Tzu’s ethical idea or did not

understand how to apply it. This suggests that a leader should learn Lao-Tzu’s idea

and similar ethical views, which in a narrow sense are about internal employees’

empowerment and in a wide sense, are about creating mutual trust and commitment
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with stakeholders and concern for society. In short, ethics in line with Lao-Tzu’s

principle can bring companies into harmony as chaos management concerns the idea

of cosmos (Yuan, 1999), and hence contributes to more effective strategic

management.

(5) From the results of questionnaires and the first interviews, it appears that

sometimes, political power actually promotes strategy implementation. Based on

interviewees’ answers, however, some companies used political power and obtained

opposite results to those expected. This means that Taiwanese companies, in dealing

with stakeholders’ issues, face a severe challenge and need to seek assistance to

promote effective stakeholders’ cooperation.

(6) The maority of Taiwanese companies believed that strategic planning is a basic

task. However, under a dynamic environment, strategic planning must be modified

over time by use of Porter’s Five-force, and SWOT analysis.

(7) Although some companies used only quantitative indicators to evaluate their

company’s performance, most interviewees thought both evaluation indexes, the

gualitative and the quantitative, are the key to strategic management. Basic employee

satisfaction and customer satisfaction lead to high employee productivity, high sales,

high quality, and stakeholders’ expectations which in turn are reflected in quantitative

values by reinforcing six-views. Therefore, the planning view needs to consider both
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gualitative and quantitative indexes as part of analysis in the strategic management

process.

(8) Most companies rely on the planning view in the strategy-making process.

Definitely, for the purpose of effective strategic planning, they need to consider the

integrated five-views to improve their strategy formulation and implementation. This

suggests that the six-views model would be a good choice.

Based on the discussions and conclusion above, a six-views model was unveiled.

Moreover, this research aimed to explore the findings from the survey research in

more detail. Therefore, case studies were used to strengthen the fieldwork. For this

purpose, four companies were selected for qualitative research interviews, in which

the questions took up the important findings from the questionnaire and the first

interviews. These will be explained in Chapter 9.
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CHAPTER 9: CASE STUDY

9.1 Introduction

This chapter presents the qualitative research interviews designed to explain the eight
findings from Chapters 7 and 8. The qualitative research interviews and case study
reinforced the fieldwork and helped to provide a detailed understanding of the
findings of the survey. Furthermore, the participants were asked whether their
companies adopted some approaches related to the six-views model of strategic
management, and the perceptions of these participants about the eight findings were
tested. Finally, the groups’ interview data were used to provide validation of the eight

findings.

9.2 Case Sudy in Organizational Research

The case study method is “an exploratory research technique that intensively
investigates one or a few situations similar to the researcher’s problem situation”

(Zikmund, 2003, 115). He aso explains,

The primary advantage of the case study is that an entire organization or entity
can be investigated in depth and with meticulous attention to detail...like all
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exploratory research, the results from case studies should be seen as tentative.
Generalizing from afew can be dangerous because most situations are atypica in
some sense.

(Zikmund, 2003, 116)

Yin suggests that in some research situations, this may be the preferred approach,
“In general case studies are the preferred strategy when ‘how’ or ‘why’ questions
are being posed, when the investigator has little control over events and when this
focusis on a contemporary phenomenon within some real life context.” (1994, 1)

A common criticism of case study research, however, is that its findings are not
generaizable in the way that those of social research are. The question often raised is:
How do we know that these findings are representative? Some advocates of case
study respond to argue that it is directed towards a different kind of general
conclusion from that provided by survey research. Gomm et al. (2000) suggest that
case study work is designed to produce theories. Thus, Yin (1994) argues that case
studies, as experiments, are generalizable to theoretical propositions rather than

populations, while used with multiple-case studies. Furthermore, he notes,

In this sense, the case study, like the experiment, does not represent a “sample”
and the investigator’s goal is to expand and generalize theories (analytic
generalization) and not to enumerate frequencies (statistical generdization).

(Yin, 1994, 10)

In the survey research, four Taiwanese companies were chosen to do qualitative
research interviews, in order to obtain more information and findings on strategic

management, and further practice a six-views model.
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9.3 Qualitative Research Interview Design

From the results of the first interviews, the quantitative findings are insufficient, so at
this stage, qualitative research interviews were used to understand the situation more
deeply. As Bryman (2001) indicates, qualitative research interviews are meant to be
flexible and to seek out the world views of research participants. King points out that
there are four steps to conduct the interviews, “(1) Defining the research question, (2)
Creating the interview guide, (3) Recruiting participants, (4) Carrying out the
interviews.” (1994, 18) These steps will be explained in detail in turn.

(1) Defining the research question

There were two research questions:

® How would the participants clarify the results of the questionnaires?

® How do companies improve thelr strategic management?

These two questions were to be answered by participating interviewees. First,

participants would have to understand the results of the questionnaires and give

comments about their strategic management process. The second question was to

focus on what approaches companies should really be using to pursue effective

strategic management.

(2) Creating the interview guide

According to the results of the questionnaire and interviews, eight findings were
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identified and each was used as the basis for a series of questions as follows.

Finding 1: Logic and language view

Although most interviewees believed that strategy needs upward and downward,

lateral, and integrated communications and it is best to avoid dichotomous thinking,

some companies suffered from excessively forma communications or ineffective

communications.

The following questions were used:

Q1: How do you clarify this finding?

Q2: How does your company implement upward and downward, lateral, and

integrated communications?

Q3: Does your company use fuzzy thinking to facilitate the process of strategy

effectively?

IFYES, how is that done?

IF NO, why does your company not do that?

Q1 was designed to ascertain how they would explain finding 1. Q2 and Q3 were

planned to see whether these companies use upward and downward, lateral, and

integrated communications and fuzzy thinking to promote effective strategic

management. If they did use these approaches, they would be asked how effective

these approaches were in strategic management. By contrast, if they did not use these
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approaches, perhaps these companies need to recognize effective communications and

fuzzy thinking.

Finding 2: Learning view

Small to medium sized enterprises, big corporations, manufacturing industries and

service firms are all aware of the crucia role of learning as an innovative resource.

However, Taiwanese custom has led some companies to lack a correct concept of

learning to create appropriate rel ationships with stakehol ders.

The following questions were used:

Q4: How do you clarify this finding?

Q5: How does your company deal with collective learning by sharing experience,

developing collective beliefs and a shared vision?

Q6: Does your company build right concepts to create appropriate relationships with

stakeholders?

IFYES, how is that done?

IF NO, why does your company not do that?

Q4 was designed to confirm how they would explain finding 2. Q5 was planned to

recognize whether they used specia approaches to deal with collective learning. Q6

was asked to unveill whether they developed appropriate relationships with

stakeholders, and if they did so, how effective the approach was. In contrast, if they
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did not use the approach, perhaps it would be a good opportunity to introduce it to

these companies.

Finding 3: Cultura view

Most companies believed that organizational culture could consolidate employees’

force to achieve the company’s mission. A vision as a guideline can determine where

the company goes.

The following questions were used to explore this finding:

Q7: How do you clarify this finding?

Q8: How does your company build organizational culture and vision to collect

employees’ force to achieve the company’s mission?

Q7 was planned to ascertain whether participants in the interview understood finding

3 and how they would explain it. Q8 was asked to ascertain how they built an

organizational culture and vision to encourage and promote employees’ morale for

achieving organizational objectives.

Finding 4: Palitical view

Although the political view obtained about seventy percent positive responses, it also

got about twenty-five percent neutral responses. Based on interviewees’ answers, it

seems that some companies used political power and obtained opposite expectation

results. Clearly, using political power to deal with stakeholders’ issues may be
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insufficient.

The following questions were used:

Q9: How do you clarify this finding?

Q10: What is the situation concerning political power?

(1) When is political power needed for effective strategic management? Why?

(2) When is political power insufficient for effective strategic management?

Q9 was designed to discover how they explained finding 4. Q10 was asked to

understand in more detail the role that political power plays in organizations.

Finding 5: Ethical view

Most companies believed that they applied ethical principles to create mutual trust

and commitment with stakeholders to achieve strategic objectives. However, some

companies were not sure about Lao-Tzu’s ethical idea, or did not understand how to

apply it.

The following questions were used:

Q11: How do you interpret this finding?

Q12: How does your company adopt ethical ideas to build good relationships with

stakeholders?

Q13: How does your company build mutual trust and commitment with the supply

chain operation, especialy, upstream and downstream companies?
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Q14: How does your company apply Lao-Tzu’s idea to promote stakeholders’

expectations?

Q11 was designed to establish how they would explain finding 5. Q12 was asked to

determine how they utilized ethical ideas to create good relationships with

stakeholders. Q13 and Q14 were planned to recognize how these companies tried to

build mutual trust and commitment with the supply chain and apply Lao-Tzu’s ethical

idea to promote stakeholders’ expectations for strategy implementation, respectively.

Finding 6: Using two indexes for performance evaluation

Most of the sixty-three companies believed that the planning view is needed in the

strategy-making process. In particular, most companies emphasized that both the

guantitative and the qualitative indexes must be considered in strategic management.

The following questions were used:

Q15: How do you clarify this finding?

Q16: How does your company use strategic planning in the strategy-making process?

Q17: How does your company use both the quantitative and the qualitative indexes to

evaluate the performance of strategy implementation?

Q18: Does your company use quantitative proxies for qualitative evaluation

indications? (e.g., employee satisfaction consists of employee productivity,

employee turnover and employee suggestions. Customer satisfaction includes
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customer retention rate and customers complaints’ compensation rate or

customer complaints).

IFYES, how well doesit do that?

IF NO, why does your company not do it?

Q15 was designed to understand how they would interpret finding 6. Q16 and Q17

were planned to discover how they utilized strategic planning and both the

guantitative and the qualitative indexes to evaluate performance in organizations,

respectively. Q18 was asked to discover whether they used the two indicators. If they

did use them, they were asked how well the method worked. If they did not use them,

perhaps thisis anew ideain evaluation of strategic management.

Finding 7: Adjust strategic planning

Under a dynamic environment, strategic planning must be modified by the six-views,

Porter’s Five-forces and SWOT analysis over time. Moreover, fuzzy if-then rules can

be applied to create a series of possible situations for strategic thinking.

The following questions were used to explore this finding:

Q19: How do you clarify this finding?

Q20: What approaches does your company use to be aware of environmental change?

And how effective are these approaches?

Q21: Does your company use fuzzy if-then rules to create a series of possible
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situations for strategic thinking, to adapt further to environmental change?

IFYES, how is that done?

IF NO, why does your company not do that?

Q19 was asked to determine how they would interpret finding 7. Q20 was planned to

discover what methods are used to analyze environmental change, and if they used

some approaches, how effective these approaches were. If they did not use any

methods, it may be an opportunity to learn them. Q21 was designed to recognize

whether fuzzy if-then rules could be applied to develop a series of possible

aternatives for strategic thinking in the future.

Finding 8: Six-views and the six-views model

Most companies rely on strategic planning. However, for the purpose of effective

strategic planning, they need to consider the integrated five-views to improve their

strategy formulation and implementation. The six-views model including roots, stems,

and flowers and fruits may be a good choice for effective strategic management.

The following questions were used to explore this finding:

Q22: How do you interpret this finding?

Q23: What views does your company apply to promote effective strategic

management?

(1) How effective are these views?
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(2) Isthe six-views model a good opportunity for your company?

Q24: Do you think the six-views model needs to be audited? If so, why?

Q22 was asked to discover how they would interpret finding 8. Q23 was planned to

learn how the strategic management approach was applied in the company and

understand whether participants were aware of diverse perspectives for promoting

effective strategic management that the six-views as roots to boost strategy

formulation and implementation further promoting employee satisfaction, customer

satisfaction, and stakeholders’ performance. If they did use these ideas, they were

asked how effective these ideas were. If they did not use these ideas, it may be an

opportunity to learn them to improve the effectiveness of strategic management. Q24

was asked to explain whether companies need to evaluate the six-views for promoting

effective strategic management.

In order to explore how each view of strategic management was practised in

Taiwanese companies al twenty-four guestions were tested. In fact, every company

might have different viewpoints on effective strategy formulation and implementation.

Therefore, this was a very good opportunity for this research to recognize and learn

from Taiwanese companies which practise effective approaches in strategic

management. Based on pluralistic perspectives, the six-views mode is worth

introducing to Taiwanese companies.
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(3). Recruiting participants

In this second round of interviews, four Taiwanese companies were selected, which

included TYC, WY SER, UPCC and FLEX companies. For reasons of generalization

and representativeness, these companies consisted of two manufacturing industries

and two service firms. Three interviewees were selected to answer questions in each

company, giving atotal of 12 interviewees for this round of interviews.

(4). Carrying out the interviews

Bernard (2000) points out that group of interviewees are recruited to discuss a

particular topic and are also used to assist in explaining results of survey. In turn, a

series of focus groups would be run to discover why people fed as they do and how

they arrive at these feelings. He adds,

But focus groups are not just adjuncts to surveys. If you want to know why
people fedl as they do about something; the mental steps they went through to
decide which candidate to support or which product to buy; why they like or
don’t like some program, like their company’s health plan; or the reasons behind
some complex behaviour, then a series of focus groups can provide a tremendous
amount of credible information.

(Bernard, 2000, 208)

Punch points out, the five main factors for managing interviews are: “preparation for

the interview — the interview schedule; beginning the interview — establishing rapport;

communication and listening skills; asking questions — the sequence and types of

guestions; closing the interview.” (1998, 180-181)

First, this research, proposed an appropriate schedule from selected companies
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and interviewees. Second, | contacted interviewees to maintain friendly relationships
with them. | tried to understand their companies’ outline before interviews so that I
could master the business idea of their companies. The interviews were conducted in a
formal manner. In order to establish rapport and trust with interviewees, | started with
conversational chatting on topics of common interest. In turn, in order to get good
communications and listening, an appropriate interview setting was prepared. Then,
the interviewees were asked to explain how their companies achieve effective
strategic management. The twenty-four questions outlined in the previous section
served as a guide to explain the current situation of the company. Finaly, the
interviews were ended with an invitation to the interviewees to add any other
comments on strategic management approaches that had not been mentioned in this

interview.

9.4 Case Sudy Findings

The case study of four companies tried to elicit confirmation of the earlier results
from the questionnaire and the first interview stages of this research. Punch notes,
“All social research involves ethical issues. This is because the research involves

collecting data from people, and about people.”(1998, 281) Therefore, this research
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preserves participants’ anonymity, by referring to the four companies as Al, A2, A3

and A4. The participants’ answers to the interview questions were as follows:

(1) Logic and language view (Q1-Q3)

Company A1

Basically, the three senior managers believe that strategy requires upward and

downward, lateral, integrated communications, and fuzzy thinking, therefore this

finding is generally true. However, the frequency of communication depends on the

level of strategy. Higher level strategy such as corporate strategy emphasizes instincts

and experience and involves less communication, whereas, lower level strategy such

as operational strategy needs more communication with members of the organization

for effective implementation.

Generaly, corporate strategy is an end, but SBUs is a means to an end. Similarly,

at another level, the SBU is an end, and supply chain operation strategy is a means to

an end. Communication is essential for promoting effective strategic management, so

that members of the organization know what to do, how to do it and what are the

objectives of the company.

Company A2

The chairman of the company pointed out that whether communication is upward and

downward, and lateral there are always barriers in Taiwanese companies. He believed
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that thisis related to Taiwanese culture. In order to implement the company’s strategy

easily, the company uses regular meetings with employees, and mail, to implement

communications. Also, the chairman holds wide discussion with senior managers, and

the chairman then makes the final decision.

Company A3

For different levels of strategy, there is different recognition in the organization. The

president of the company discussed the company’s strategy with senior managers and

sought some suggestions from suppliers. Moreover, the company had fortnightly

meetings to communicate with each other. However, the senior manager believed that

strategic communication is more effective when a company belongs to a big

corporation, and that in small to medium sized enterprises it is less effective because

their employees lack a wide perspective.

Company A4

Basically, this company has two methods of communications: regular (or monthly)

and irregular. The president of the company pointed out that the strategic processis a

democratic system rather than “one person lays down the laws”. Communication has

a crucial objective, which is to identify the values of the company, including quality,

service and interdependence.

(2) Learning view (Q4-Q6)
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Company Al

This finding is positive because, in their view, all enterprises have to learn from
accumulated experience to fit a dynamic environment. Under the complex interaction
of human beings, the president of the company pointed out that the company is based
on the Buddhist ideas: “mercy”, “trust” and “give first then gain”. The company
always considers all stakeholders’ expectations, striving for a “win-win” situation. For
suppliers and customers in the supply chain operation, they utilize joint ventures to
achieve interdependence. For management and employees, they have adopted a
dividend system to enable them to become shareholders. They also provide education
and training to upgrade them. In the case of competitors, the aim is a “friendly
relationship”. The company hopes to share the market with them and create pricing
machinery, namely, competitors avoiding price wars but competing on reputation,
product quality and service to achieve a good cycle of competition. The company,
therefore, constantly considers good interactions with stakeholders for its continual
growth. Thisis practicing Buddhist ideas in business.

Company A2

Although the company recognized that many companies in Taiwan use a special

dinner with a bargirl to build relationships with customers, they did not like to do this,

because what customers need and want are good quality products, timely delivery and
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good service, rather than specia dinners. Therefore, the company tried to learn how to

build good relationships and create mutual trust and commitment with stakeholders,

and further boost the company’s reputation. The chairman and president of the

company are very concerned about employees’ learning and training. He is studying

in National Sun Yat-sen University for the degree of executive master in business

administration (EMBA) to set a good example to employees and show that continual

learning is necessary.

Company A3

In the views of the interviewees, members of the company need constant learning to

boost competitive advantage because their industry is a mature industry in Taiwan.

The company separated homogenous members into several teams and encouraged

knowledgeable colleagues to share experiences with recruits. The company aso

invited experts to teach employees professional knowledge to upgrade service quality.

Company A4

Interviewees here stressed that this is a knowledge era. This company emphasizes

education, training and shared experiences to reduce the risk of mistakes happening in

the future. In particular, this company emphasizes human management, respecting

individuals, sincerity and reliability, fairness, and cooperating well in a group where

employees share their knowledge, innovate ideas, and take on responsibilities and
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honour together. The company has two learning approaches. One is a suggestion

system, whereby different departments’ employees congregate together to discuss

how to improve the operation process. The other is avisit to competitors, followed by

making project reports to understand their situation and learn from their experiences.

(3) Cultura view (Q7-Q8)

Company A1

The company believes that organizational culture is linked with achieving the

organizational mission. The president of the company explained the process of

building organizational culture. He said the company tries constantly to interpret

Buddhist philosophy - by meeting every Monday from 8:00-9:00 am. Then, al

members of the company gradually acquire a consistent perspective over time. Based

on spiritua culture, they try to use the concept of cause-effect relations (a Buddhist

idea) to influence people’s behaviour in life and work, rather than setting up

regulations and laws to control employees’ behaviour.

This intangible force leads to employees’ harmony and reduces arguments with

stakeholders. Moreover, a coherent organizational culture facilitates employees’

cooperation and smooth strategy implementation.

Company A2

The culture of this company emphasizes that “employees must do the right thing, first
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time”. For example, the company hoped all employees would avoid wasting costs. If

they could implement “the right thing, first time,” then there would be no need for

rework or repair. The company’s culture, therefore, is a guide to employees’ behaviour

Company A3

The company believed that organizational culture can motivate employees to achieve

the organizational mission. For the company, the origina employees had a good

coherent force, but since some later recruits had different beliefs, this force

disappeared gradually. The company, nowadays, is seeking for a significant vision to

cohere employees “force”. Thus, it is very important to develop cultural beliefs for the

company in the future.

Company A4

The culture of this company highlights using “interdependence” to guide employees’

behaviour. The recruits of this company have to train for three months to identify the

company’s business discipline and understand the company’s core values, which

include quality, service, cost, efficiency and flexibility. Those are characteristics of the

company, through which they try to differentiate themselves from their competitors.

Consequently, all employees need to follow this belief to achieve their missions.

(4) Political view (Q9-Q10)
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Company A1

The managers said they thought that politica power only fits some circumstances.

Therefore, they agreed with this finding. The president of the company highlighted

that senior managers use too much power, which reduces employees’ creativity and

pro-activity. A senior manager explained that stakeholders have different interests, so

for a company to use political power to deal with stakeholders’ issues is insufficient.

In general, managers in higher positions use more political power. In contrast, lower

level managers should be careful about using political power.

Company A2

The company believed that professional power can persuade employees, suppliers and

customers to reduce arguments. Simultaneously, the company also found that when

senior mangers deal with problems, they should consider other factors such as ethics

and communication so as to solve problems harmoniously.

Company A3

Senior managers believed that the finding that the political view got twenty-five

percent neutral responses is very justified, because when problems are simple, power

may be used to deal with them effectively, but complex problems tend to need more

communication and negotiation. Generaly, problems with external suppliers,

customers or the local community were solved by communication, discussion and
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negotiation. In contrast, the company tackled problems related to internal employees

by political power. To avoid conflicts between the company and stakeholders, the

company believed that applying ethical ideas could improve stakeholders’

relationships.

Company A4

The president of the company mentioned that the level of strategy belongs to

‘collective leadership’, but the levels of operation and management should be

completely delegated to the front line managers. Political power is always used to

decide corporate development strategy and reengineering in this company. In fact, the

company believed that political power sometimes produced conflicts. Thus, the

managers must consider other factors in making strategic decisions, for example,

communication with employees, customers, suppliers and shareholders, to establish

harmony.

(5) Ethical view (Q11-Q14)

Company A1

The president of the company believes that this finding means that companies applied

the ethical principles to create mutual trust with stakeholders to achieve strategic

objectives which are meaningful, because “no individual independent existence” is a

constant rationale. The ideas of “give first then gain” and “trust” must be built first.
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He said he always advises employees that “to suffer loss is to be in an advantageous

position”. For example, when the company gives benefits to upstream and

downstream partners, employees and stakeholders, they may gain some benefits from

them, which isa good interaction relationship.

Company A2

The chairman of the company noted that if there is no trust, many things cannot be

done. The company seeks constantly to build good relationships with stakeholders

such as suppliers, banks and customers, by means of mutual trust and commitment.

On the other hand, the company identified that it is very difficult to have

complete empowerment in organizations, because in a hi-tech industry involving

technological business secrets, if these secrets were disclosed, it would threaten the

whole company’s survival. Therefore, every employee had a contract with the

company, but this seemed not to be enough. Senior managers mentioned that personal

morals played an essential role in hi-tech companies. The company agreed that

Lao-Tzu’s ethical idea should be applied in “trust” to capture employees’ hearts.

Company A3

To encourage employees to achieve ‘“self-actualization”, the company absolutely

trusts employees and it also emphasi zes compl ete empowerment so employees can do

their best to gain “achievement”. The company always pursues “harmlessness” first.
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Therefore, the company tried to avoid contacting competitors’ customers, even if their

customers tried to buy the company’s products. Interestingly, the company had a good

relationship with competitors.

The company produces differential products, the cooperation and trust between

company and the supply chain operation are very important, and the process of

tackling problems is as follows: “harmlessness — trust— profits”. This shows that

Lao-Tzu’s ethical idea was incorporated into the company’s business activities.

Company A4

The company relied completely on mutual trust to deal with stakeholders. The

company believed that interdependence is a basic survival condition because the

company’s survival depends on its suppliers and customers. The success of the

company’s rapid development was also attributed to its behaving as a good citizen

that cares for society. The governing philosophy in the company is “take from society,

return to society”. The company has frequently organized and sponsored public

welfare events to strive for the healthy and happy lives of people worldwide.

Therefore, Lao-Tzu’s ethical idea was applied in this company, which had helped it to

gain the confidence of the public and society.

(6) Planning view (Q15-Q21)
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Company A1

The managers believe that planning is needed, and both the quantitative and the

gualitative indicators must be considered in strategic management. Also, strategic

planning must be adjusted by Five-forces and six-views analysis, and fuzzy if-then

rules applied to create a series of possible situations for strategic thinking which is

correct. The company utilizes four steps: plan, do, check and action to implement

strategic planning. In general, qualitative and quantitative indicators must be used to

measure strategic performance, as a balanced scorecard highlights both the qualitative

and the quantitative indicators. A senior manager noted that the quantitative indicators

of the company include revenue, profits, reduce cycle time, reduced defect rate, new

products sale and new product items. The qualitative indicators focus on boosting

customer satisfaction (including external customers and internal customers).

The finding coincides with the company’s strategic planning. Five-forces and

SWOT are the basic analysis tools in the company, with SWOT analysis being used to

identify the company’s competitive advantage. For example, the company’s products

belong to the second grade, but they have to understand the first, third and fourth

grade products’ technology and pricing in order to adjust the company’s strategy. The

Five-forces analysis enables the company to identify suppliers’ and customers’

situations and competitors’ circumstances.
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Company A2

The company emphasizes management by objectives (MBO), which uses only

guantitative indicators for strategic management. But managers believed that good

gualitative indicators can lead to higher quantitative indicators. For example, good

product quality brings a higher customer retention rate. Senior managers of the

company pointed out that they discussed planning objectives with the chairman and

president, and then decided on short-term, middle-term and long-term objectives, so

strategy implementation was not difficult, because strategy formulation and

implementation are combined together in the company. Finally, those objectives will

be modified by regular meetings. The company thought that customer satisfaction and

employee satisfaction are essential factors as the quality system (QS 9000) requires

the company to do surveys of customer satisfaction. Since qualitative indicators are

difficult to measure, the company thought that quantitative indicators can be proxies

for qualitative measurement, which may be a feasible approach.

The company has planning objectives and assigns a budget for 3-5 years in the

future. Also this company tries to understand the economic situation and industry

changes to adjust the company’s planning. Basically, the company believes that there

are too many variables in environmental changes, so forecasting is impossible.

However, a senior manager noted that if-then rules are used to set some decision
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aternatives.

Company A3

The company thought that the quantitative indicators are as important as the

gualitative indictors. For example, “high employee turnover” leads to “waste of

training expenditure”; when “customer complaints” are fewer and “product quality” is

improved, there is a “higher customer retention rate”. Therefore, the company

highlighted “decreasing customer complaints” for boosting customer satisfaction.

The company is an international trading company, so it pays attention to

environmental changes, such as the US stock market index, suppliers’ prices and

exchange rate. The company adjusts its strategic direction in relation to changes in

these factors. The company had no specia approach to gaining insight into

environmental changes but the president of the company aways had an ad hoc

committee for alternative plans which includes senior managers, president and

chairman to deal with important decisions to enable adaptation to environmental

change.

Company A4

This company focuses on a key performance index (KPI), which consists of

performance indicators such as productivity (for example, productivity of delivery,

productivity of load and productivity of package) and service indicators such as
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customers’ needs (for example, timely delivery and customer satisfaction). Basically,

because employees play an important role in service firms, this company agreed that

employee satisfaction must be achieved first; then, customer satisfaction can be

achieved. Finally, the president of the company pointed out that employee and

customer satisfaction can be measured by means of employee productivity, employee

turnover rate and employee suggestions, and the purchase proportion per customer in

each single product, customer retention rate and customer complaintsin service firms.

Thisview is consistent with this research’s proposition.

This company did not have a special approach to collect information in order to

anticipate environmental change. It depended on a consultant, Meiji, in Japan, for this

purpose. Generally, the company adjusted its strategic direction in accordance with

the Japanese trend. At the same time, this company a so researched information from

domestic and foreign magazines to understand the change of Macro-economy. The

president of the company believed that environmental change is difficult to forecast

but it is essential that strategy is appropriately modified to fit environmental changein

order to enlarge marketing opportunities and fend off competitors’ actions.

(7) Six-views (Q22-Q24)

Company A1

The company highlighted that strategic planning must coincide with “policy
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management” for promoting strategy implementation. In fact, the managers

understand that strategic management must consider holistic operation in

organizations. Consequently, if a company wants to implement effective strategic

management, the six-views model is needed because six-views is seen as roots to

boost, effectively and efficiently, supply chain operation. Finally, the company can

promote employee satisfaction, customer satisfaction, and stakeholders’ performance.

Company A2

It was agreed that companies needed to combine six-views to do strategic

management, especially big corporations. The chairman of the company pointed out

that combining the six-views is needed because a company attempts to attain effective

strategic management, which is not only to perform the planning view for formulation

but also should combine the integrated five-views for implementation. Basically, the

company does not use specia approaches to undertake strategic planning. It only sets

up objectives for 3-5 years, assigns budget for achieving those missions, and

communicates objectives to employees to implement the mission smoothly.

Company A3

The president of the company believed that the six-views model is appropriate to big

corporations because they have more good organizational systems than small to

medium sized enterprises. For small to medium sized enterprises, the six-views model
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provides a kind of new plurdistic thinking and is worth trying from building
organizational roots to promote employee satisfaction, customer satisfaction, and
stakeholders’ performance.

Company A4

The president of the company noted that the six-views model for strategic
management, which contains different views of strategic management and provides an
integration approach, could help Taiwanese companies to improve the effectiveness of
strategy formulation and implementation. In fact, this company has considered the
Six-views in its strategy-making process. In particular, they perceived the logic and
language, learning and planning views as giving the company special advantages in

competing with competitors.

9.5 Inter pretation of Case Sudy Findings

Based on the discussion above, the four companies’ interpretations of eight findings
are described in turn.

Company Al

This company focuses on strategic planning. It has a complete process of planning.

During strategic planning, the company is always able to gain insight into
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environmental change in order to adjust corporate strategy. The company highlights

that corporation strategy needs to be linked to policy management for effective

strategy implementation. For example, the company tries to build a culture based on

the Buddhist values and to promote a ‘win-win’ situation for supply chain partners.

Consequently, the company not only emphasizes the planning view but is also

concerned with integrated five-views for strategy implementation.

Company A2

This company emphasizes management by objectives, in which strategic planning

only considers short-term objectives covering about 3-5 years. They consider

forecasting to be impossible; therefore, the company does not use a specia approach

to gain insight into environmental change, but uses quarterly meetings and

observation of competitors’ dynamics to adjust the planning of the company.

Although the company recognizes that organizational culture is very important,

there is a lack of awareness of how to use an effective approach for achieving

cohesion and harmonizing employees’ efforts.

Company A3

Basically, the small to medium sized company does not have any special strategic

planning, but focuses on the chairman’s idea, which is to obtain more information

from suppliers, competitors and customers to decide the corporation’s strategy. The
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chairman believes that a company has to discard traditional management and should

cultivate employees’ creative and productive abilities. Therefore, the company aims

for employees to achieve ‘self-actualization’ and also strives to maintain a very good

relationship with partners in the supply chain operation and has even built a good

interaction with competitors.

Company A4

This company highlighted strategic announcement by political power, but operational

management focused on complete empowerment of middle managers. Basically, this

company has a significant organizational culture — a philosophy of interdependence.

The president of the company explained that service firms have an essentid

characteristic — ‘employees’, which are the crucial asset of the company. Therefore,

the basic policy of the company is to seek mutual support among employees by

constant communications, pluralistic thinking, shared experiences and deliberate

planning to achieve effective strategic management.

9.6 Conclusion

The results of this case study support the eight findings of the survey. The case study

findings can be summarized as follows.
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(1) From groups interviewed in the four companies, it was discovered that there are

significant differences in the use of appropriate methods for promoting effective

strategic management. Only one of the companies highlighted a complete planning

process. However, they thought that strategic planning is a basic requirement for

effective strategic management. Besides, they were also concerned to gain insight into

environmental change in order to adjust corporate strategy by SWOT, Five-forces,

and six-views analysis. The results of the case study compared with the questionnaire

survey findings, where ninety-five percent of Taiwanese companies investigated

suggested that they needed to be proactive to environmental change.

(2) Approximately, thirteen percent of respondents to the questionnaires were not

sure whether their organizationa culture was appropriate, and the interview responses

revealed some problems in this area for Taiwanese companies. The companies believe

that organizational culture is intangible, thus it is very difficult to interpret. In fact,

organizational culture was formulated in terms of a governing idea, for example, one

of building four kinds of organizational culture (adaptability, mission, clan, and

bureaucratic) by conducting the ABC levels of culture as mentioned Chapter 2, or

applying Lao-Tzu’s idea or Buddhist principles.

(3) ‘Trust’ and “commitment” seem to play a crucia role for effective strategic

management in Taiwanese companies. The mgority of Taiwanese companies try to
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build good relationships with partners in the supply chain operation to assist strategy

implementation. There is also atrend away from traditional management, in favour of

trusting employees, and further empowering them for ‘self-actualization’ in their

work.

(4) In recent years, learning has become a very popular idea and is applied in

strategic management. Because environmental change is rapid, most interviewees

agreed that a company that seeks to maintain a competitive advantage and innovation

must constantly accumulate knowledge to fit the environment.

(5) Most interviewees felt that quantitative and qualitative indicators are equally

important for performance evaluation. However, they believed that qualitative

indicators such as customer satisfaction and employee satisfaction are rather difficult

to measure. It might be a help to use quantitative proxies for qualitative indicators. As

Heskett et al. mention,

“The service-profit chain, developed from analyses of successful service
organizations, puts “hard” values on “soft” measures. It helps managers target new
investments to develop service and satisfaction levels for maximum competitive
impact, widening the gap between service leaders and their merely good

competitors.”
(Heskett et al., 2008, 118-120)

(6) Most companies agree that companies should promote stakeholders’ expectations

and corporate socia responsibility. However, most senior managers do not know how

to evaluate these. This research proposes that a stakeholder’s expectation and
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corporate socia issues may be a good tool for measuring stakeholders’ performance

with fuzzy if-then rules.

(7) Under a dynamic and complex environment, most senior managers think that

effective strategic management requires comprehensive thinking and they suggest that

strengths and weaknesses in relation to the six-views need to be reinforced in order to

promote supply chain operation. Finally, a company can enhance its performance and

perform its strategy objectives.

As shown in the literature review in Chapter 2, companies, irrespective of size or

type - endorse that strategic management plays an essential role for companies’

survival and growth. Based on the questionnaire survey, interviews and case study, it

was confirmed that most Taiwanese companies are also aware that strategic

management needs to be considered from pluralistic viewpoints to combine the

planning view and integrated five-views. A pluralistic strategic management approach

using the six-views model will be practiced in the next chapter.
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PART 3: THE SIX-VIEWSMODEL OF STRATEGIC MANAGEMENT WITH

FUZZY LOGIC

CHAPTER 10: THE SIX-VIEWS MODEL

10.1 Introduction

This research practices the six-views model in four Taiwanese companies. This model
combines the six-views to overcome current deficiencies of strategic planning, and
further links strategy formulation and implementation. First, the audit result of the
six-views was interpreted. Second, the foresight of environment and strategic thinking
were explained by the six-views, Five-forces, and supply chain operation strategy.
Third, performance evaluation of strategic management and improvement of the
six-views were described. Finally, a conclusion was derived from the discussions
mentioned above.

Based on the literature review discussions from Chapter 2 to Chapter 5, the
six-views model was proposed. The fieldwork was conducted in Taiwanese
companies by means of a questionnaire, interviews and case study, to observe whether
the model could usefully contribute to promote effective strategic management. In this

chapter, the “roots theory” is an integrating of the ideas of the six-views,
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environmental foresight for SBUs to boost supply chain operation efficiently and

effectively for performance evauation, finaly, fulfil strategic management

successfully. Basically, an organization, like a tree, aims to grow. It needs to seek

surviva first, and then pursue development. Just as a tree has to avoid harm by

previous preparation against destructive forces such as a typhoon, an organization

must prepare itself to withstand future eventualities. During the process of growth, an

organization faces a business cycle like the four seasons: Spring, Summer, Autumn,

and Winter; more or fewer “leaves” (or companies’ sales) will be produced at different

times according to the season (or stage of the business cycle). Further, strong roots are

necessary for a tree to produce fruit bountifully. Similarly, the six-views leads to

satisfy employees and customers to increase the profits of the organization and share

benefits with stakeholders, concelved to include society as awhole.

The six-views model is, therefore, to consolidate the basic foundation of

organizations, in order not only to achieve company survival but also to promote

further development. In turn, a series of instruments are practiced to improve strategic

management in organizations.

10.2 Roots: The Audit Result of the Six-views

Companies A1-A4 had significant gaps between the planning view and integrated
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five-views: 0.099, 0.156, 0.109, and 0.122, respectively as shown in Table 10.1. This
indicates that the four companies should improve their integrated five-views in order
to close the gaps between formulation and implementation. As Mankins and Steele
(2005) illustrate the reward for closing the strategy-to-performance gap is significant
to enhance performance of anywhere from 60% to 100% for most companies. It may
ignore long-run plans, misapply resources and break downs in communication,
performance bottlenecks are invisble to top management and foster an
under-performance culture. In turn, this research would like to calculate strategic
management by if-then rules to express the truth of the precondition. There are several
ways to define this rule. Here, Mamdani and Assilian’s (1975) method is follows, as

mentioned in section 4.3.3.

Table 10.1 The gap between planning view and integrated five-views

Company Planning view Integrated five-views | Gaps

Al 0.872 0.773 0.872-0.773=0.099
A2 0.840 0.684 0.840-0.684=0.156
A3 0.818 0.709 0.818-0.709=0.109
A4 0.799 0.677 0.799-0.677=0.122

(Source: from Table 10.2)

Based on audit data of the six-views, the aggregated average expression of TFN

of the individual view, planning view and integrated five-views are shown in Table

10.2. Based on Table 10.1 and Figure 4.4 the linguistic translation of the numerical

datafor companiesA1-A4 isshown in Table 10.3.

Table 10.2 Audit of individual view, planning view, integrated five-views, and the six-views in

companiesAl1-A4
Company LLV LV cV PV EV PLV

Al 0.855 0.855 0.760 0.715 0.787 0.872
e six-views = 0.823; yfive-views=0.773; y<xPLV=0.872

A2 0699 | 0.832 | 0.608 | 0.668 | 0.691 | 0.840
Y six-views = 0.800; yfive-views=0.684; y':PLV=0.840

A3 0715  ]0.810 | 0.640 | 0.657 | 0.787 | 0.818
% six-views = 0.768; vy five-views=0.709; yxPLV=0.818

A4 0787 | 0.761 | 0.570 | 0.603 | 0.773 | 0.799
*six-views = 0.723; y<five-views=0.677; yxPLV=0.799
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Based on combining the planning view and integrated five-views, the 25 if-then

rulesin Table 4.3 and Table 10.3, and the results of the degree of truth from the “if”

parts for companies A1-A4, only four rules have to be fired as shown in Table 10.4.

Table 10.3 Linguistic trandation of the numerical datafor companiesA1-A4

Company Planning view Integrated five-views
Al {S=0.621, VS=0.379} {M=0.168, S=0.832}
A2 {S=0.857, VS=0.143} {M=0.488, S=0.513}
A3 {M=0.007, S=0.993} {M=0.396, S=0.604}
A4 {M=0.075, S=0.925} {M=0.500, S=0.500}

Table 10.4 The degree of truth of the “if” parts for companiesA1-A4

Company Al

Rule 2: Min(five-views=0.832, PLV=0.379)=VS=0.379 | Max{0.379}=VS=0.379

Rule 5: Min(five-views=0.832, PLV=0.621)=5=0.621 Max{0.621, 0.168, 0.168} =S=0.621

Rule 6: Min(five-views=0.168, PLV=0.379)=5=0.168

Rule 8: Min(five-views=0.168, PLV=0.621)=5=0.168

Strategic management = 0.773x19.688+0.967x5817 _
19,688+ 5.817

Company A2

Rule 3: Min(five-views=0.513, PLV=0.143)=VS=0.143 | Max{0.143}=VS=0.143

Rule 5: Min(five-views=0.513, PLV=0.857)=S=0.513 Max{0.513, 0.143, 0.488} =S=0.513

Rule 6: Min(five-views=0.488, PLV=0.143)=5=0.143

Rule 8: Min(five-views=0.488, PLV=0.857)=5S=0.488

Strategic management = 0.773x14.921+0.967x 2.393 ~0.800
14.921+2.393

Company A3

Rule 5: Min(five-views=0.604, PLV=0.993)=S=0.604 Max{ 0.604, 0.007, 0.396} =S=0.604

Rule 7: Min(five-views=0.604, PLV=0.007)=S=0.007

Rule 6: Min(five-views=0.396, PLV=0.993)=5=0.396

Rule 8: Min(five-views=0.396, PLV=0.007)=M=0.007 Max{0.007} =M=0.007

Strategic management = 0.533%0:405+0.773x18586 _ o
0.405+18.586

Company A4

Rule 5: Min(five-views=0.5, PLV=0.925)=S=0.5 Max{0.5, 0.075, 0.5} =S=0.5

Rule 7: Min(five-views=0.5, PLV=0.075)=S=0.075

Rule 8: Min(five-views=0.5, PLV=0.925)=S=0.5

Rule 11: Min(five-views=0.5, PLV=0.075)=M=0.075 Max{0.075} =M=0.075

Strategic management = 0.533x4.187+0.773x15.750 —0.723
4.187+15.75

This research found that for company A1, VS=0.379; S=0.621, S=0.168, and S=0.168

with operation min. In turn, aggregating the control outputs yielded VS=0.379 and

S=0.621 with operation max. After defuzzication with COA by formula (4.6) and
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Figure 4.4, the output is “strategic management (SM)” with JkSix-views=0.823.

Similarly, for company A2, four rules were calculated: VS=0.143; S=0.513, S=0.143,

and S=0.488 and aggregating the control outputs yielded V S=0.143 and S=0.513, then

“strategic management” was % SiX-views=0.800. In turn, “strategic management” for

companies A3 and A4 was % Six-views=0.768 and % six-views=0.723, respectively.

Roots: the six-views

The results of the audits from a six-views perspective found that company Al

possessed a strong level of the sksix-views=0.823. This company should adopt

development strategy as the company proposes projects of an integration strategy,

which include vertical and horizontal strategies, whereby it tries to cooperate with its

suppliers, customers and competitors. The planning view, logic and language view

and the learning view were very strong at yxPLV=0.872, LLV=0.855, and LV=0.855,

but the cultura view, the ethical view, and the political view were strong level at

CVv=0.760, EV=0.787, and PV=0.715, respectively as shown in Figure 10.1. More

detailed calculation is explained in Appendix N.

- Very weak (0-0.2)
o Wesk (0.1 -0.4)
o Moderate (0.3 -0.7)
— | Strong (0.6-0.9) CV(0.76); EV(0.787); PV(0.715)
Yxfive-views(0.773);
@ [Very strong (0.8-1.0) Y<PLV(0.872) LLV(0.855); LV(0.855)
Combining strategic Strategic management with
formulation and Y six-views(0.823)
implementation

Figure 10.1 Strategic management combines planning view and integrated
five-views in company Al
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Clearly, company Al adopted a planning view and aso considered the logic and

language view and learning view in setting strategy. This research suggests that

company Al should improve the integrated five-views in order to reduce the gap

between formulation and implementation and further reinforce successful strategic

management. President Ho commented and indicated that the company was moving

towards reinforcing leaders’ leadership style as this research suggests, from basic

foundation of compliance, through power sharing, and transferring to power

distribution (see Table 2.7).

In company A2, audit reveded that the six-views were strong at

% six-views=0.800. Company A2, therefore, is appropriate to conduct a devel opment

strategy. It showed that the learning view was a strong LV=0.832 in line with the

results of interviews with the chairman of company A2, who had a very good R&D

team which highlighted learning activity for strategy. However, the company needed

to reinforce the other four views, including LLV=0.699, PV=0.668, EV=0.691, and

particularly CV=0.608, in order to promote strategy implementation as shown in

Figure 10.2.
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Very weak (0-0.2)
Weak (0.1 -0.4)
Moderate (0.3 -0.7) CV(0.608)
Strong (0.6 -0.9) Y<PLV(0.840) LV(0.832); PV(0.668);
Yxfive-views(0.684); EV(0.691);
LLV(0.699)
Very strong (0.8 -1.0) YxPLV (0.840)
Combining strategic Strategic management with
formulation and ¥ six-views(0.800)
implementation

Figure 10.2 Strategic management combines planning view and integrated five-views
in company A2
Company A3 was a small to medium sized service firm. The six-views was
categorized as strong level with Y six-views=0.768. The learning view, ethical view,
logic and language view, and political view were strong with LV=0.81, EV=0.787,
LLV=0.715, and PV=0.657. The cultura view obtained moderate with CV=0.640.
From yearly sales revenue classified by market character, the commercia trade
declined from 52.5% to 8.0%. However, the automotive, trade i.e., professional

product service, increased from 36.9% to 67.0%. This indicates that the company

highlights a differentiation-focused strategy for survival as shown in Figure 10.3.

Very weak (0-0.2)

By
o Weak (0.1 -0.4)
Moderate (0.3 -0.7) CV(0.64)
© Strong (0.6 -0.9) Y<PLV(0.818) LV(0.81); EV(0.787) ; PV(0.657);
— LLV(0.715); Yxfive-views(0.709)
w Very strong (0.8 -1.0)
Combining strategic Strategic management with
formulation and Y six-views(0.768)

implementation
Figure 10.3 Strategic management combines planning view and integrated five-views
in company A3

Company A4 was anew service firm which acted as a bridge to deliver suppliers’
products to customers and was categorized as strong in the six-views with

% six-views=0.723. The company emphasizes that strategy is a set of survival by way
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of differentiation focus. Clearly, integrated five-views with v<five-views=0.677 was

weaker than the planning view with Y<PLV=0.799. Comparing the interview’s

findings, company A4 highlighted learning and sharing partners’ experience in

organizations, sought to create supply chain operation interdependence, made quality

a priority, encouraged employees’ enthusiasm for service and promoted customer

satisfaction are coherent. In fact, these ideas are close to the six-views perspectives

for implementation rather than the planning view only. It is suggested that the

company can achieve its mission of moving from the third rank up to the first rank in

the delivery service industry, in Taiwan, by means of reinforcing the other five-views

to improve its implementation in organizations, as shown in Figure 10.4.

Very weak (0-0.2)

py)

o | Wek(0104)

o | Moderate 0.3-0.7) CV(0.570); PV(0.603);
™ [Srong (06-0.9) Y¢PLV(0.799) LV(0.761); EV(0.773);
%) LLV(0.787);

Yxfive-views(0.677)

Very strong (0.8 -1.0)

Combining strategic Strategic management with
formulation and Y six-views(0.723)
implementation

Figure 10.4 Strategic management combines planning view and integrated
five-views in company A4

In conclusion, company Al had a significant strength in the planning view.

However, emphasizing the planning view only is not enough for company A4.

Therefore, the president of company A1l acknowledged that the company needed to

reinforce the other five-views for improving strategic management, especialy the
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political view. Company A2 had significant strengths in the planning and learning

views, but the other four views had significant weaknesses. In interviews, the

chairman of the company pointed out that the high-tech company reinforced learning

for innovative activities and needed to prepare a 3-5 year activity plan. Therefore, the

chairman of the company A2 suggested that the company might need to create

cultural belief from level A, to level B then to level C, and reinforce implementation

of strategic management by means of cultural belief. Company A3 had significant

strengths in the planning, learning and ethical views. However, comparing the

planning view, company A3 was lower than companies A1 and A2, because the

chairman of company A3 viewed the strategic thinking process as more one of

intuition and experience than planning. Company A4 was a new company, which

needed to improve the cultural and political views in order to promote the change of

leadership style, from compliance and power sharing, to power distribution, and to

build an appropriate organizational culture, such as the adaptability culture, mission

culture, clan culture, or bureaucratic culture.

The four companies highlighted the planning view and paid attention to the

learning view. However, from comparison of the six-views, the cultural and political

views were placed in aweaker position. This suggests alack of attention in Taiwanese

companies, to building organizational culture, in particular, in small to medium sized
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enterprises, and the political view should be implemented carefully in the process of

strategic management. Furthermore, this research finds that four companies

emphasized strategy formulation with the planning view, but paid insufficient

attention to the integrated five-views for implementation, as shown in Figure 10.5.

Three of four companies were located in Quadrant 14, reflecting, strong PLV and

moderate integrated five-views. Therefore, these companies should reinforce their

strategy implementation to promote strategic management.

Integrated five-views
10

0.9 12

0.8

0.7

06
05
0.4
0.3 I I\Y

0.2

0.1

Planning view (PLV)
0 0O 01 02 03 04 05 06 07 08 09 10

Figure 10.5 Compare the PLV and integrated five-views matrix in companies
Al-A4

[Note: Company A1 (0.872, 0.773); A2 (0.840, 0. 684); A3 (0.818, 0.709); A4 (0.799, 0.677)]

10.3 Sems:. Foresight Environment and Strategic Thinking

Strategic decision rules matrix
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According to the six-views analysis found that companies Al, A2, A3, and A4 are
belonged to a strong level. Therefore, the four companies should be to be conducting
development strategy, but the other three companies should be to be implementing
development strategy.

Based on the TFN in Table 10.5, company Al obtained the average of
Five-forces 91, 69, 85, 77, 88 and from Figure 4.4 got a strong or weak degree of
Five-forces. H=0.36, VH=0.64; M=0.46, H=0.54; H=0.79, VH=0.21; M=0.18,
H=0.82; and H=0.57, VH=0.43, respectively. Finaly, based on COA formula for
defuzzification of Five-forces “RA”

Al, were

company
_ 12.4056x0.773+0.96688x8.64

=0.8526— high; similarly, “TNE” = 0.6402 —moderate,
12.4056 +8.64

“CPOS” = 0.8015 — high; “ST” = 0.6965 — high; and “POB” = 0.8261 — high,

respectively.
Table 10.5 Competitive intensity of Five-forcesfor companiesA1-A4
Company Five-forces
RA TNE CPOS ST POB
Al (82,94,98); 91 | (44,73,91);69 (68, 88, 97); 85 (54, 82, 96); 77 (80, 86, 97); 88
H=0.36,vH=0.64 | M=0.46,H=0.54 | H=0.79, VH=0.21 | M=0.18, H=0.82 | H=0.57, VH=0.43
0.8526—H 0.6402—M 0.8015—~H 0.6965—H 0.8261—H
From if-then rule 2, Five-forces— High (H)
A2 (54, 78, 87); 70 (44,73,91); 69 | (55, 75,87); 72 (24, 54, 82); 53 (33, 63, 87); 61
M=0.43, H=0.57 | M=0.46, H=0.54 | M=0.36, H=0.64 | W=0.03, M=0.97 | M=0.75, H=0.25
0.6449—H 0.6403—M 0.6568—H 0.5212—M 0.5936—M
From if-then rule 7, Five-forces— Moderate (M)
A3 (95, 96, 96); 96 (54,82,96), 77 | (74,87,97); 86 (69, 81, 93); 81 (68, 87, 94); 83
VH=1 M=0.18, H=0.82 | H=0.71, VH=0.29 | M=0.04, H=0.96 H=0.93, VH=0.07
0.9669—H 0.6965—H 0.8107—H 0.7494—H 0.7837—H
From if-then rule 1, Five-forces— High (H)
A4 (49, 69, 88); 69 (24,54,82); 53 | (46, 73,91); 70 (54, 82, 96); 77 (34, 63, 87); 61
M=0.46, H=0.54 | W=0.03,M=0.97 | M=0.43, H=0.57 M=0.18, H=0.82 M=0.75, H=0.25
0.6403—M 0.5212—M 0.6449—H 0.6965—H 0.5936—M
From if-then rule 7, Five-forces— Moderate (M)

[Note: how did we identify competitive intensity of Five-forces, see Appendix O]
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Similarly, companies A2-A4 obtained the average of Five-forces, 70, 69, 72, 53,

and 61; 96, 77, 86, 81, and 83; 69, 53, 70, 77, and 61 and further from Figure 4.4 got a

strong or weak degree of Five-forces, company A2: (M=0.43, H=0.57; M=0.46,

H=0.54; M=0.36, H=0.64; W=0.03, M=0.97; M=0.75, H=0.25); company A3: (VH=1,;

M=0.18, H=0.82; H=0.71, VH=0.29; M=0.04, H=0.96; H=0.93, VH=0.07); company

A4: (M=0.46, H=0.54;, W=0.03, M=0.97, M=0.43, H=0.57; M=0.18, H=0.82; M=0.75,

H=0.25), respectively. Finally, defuzzification of Five-forces were company

A2=0.6449—H, 0.6403—M, 0.6568—H, 0.5212—M, and 0.5936—M; company

A3=0.9669—H, 0.6965—H, 0.8107—H, 0.7494—H, and 0.7837—H; company

A4=0.6403—M, 0.5212—M, 0.6449—H, 0.6965—H, and 0.5936—M, respectively.

Therefore, companies A1-A4 were based on if-then rules of 2, 7, 1, and 7, the

competitive intensity of Five-forces in companies Al was “H”; A2 was “M”; A3 was

“H” and A4 was “M”, as shown in Table 10.5. From the case study analysis, this

research found that companies A1 and A3 should use efficient (innovation or

liquidation or divestiture) strategy, but companies A2 and A4 could adopt aresponsive

and efficient strategy, because companies A1 and A3 belonged to maturity and decline

stages, and companies A2 and A4 belonged to growth stages of PLC, as shown in

Figure 10.6 and the strategic decision rule matrix, as shown in Table 10.6.
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Competitive intensity of Five-forces
Low (0-0.4) Moderate (0.3 -0.7) High (0.6 -1.0)
Introduction stage Growt aturity and Decline stage
Product life .
cycle CompaniesA2 and A4 Aland A3
Supply chain Responsive strategy Responsive and Efficient, Liquidation,
operation efficient strategy Innovation, Divestiture
strategy strategy
Figure 10.6 Results of strategy fit
Table 10.6 The strategic decision rule matrix
1f-conditions And-condition Then-decision
Input Output
Logic and language
Learning Company Al was strong
Cultural Company A2 was strong CompaniesAl, A2, A3, A4
Six-views Political Company A3 was strong —Development strategy
Ethica Company A4 was strong
Planning
RA
Company Al— Maturity and
decli
| L Thecompeiiveiersond! Fve o carpeny A2 - Grouh
Five-forces analysis R vipnsevigs o ecti\gllely. * ™| company A3— Maturity and
POB ' ' decline
TEN Company A4— Growth
ST
The competitive intension |PLC of four companies were: -
of Five-forces were: Company A1 Maturity and decline |1 ad A3~ Efficient
Supply chain operation  |Company Al H Company A2—> Growth Et_rat%gipr (|nn§vi§? O")
Srat - - X . iquidation or divestiture)
ey Company A2— M Company A3 Maturity and decline | x5 aa s responsive and
Company A3— H Company A4— Growth efficient strategy
Company A4— M

10.4 Flowersand Fruits. Performance Evaluation in Strategic
M anagement

The literature of internal marketing has appeared as an approach to enable

companies to obtain, motivate and maintain customer-conscious employees

(George and Gronroos, 1989). If a company wants to satisfy its customers,

therefore, it should satisfy its employees in advance because internal marketing
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mentions that employee satisfaction leads to good products and service quality;

furthermore, good products and service quality give rise to the customer retention

rate; additionally, high customer retention rate promotes customer satisfaction

(Ahmed and Rafig, 2002), as shown in Figure 10.7. In turn, the indicators of

employee satisfaction and customer satisfaction will be tested by a Spearman rank

correlation coefficient in this research. Finaly, evaluation of employee and

customer satisfaction, and stakeholders’ performance are explained as follows:

Customer satisfaction
Customer retention rate

Products and service/uality

Employee
satisfaction

Figure 10.7 The internal marketing onion for quality and customer
satisfaction (Source: Adapted from Ahmed and Rafig, 2002, 122)

10.4.1 Use of a Spearman Rank Correlation Coefficient to Test Performance
Evaluation Indicators

When the assumptions underlying the parametric correlation analysis are not met one

of the simplest and widely used indicators is the Spearman rank correlation coefficient

o

by r, =
y 1s n(n®-1)

which is computed from data consisting of ranks, where d

353



represents the differences between the two variables’ ranks (Lin, 2003). In this

research, the method will be used to conduct the rank correlation analysis of the

companies’ performance evaluation indicators with the four companies of the case

study as mentioned in section 10.4. Suppose that the observations in their original

form are not ranks; then, the Spearman rank correlation coefficient is used as a

measure of correlation if the observations can be ranked according to magnitude from

smallest to largest. If the two rankings are perfectly and directly corrected, the rank of

employee productivity will equal the rank of employee suggestions for al pairs. If the

rankings are perfectly and inversely corrected, the smallest employee productivity

rank will be paired with the largest employee suggestions rank. The data of

performance evaluation indicators of the Taiwanese companies are shown in

Appendix J.

Empl oyee satisfaction

For employee satisfaction, can this research conclude from the four companies that

there is a direct relationship between employee productivity and employee

suggestions? Are employee productivity and employee turnover inversely correl ated?

Further, are employee turnover and employee suggestions inversely correlated?

Applying the Spearman rank correlation test to company Al discovered that

employee productivity and employee suggestions were directly correlated
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(p=0.0186<0.05); employee productivity and employee turnover were inversely

correlated (p=0.0001<0.001); and employee suggestions and employee turnover were

inversely correlated (p=0.0133<0.05). Applying the Spearman rank correlation test to

company A2 found out that employee productivity and employee suggestions were

directly correlated (p=0.0001<0.001); employee productivity and employee turnover

had not inversely correlated (p=0.8780>0.1); and employee suggestions and employee

turnover had not inversely correlated (p=0.8780>0.1). Company A3 only tested

employee productivity and employee turnover because there was no employee

suggestions data. The Spearman rank correlation test found that there was no

significant inverse correlation because more than one half of employee turnover was

zero during eleven years. Applicattion of the Spearman rank correlation test to

company A4 found out that employee productivity and employee suggestions were

directly correlated (p=0.0048<0.01); employee productivity and employee turnover

were inversely correlated (p=0.0188<0.05); and employee suggestions and employee

turnover were inversaly correlated (p=0.0724<0.1), as shown in Table 10.7.

Employee satisfaction indicators are based on the Spearman rank correlation

coefficient to test any two variables in the hypotheses. The results of the test

concluded that employee productivity and employee suggestions were directly

correlated for companies A1, A2 and A4. Employee productivity and employee
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turnover were inversely correlated for companies A1 and A4 while company A2 did

not have significant inverse correlation. Company A3 did not have employee

suggestions and did not have significant inverse correlation between employee

productivity and employee turnover. This may suggest focusing on one industry or

testing more companies to gain a general conclusion because the four companies have

different characteristics.

Table 10.7 Use Spearman rank correlation coefficient to test any two variables of employee
satisfaction indicators for companiesA1-A4

Company Al
The two variables N Mean Spearman rank correlation
coefficient and p value
Employee productivity (EP) 10 EP=£205544 ES
and employee suggestions (ES) ES=3.54PYPP EP 0.72121
0.0186 (**)
EP and employee turnover 10 EP=£205544 ET
(ET) ET=0.048/year EP -0.92727
0.0001 (***)
ESand ET 10 ES=3.54PYPP ET
ET=0.048/year ES -0.74545
0.0133 (**)
Company A2
EPand ES 7 EP=£49306 ES
ES=1.54PY PP EP 1.00000
0.0001 (***)
EPand ET 7 EP=£49306 ET
ET=0.03/year EP -0.07207
0.8780
ESand ET 7 ES=1.54PY PP ET
ET=0.03/year ES -0.07207
0.8780
Company A3
EPand ET 11 EP=£327000 ET
ET=0.037/year EP 0.26271
0.4351
Company A4
EPand ES 6 EP=£158148 ES
ES=0.30PY PP EP 0.94286
0.0048 (**)
EPand ET 6 EP=£158148 ET
ET=0.007/year EP -0.88571
0.0188 (**)
ESand ET 6 ES=0.30PY PP ET
ET=0.007/year ES -0.77143
0.0724 (*)

(Note: * one-tailed test, p<0.10; ** one-tailed test, p<0.05; *** one-tailed test, p<0.001)

Customer satisfaction

In regard to customer satisfaction (CSA), is the Spearman test effective in
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determining whether the purchase proportion per customer in each single product and

customer retention rate (CRR) are they directly correlated? Are the purchase

proportions per customer in each single product and customer complaints (CC)

inversely correlated? Are customer retention rate and customer complaints inversely

correlated?

Basicaly, it was difficult to discover the purchase proportion per customer in

each single product when | interviewed the senior managers because they believed

that a company cannot gain such precise information. Therefore, this research did not

adopt this indicator. From interviewee responses, company A1l and company A3 use

the customer complaints compensation rate (compensation/sales) to express customer

satisfaction of product or service because the two companies have the same

characteristics which provide auto parts.

In turn, the statistical test discovered that the customer retention rate and

customer complaints compensation rate (CCCR) were inversely correlated in

companies A1 (p=0.0003<0.001) and A3 (p=0.0048<0.005), respectively. However,

companies A2 and A4 adopted customer complaints to understand the response of

product or service. The results of the Spearman rank correlated test showed that

company A2 did not have the inverse correlation (p=0.215>0.1) because this company

is a growing company, in spite of complaints, the customer retention level is
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maintained. On the other hand, company A4 were inversely correlated

(p=0.0046<0.05) between the customer retention rate and customer complaints, as

shown in Table 10.8. From the conclusion of the customer satisfaction indicators test,

it appears that the customer retention rate and customer complaints compensation rate

(or customer complaints) are significant inversely correlated while the purchase

proportion per customer in each single product information cannot be gained from the

four companies’ customers.

Table 10.8 Use Spearman rank correlation coefficient to test two variables of customer
satisfaction indicators for companiesA1-A4

Company Al
The two variables N Mean Spearman rank
correlation
coefficient and p
value
Customer retention rate (CRR) and 6 CRR=0.84/year CCCR
customer complaints’ compensation CCCR=0.0064/year |[CR  -0.98561
rate (CCCR) 0.0003 (***)
Company A2
CRR and customer complaints (CC) 7 CRR=0.92/year CCCR
CC=188.6/year |CR -0.53588
0.2150
Company A3
CRR and CCCR 6 CRR=0.73/year CCCR
CCCR=0.0087/year [CR  -0.94286
0.0048 (**)
Company A4
CRRand CC 6 CRR=0.90/year CcC
CC=8.67/year |CR -0.94388
0.0046 (**)

(Note: * one-tailed test, p<0.10; ** one-tailed test, p<0.05; *** one-tailed test, p<0.001)

10.4.2 Evaluation of Employee Satisfaction and Customer Satisfaction

From the results of the Spearman rank correlation test, this research understood that

the customer satisfaction indicator should be corrected to two variables from the

original three variables as mentioned in Chapter 5. In this research, therefore, fuzzy
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if-then rules are used to combine employee productivity, employee turnover (or

employee retention= 1- employee turnover) and employee suggestions into a measure

of employee satisfaction, and to combine the customer retention rate and customer

complaints’ compensation rate (or customer complaints) into a measure of customer

satisfaction with Mamdani and Assiliav’s (1975) method.

(1) Fuzzy rules of employee satisfaction

The form of the fuzzy if-then rules used in measurement of employee satisfactionis:

If EP and ER and ES, then ESA (or If EP and ET, then ESA or If EP and ES, then

ESA). Where EP, ER, ET, ES and ESA denote the following fuzzy sets. EP: Employee

productivity; ER: Employee retention; ES. Employee suggestions;, ET: Employee

turnover; ESA: Employee satisfaction. Each fuzzy set is described using the following

three linguistic variables: low (L); moderate (M); high (H). Linguistic variables have

to be defined for all variables used in the “if-then” rules. For employee satisfaction

assessment, the terms are shown in Table 10.9.

Table 10.9 Linguistic variable possible values for employee satisfaction

Input linguistic variables  |Linguistic  variable  possible|Output linguistic|Linguistic variable possible
values variable values
Employee productivity e {L,M,H} Employee satisfaction |e {L, M, H}

Employee retention (orle {L, M, H}
employee turnover)

Empl oyee suggestions e {L,M,H}

For every linguistic variable of employee satisfaction, each term is defined by its

membership function. Three possible definitions of input variables are shown in
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Figures 10.8, 10.9, 10.10 and 10.11 and one output variable is shown in Figure 10.12.
From the Common Wealth Magazine (2002) survey of 500 top manufacturing
industries and service firms, this research gained the mean employee productivity
(X) as 45549 per person, and standard deviation (s,) as £149 per person in
manufacturing industries. The mean and standard deviation of service firms are

X = 43931 per person, s, = {1371 per person, respectively. This research uses

Xl

, Xzs,and Xt2s,2 to represent low, moderate and high employee

productivity, as shown in Figure 10.8.

n| L M H
1 A
Employee
Ml 3251 4400 5549 6697 7846  productivity
SF 1189 2560 3931 5302 6674 (per person per
year, Units.  £)
Figure 10.8 Linguistic variable “employee productivity”
(Source: Adapted from Common Wealth Magazine, April 26, 2002)

(Note: M1 represents manufacturing industries; SF represents service firms)

However, employee turnover and employee productivity were inversely correlated as
well as employee turnover and employee suggestion. Therefore, this research used
employee retention = (1- employee turnover) to replace employee turnover for
explaining the consistency of employee satisfaction by employee productivity,
employee retention, and employee suggestion.  This research collected the mean of

employee turnover (X ), from 11 companies between 1999 and 2001. Consequently,
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the mean of employee turnover is 0.0286/year and standard deviation (s;) is
0.01l/year. X, Xts,, and X+ 2s, representing employee turnover, as shown in

Figure 10.9. Employee retention is used instead as shown in Figure 10.10.

n
L M H
1
Employee
0.007/year 0.018/year 0.029/year 0.04/year 0.051/year turnover
Figure 10.9 Linguistic variable “employee turnover”
0}
L M H
1
Employee
0.949/year 0.96/year  0.971l/lyear 0.982/year 0.993/year retention
Figure 10.10 Linguistic variable “employee retention”

(Source: from Figure 10.9, employee retention = 1- empl oyee turnover, and
be placed opposite location)

Based on the four companies’ suggestion data, the mean and standard deviation of
employee suggestions areX =1.63PYPP, s, =1.55PYPP, respectively. This research
uses X , Xts;and X+t2s,, to represent low, moderate and high employee
suggestions, as shown in Figure 10.11.

From fuzzy logic inference, using this value for comparison, it has to be

translated into a numerical value by defuzzification. Figure 10.12 plots the
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membership functions for the linguistic variable “employee satisfaction” and formula

(4.5) isused to calculateit.

Employee
O/PY PP 0.084/PY PP 1.63/PY PP 3.18/PYPP 4.73/PYPP  suggestions

Figure 10.11 Linguistic variable “employee suggestions”

(Note: PY PP represents per year per person)

Employee
0.25 0.5 0.75 1.0 satisfaction
Figure 10.12 Linguistic variable “employee satisfaction”

Based on a repeated combination formulaC™" ™, ten possible rules of employee
satisfaction are shown in Table 10.10.

Evaluation employee satisfaction for companiesAl1-A4

Based on Appendix J, the mean of employee productivity, employee turnover (or

employee retention) and employee suggestions for companies A1-A4 are shown in

Table 10.11. Linguistic trandation of the numerical data for companies A1-A4 is

shown in Table 10.12 which is based on Table 10.11, and Figures 10.8, 10.9, 10.10
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and 10.11.

Table 10.10 Ten if- rules for employee satisfaction

Possible rules for Then
repeated If: Condition Conclusion
combination Employee satisfaction
Rule1 H H H H
Rule 2 H H M H
Rule 3 H H L H
Rule 4 H M M M
Rule 5 H M L M
Rule 6 M M M M
Rule7 M M L M
Rule 8 H L L L
Rule 9 M L L L
Rule 10 L L L L

Table 10.11 The mean of employee productivity, employee turnover (or employee retention)
and employee suggestions for companies A1-A4

Company | Employee productivity Employee turnover (or | Employee suggestions
employee
retention=1-employee
turnover)
Al £5873/per person per year 0.048 (1-0.048=0.952) 3.54/PY PP
A2 £1409/per person per year 0.030 (1-0.030=0.97) 1.54/PY PP
A3 £9343/ per person per year 0.037 -
A4 £4519/ per person per year 0.007 (1-0.007=0.993) 0.30/PY PP
Table 10.12 Linguistic tranglation of the numerica datafor companiesA1-A4
Company | Employee productivity | Employee turnover (ET) Employee suggestions
(or employee retention, ER)
Al {L=0,M=0.28, H=0.72} | ER—{L=1, M=0, H=0} {L=0, M=0, H=1}
A2 {L=1, M=0, H=0} ER—{L=0.09,M=0.91, H=0} | {L=0.06, M=0.94,H=0}
A3 {L=0, M=0, H=1} ET—{L=0,M=0.27, H=0.73} | -
A4 {L=0,M=0.43, H=0.57} | ER—>{L=0, M=0, H=1} {L=0.86, M=0.14, H=0}

(Note: High, moderate and low value of employee turnover in company A3 is based on Table 10.11 and Figure
10.9. However, high, moderate and low value of employee retention in companies Al, A2 and A4 are based on
Table 10.11 and Figure 10.10)

Company Al

Based on ten rules of employee satisfaction in Table 10.10 and Table 10.12, this

research concluded that the degree of truth of the “if” parts for company Al in each

rule gained the result of Table 10.13. Hence, the value of the linguistic variable

“employee satisfaction” for company Al would be

Employee satisfaction = {low=0, moderate=0.28, high=0.72}

363



Table 10. 13 The degree of truth of the “if” parts for company Al

Rule 1: Min{H=0.72 ,H=0 ,H=1} =H=0

Rule 2: Min{ H=0.72, H=0, M=0} =H=0

Max {0, 0, 0} =H=0

Max {0, 0, 0.72} =H=0.72

Min { H=0.72, M=0, H=1} =H=0

Max {0, 0.72, 0} =H=0.72

Rule 4: Min {H=0.72,
Min {M=0.2

O O o

Max {0, 0, 0}=M=0 Max{0, 0.28, 0, 0} =M=0.28

1
o

Rule 5: Min {H=0.7
Min {M=0.2
Min {L=0, M=0, H
Min {L=0, H=0, M
Min {H=0.72,
Min{M=0.28,

Max {0, 0, 0, 0, O

M
8, H
Min {M=0.28, M
2, M
8, H 0.28}=M=0.2

1
o

Rule 6: Min {M=0.28, M

Rule 7: Min {M=0.28, M=0, }
Min {M=0.28, L=1, M=0}
Min {L=0, M=0, M=0} =M=0

Max {0, 0, 0}=M=0

Rule 8: Min {H=0.72, L=1, L=0} =L=0 Max {0, 0, 0}=L=0
Min {L=0, H=0, L=0} =L
Min {L=0, L=1, H=1} =L

Max {0, 0, 0}=L=0

Rule 9: Min{M=0.28, L=1, L=0} =L=0
Min {L=0, M=0, L=0} =L=0
Min {L=0, L=1, M=0} =L=0

Max {0, 0, 0}=L=0

Rule 10: Min{L=0, L=1, L=0} =L=0

A linguistic explanation of this result could be “a little moderate, rather high
employee satisfaction”. Finally, in defuzzification, the relation between linguistic
values and corresponding real values is aways defined using membership function

definitionsin Figure 10.12 and calcul ation formulation (4.5), therefore

_ (0.5x0.1204) + (0.81x 0.2052)
(0.1204+0.2952)

Employee satisfaction =0.72, where centroid value is 0.5
and 0.81, and trapezoid areais 0.1204 and 0.2952, more detailed explanation appears
in Appendix K.

Company A2

Based on the Spearman rank correlation coefficient to test any two variables

hypotheses for employee satisfaction, the result of the test revealed that employee
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productivity and employee turnover did not have inverse correlation and employee

suggestions and employee turnover were also not inversely correlated. Therefore, this

research only used employee productivity and employee suggestions to measure

employee satisfaction for company A2. Nine rules of employee satisfaction are shown

in Table 10.14. Furthermore, the degree of truth of the “if” parts for company A2 in

each rule are based on employee productivity and employee suggestions of company

A2inTable 10.12, and Table 10.14, gaining the result of Table 10.15.

Table 10.14 Nine if-then rules of employee satisfaction for company A2

Nine Rules If: Condition Then
Conclusion
Employee productivity Employee suggestions Employee
satisfaction
Rule 1: Hep Hes H
Rule 2: Megp Hes H
Rule 3: Hep Megs H
Rule 4: Lep Hes M
Rule 5: Megp Megs M
Rule 6: Hep Les M
Rule 7: Lep Megs L
Rule 8: Megp Les L
Rule 9: Lep Les L

Table 10.15 The degree of truth of the “if” parts for company A2

Rule 1: Min { Hg=0, Hes =0}=H=0 Max {0, 0, 0}=H=0

Rule 2: Min{Mg»=0, Hzs=0} =H=0

Rule 3: Min { Hep=0, M=0.94} =H=0

Rule 4: Min{ Lgp=1, Hes=0} =M=0 Max {0, 0, 0} =M=0

Rule 5; Min { Mgs=0, M£s=0.94} =M=0

Rule 6:Min { Hgp=0, Ls=0.06} =M=0

Rule 7: Min { Lgp=1, Ms=0.94} =L =0.94 Max {0.94, 0, 0.06}=L=0.94

Rule 8: Min { Mgs=0, Lgs=0.06}=L=0

Rule 9: Min{ Lep=1, Les=0.06} =L=0.06

Hence, the value of the linguistic variable “employee satisfaction” for company A2

would be employee satisfaction = {low=0.94, moderate=0, high=0}. A linguistic

explanation of this result could be “a very low employee satisfaction”. Finally, in

defuzzification, it is
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Employee satisfaction = (019702490 + (05x0) +(081x0) _( 1

(0.2491+ 0+ 0)

Company A3

According to company A3, it had no employee suggestions. Therefore, evauation of

employee satisfaction only used employee productivity and employee turnover for the

company. Nine rules of employee satisfaction are shown in Table 10.16. The degree of

truth of the “if” parts for company A3 in each rule are based on employee productivity

and employee turnover of company A3 in Table 10.12 and Table 10.16, gaining the

result of Table 10.17.

Table 10.16 Nineif-then rules of employee satisfaction for company A3

Nine Rules If: Condition Then
Conclusion

Employee productivity | Employee turnover Employee

satisfaction

Rule 1: Hep Ler H

Rule 2: Megp Ler H

Rule 3: Lep Ler M

Rule 4: Hep Megr M

Rule 5: Megp Megr M

Rule 6: Lep Megr M

Rule 7: Hep Her M

Rule 8: Megp Her L

Rule 9: Lep Her L

Table 10.17 The degree of truth of the “if” parts for company A3

Rule 1: Min {Hep=1, Ler=0} =H=0 Max {0, 0}=H=0
Rule 2: Min {Mg=0, Lg;=0} =H=0
Rule 3: Min{ Lgp=0, Ler=0}=M=0 Max {0, 0.27, 0, 0, 0.73}=M=0.73

Rule 4: Min { Hep=1, Mr=0.27}=M=0.27

Rule 5: Min { Mg=0, M£;=0.27} =M=0

Rule 6: Min { Lgp=0, Mr=0.27} =M=0

Rule 7: Min {Hgp=1, Hgr=0.73}=M=0.73

Rule 8: Min { Mg=0, Her=0.73} =L=0 Max {0, 0} =L=0

Rule 9: Min { Lgp=0, Her=0.73}=L=0

Hence, the value of the linguistic variable “employee satisfaction” for company A3

would be employee satisfaction = {low=0, moderate=0.73, high=0}. A linguistic
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explanation of this result could be “rather moderate employee satisfaction”. Finally,

defuzzification, is

(0.19% 0) + (0.5x 0.3157) + (0.81x 0)
(0+0.3157 +0)

Employee satisfaction= =05

Company A4

Based on ten rules of employee satisfaction in Table 10.10 and Table 10.12, the result

of the degree of truth of the “if” parts for company A4 in each rule are shown in Table

10.18.

Table 10.18 The degree of truth of the “if” parts for company A4

Rulel: Min {H=0.57 ,H=1 ,H=0} =H=0 Max {0, 0.14, 0.57}=H=0.57

Rule2: Min{H=0.57, H=1, M=0.14} =H=0.14 Max {0.14, 0, 0}=H=0.14

Min {H=0.57, M=0, H=0} =H=0

Min {M=0.43, H=1, H=0} =H=0

Rule3: Min{H=057 H=1,L=0.68} =H=057 | Max {0.57, 0, 0}=H=057
Min {H=0.57 ,L=0 ,H=0} =H=0

Min {L=0 ,H=1 H=0} =H=0
Ruled: Min { H=0.57, M=0, M=0.14} =M=0 Max {0, 0.14, 0}=M=0.14 Max{0.14, 0.43, 0, 0}=M=0.43
Min {M=0.43, H=1, M=0.14} =M=0.14
Min {M=0.43, M=0, H=0} =M=0

Rules: Min {H=0.57, M
Min{M=0.43, H
Min{L M=0

Min {L

Min {H=0.57,

Min {M=0.43,

6} =M=0 Max {0, 0.43, 0, 0, 0, 0}=M=0.43
6

=0, H=
=0, H=1,M

1
L
L
Rule: Min {M=0.43, M
Rule?: Min {M=0.43, M

Min {M=0.43, L

, L=0.86} =M=0 Max {0, 0, 0}=M=0

Rule8: Min {H=0. L=0.86} =L=0 Max {0, 0, 0}=L=0 Max {0, 0, 0}=L=0

Rule9: Min {M=0.43, L=
Min {L=0, M=O
Min {L=0, L=

. L=0.86} =L=0 Max {0, 0, 0}=L=0

Rule10: Min {L=0, L= 0 L=086} =L=0

Hence, the value of the linguistic variable “employee satisfaction” for company A4

would be employee satisfaction = {low=0, moderate=0.43, high=0.57}. A linguistic

explanation of this result could be “a middle moderate, rather high employee

satisfaction”. Finally, defuzzification, is
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(0.19% 0) + (0.5x 0.1688) + (0.81x 0.2444)
(0+0.1688+ 0.2444)

Employee satisfaction= =0.68

(2) Fuzzy rule of customer satisfaction

The form of the fuzzy rules used in customer satisfaction is:

If CRR and CCCR (or CC), then CSA. Where CRR, CCCR (or CC) and CSA denote

the following fuzzy sets: CRR: Customer retention rate; CC: Customer complaints;

CCCR: Customer complaints’ compensation rate; CSA: Customer satisfaction; Each

fuzzy set is described using the following three linguistic variables: low (L); moderate

(M); high (H). For customer satisfaction assessment, the terms are shown in Table

10.19.

Table 10.19 Linguistic variable possible values for customer satisfaction

Input linguistic variables |Linguistic variable Output linguistic|Linguistic variable
possible values variable possible values

Customer retentionrate |e  {L, M, H} Customer satisfaction |e {L, M, H}

Customer  complaints’le {L, M, H}
compensation rate (or
customer complaints)

For every linguistic variable of customer satisfaction, each term is defined by its

membership function. Two possible definitions of input variables are shown in

Figures 10.13, 10.14 and 10.15, and one output variable is shown in Figure 10.16.

According to my learning team committee’s discussion and from some senior

managers’ suggestions from interviews, when the customer retention rate reaches 0.5,

then we call it completely moderate, as shown in Figure 10.13.
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Customer
0.1 0.2 0.5 0.8 09 retention rate

Figure 10.13 Linguigtic variable “customer retention rate”

Based on data of companies A1 and A3, the mean and standard deviation of
customer complaints’ compensation rate areX = 0.00758, s, =0.004032, respectively.
This research adopts X , X+ s, and X* 2s, to represent low, moderate and high

customer complaints’ compensation rate, as shown in Figure 10.14.

Customer complaints’
0 0.00354 0.00758 0.01161 0.01564 compensation rate

Figure 10.14 Linguistic variable “customer complaints’ compensation rate”

According to company A4, it has no customer complaints’ compensation rate, this
research uses the number of customers’ complaints instead. The mean and standard
deviation of customer complaints come from two companies in the same industry,
X=8.67, s, =1.63, respectively. This research usesx, X+s, and X=*2s, to
represent low, moderate and high customer complaints, as shown in Figure 10.15.

As the result of customer satisfaction is given alinguistic variable value it has to

be trandated into a numerical value for comparisons by defuzzication. Figure 10.16
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plots the membership functions for the linguistic variable “customer satisfaction” and

formula (4.5) is used to measureit.

Number of customers
541 7.04 8.67 10.3 11.93 complaints

Figure 10.15 Linguistic variable “customer complaints”

Customer
0.25 0.5 0.75 1.0 satisfaction
Figure 10.16 Linguistic variable “customer satisfaction”

Based on repeated combination formulaC™" ™, nine possible rules of customer

satisfaction are shown in Table 10.20.

Table 10.20 Nineif-then rules for customer satisfaction

Ninerules If: Condition Then
Conclusion
Customer retention | Customer complaints’ Customer
rate compensation rate satisfaction
(compensation/sales)
Rulel: Hcrr Lceer H
Rule7: Hcrr Heeer M
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Evaluation of customer satisfaction for companiesA1-A4

Based on Appendix J, the mean of customer retention rate and customer complaints’

compensation rate (or customer complaints) for companies A1-A4 is shown in Table

10.21. Based on Table 10.21, and Figures 10.13, 10.14 and 10.15, the linguistic

trandation of the numerical datafor companiesA1-A4, is shown in Table 10.22.

Table 10.21 The average of customer retention rate and customer complaints’ compensation

rate for companiesA1-A4

Company Customer retention rate Customer  complaints’ compensation rate
(compensation/sales)

Al 0.84 0.00642

A2 0.91 188.6 (Number of customer complaints per year)

A3 0.73 0.00873

A4 0.90 8.67 (Number of customer complaints per year)

Table 10.22 Linguistic translation of the numerical datafor companiesA1-A4

Company | Customer retention rate Customer complaints’ compensation rate
(compensation/sal es)
Al {L=0, M=0, H=1} {L=0.29, M=0.71, H=0}
A2 {L=0, M=0, H=1} {L=0, M=1, H=0}
(Number of customer complaints per year)
A3 {L=0, M=0.35, H=0.65} {L=0, M=0.71, H=0.29}
A4 {L=0, M=0, H=1} {L=0, M=1, H=0}

(Number of customer complaints per year)

CompaniesAl, A3and A4

From nine rules of customer satisfaction in Table 10.20 and Table 10.22, the result of

the degree of truth from the “if” parts for companies A1, A3 and A4 in each rule, is

shown in Tables 10.23, 10.24 and 10.25, respectively.

Table 10.23 The degree of truth of the “if” parts for company A1l

Rule 1: Min { Herr=1, LCCCRZO.ZQ} =H=0.29

Max {0.29, 0} =H=0.29

Rule 2: Min {Mcgr=0, L cccr=0.29} =H=0

Rule 3: Min { Lcrr=0, LCCCR:O.ZQ} =M=0

Rule 4: Min { HCRR:]-l MCCCR:O-71} =M=0.71

Rule 5: Min { MCRR:O, MCCCR:O-71} =M=0

Rule 6: Min { LCRRZO, MCCCR:O-71} =M=0

Max {0, 0.71, 0, 0, 0}=M=0.71

Rule 7: Min { Herr=1, HCCCR:O} =M=0

Rule 8: Min { M crr=0, HCCCR:O} =L=0

Max {0, 0}=L=0

Rule 9: Min { LCRRZO, HCCCRZO} =L=0
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Table 10.24 The degree of truth of the “if” parts for company A3

Rule 1: Min { HCRR:O.SS, LCCCRZO} =H=0 Max {0, O} =H=0
Rule 2: Min { MCRR:O-351 LCCCRZO} =H=0
Rule 3: Min { Lezr=0, Lecer=0} =M=0 Max {0, 0.65, 0.35, 0, 0.29} =M=0.65

Rule 4: Min { HCRR:O.SS, MCCCR:O-71} =M=0.65

Rule 5: Min { MCRR:O-351 MCCCR:O-71} =M=0.35

Rule 6: Min { Lcrr=0, MCCCR:0-71} =M=0

Rule 7: Min { Hcrr=0.65, HCCCR:O.ZQ} =M=0.29

Rule 8: Min { Mcgr=0.35, Hocer=0.29} =L=0.29 | Max {0.29, 0} =L=0.29

Rule 9: Min { LCRRZO, HCCCR:O-ZQ} =L=0

Table 10.25 The degree of truth of the “if” parts for company A4

Rulel: Min { Home=1, Lcc=0} =H=0 Max {0, 0} =H=0
Rule2: Min { MCRRZO, LCCZO} =H=0
RUle3: Min { Legr=0, Lc=0} =M =0 Max {0, 1, 0, 0, 0} =M=1

Rule4: Min { Hcrr=1, MCC:]-} =M=1

Rule5: Min { MCRRZO, MCC:]-} =M=0

Rule6: Min { LCRR:O, MCC:]-}:M_

Rule7: Min { HCRR::L HCC:O} =M=0

Rule8: Min { Mcgr=0, Hec=0} =L=0 Max {0, 0}=L=0

Rule9: Min { Lcrr=0, HCCZO} =L=0

Hence, the value of the linguistic variable customer satisfaction of company Al was

{low=0, moderate=0.71, high=0.29}. A linguistic explanation of this result could be

“rather moderate and a little high customer satisfaction.” Customer satisfaction of

company A3 was {low=0.29, moderate=0.65, high=0} . A linguistic explanation of this

result could be “a little low and rather moderate customer satisfaction”. Customer

satisfaction of company A4 was {low=0, moderate=1 high=0}. A linguistic

explanation of this result could be “complete moderate customer satisfaction.”

Finaly, in defuzzification for companies A1, A3, and A4, used membership

function as shown in Figure 10.16 and formulation (4.5), therefore

(0.19% 0) + (0.5x 0.22898) + (0.81x 0.13449)

Customer satisfaction of Al = =0.61.
(0+0.22898 + 0.13449)

Customer satisfaction of A3 = (0.19x0.13449) + (0.5x 0.21938) + (0.81x 0) 038
(0.13449+ 0.21938+ 0)

372



(0.19x0) +(0.5x0.25) + (0.81x0)
(0+0.25+0)

Customer satisfaction of A4 = 0.5

Company A2

According to the customer retention rate and customer complaints no significant

inverse correlation by the Spearman rank correlation coefficient test for company A2

was found. Therefore, this research did not measure customer satisfaction of company

A2.

(3) The Spearman rank correlation test for employee and customer satisfaction, and

stakeholders’ performance

From the Spearman rank correlation coefficient analysis by the data of Table 10.26,

this research concluded that employee satisfaction and customer satisfaction were

directly correlated for companies A1-A4, similar to the causal relationships among

employee satisfaction, customer satisfaction, and eventualy financial performance

(Heskett et al., 2008). Employee satisfaction and stakeholders’ performance have

significant direct correlation, however, customer satisfaction and stakeholders’

performance did not have significant direct correlation, as shown in Table 10.27.

Table 10.26 Employee and customer satisfaction and stakeholders’ performance

Company | Employee satisfaction Customer satisfaction Stakeholders’
performance
Al [L=0, M=0.28, H=0.72] — 0.72 | [L=0, M=0.71, H=0.29] — 0.61 | 0.7349 (Rank 1)
A2 [L=0.94, M=0, H=0] — 0.19 - 0.6659 (Rank 4)
A3 [L=0, M=0.73, H=0] — 0.5 [L=0.29, M=0.65, H=0] — 0.38 | 0.7186 (Rank 2)
A4 [L=0, M=0.43, H=0.57] - 0.68 | [L=0, M=1, H=0] — 0.5 0.7129 (Rank 3)

(Source of stakeholders’ performance: From Tables 10.34)

As a result of the above discussion, it revealed that evaluation of stakeholders’

performance may be too complex to evaluate because leaders have different
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recognition about the stakeholders such as how to recognize stakeholders’ weight, and
how to identify internal or external stakeholders. In the strategic management field,
finally, Talwanese companies may pay more attention to promote effective strategic
management by means of evaluation of employee and customer satisfaction, and
stakeholders’ performance evaluation in the future.

Table 10.27 Spearman rank correlation coefficient to test employee and customer satisfaction,
and stakeholders’ performance

Variables Sample Mean Spearman rank
correlation coefficient
and p value
Employee satisfaction 4 ESA=0.52 CSA
(ESA) and customer CSA=0.37 ESA 1
satisfaction (CSA) 0.0001 (***)
ESA and stakeholders’ 4 ESA=0.52 SP
performance (SP) SP=0.65 EAS 1
0.088 (*)
CSA and SP 4 CSA=0.37 SP
SP=0.65 CSA 0.8
0.133

(Note: * one-tailed test, p<0.10; ** one-tailed test, p<0.05; *** one-tailed test, p<0.001)

10.4.3 Evaluation of Corporate Social Issues, Stakeholders’ Expectations and

Stakeholders’ Performance

The result of case study investigation from the four companies was an evaluation of
their fulfilment of corporate social issues (CSI) and stakeholders’ expectations (SE)
for stakeholders’ performance (SP). These will be explained as follows.

(1) Explanation of corporate social issues and stakeholders’ expectations

Based on the literature review in Chapter 5, the stakeholders’ expectation and
corporate socia issues matrix are combined to evaluate the stakeholders’ performance

with regard to each key stakeholder and for each corporate socia issue.
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Senior managers are asked to evaluate the organization’s current implementation

for each corporate social issue using five linguistic variables: very poor (VP), poor (P),

moderate (M), good (G) and very good (VG), and to measure the fulfilment of

stakeholders’ expectations by five linguistic variables: unrelated (UNR), poor (P),

moderate (M), good (G) and very good (VG). After completing these entries, senior

managers would have a more comprehensive picture of how the company meets the

different socia demands made by its stakeholders. Moreover, the combined total of all

the evauations on the different issues gives an indicator of how well the company is

dealing with the socia issuesit faces. This evaluation includes four phases. First of all,

every senior manager is asked to assign a set of ratings from 0O to 100.

Then, three senior managers from every company have to apply the five

linguistic variables to fill in the survey table of corporate socia issues and

stakeholders’ expectations, as shown in Appendix L. Third, TFN are used to measure

the survey data and COA is used to calculate defuzzication and further obtain

evauations of individual socia issues, and individual implementation in fulfilling

stakeholders’ expectations. Finally, stakeholders’ expectations and corporate social

issues are combined to measure stakeholders’ performance with fuzzy if-then rules.

(2) Stakeholders’ performance evaluation with fuzzy if-then rules

The terms of five linguistic variables for two inputs. corporate socia issues and
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stakeholders’ expectations have been mentioned above, and one output: stakeholders’

performance by the same membership functions, as shown in Figure 10.17.

H(CS) or p(SE) OF g (SP)
Very poor or  Poor Moderate Good  Very good
Un-related Poor Moderate Good Very good
1
Corporate social issues and
stakeholders’ expectations or
0 6 24 54 82 96 100 Stakeholders’ performance

Figure 10.17 The membership function of the input, corporate socia issues and
stakeholders’ expectations and output stakeholders’ performance
(Source: From Appendix M)

The decision table of stakeholders’ performance is shown in Table 10.28. The if-then
rules for stakeholders’ performance are designed to produce a consequence (5x5=25),
different outputs as shown in Table 10.29. In turn, COA is used to identify the
degree of strengths or weaknesses of individual corporate socia issues and
stakeholders’ expectations with formula (4.6) and Figure 10.17. Findly, if-then rules

follow Mamdani and Assilian’s (1975) method and COA is used for defuzzication to

produce stakeholders’ performance with membership function g, (SP) .

Table 10.28 Decision table: If-then rules for stakeholders’ performance

Stakeholders’ Corporate social issues
performance VP P M G VG
Stakeholders” | UNR VP VP P M M
expectations P VP P P M M
M P P M G G
G M M G G VG
VG M M G VG VG
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Table 10.29 Twenty-five if-then rules for stakeholders’ performance

Rules If: Condition Then
Stakeholders’ Corporate social Operator A (min) Stakeholders’ performance
expectations issues Operator v (max)

Rule 1 VG VG Min{VG VG}=VG1l

Rule 2 VG G Min{VG G}=VG2 Max{VG1, VG2, VG3}=VG

Rule 3 G VG Min{G VG}=VG3

Rule4 M VG Min{M, VG}=G1

Rule5 G G Min{G G}=G2

Rule 6 VG M Min{VG M}=G3 Max{GL1, G2, G3, G4, G5} =G

Rule7 M G Min{M, G} =G4

Rule 8 G M Min{G M}=G5

Rule 9 P VG Min{P, VG}=M1

Rule 10 P G Min{P, G}=M2

Rule 11 M M Min{M, M}=M3

Rule 12 VG P Min{VG, P}=M4 Max{M1, M2, M3, M4,M5, M6,

Rule13 P VG Min{P, VG}=M5 M7, M8, M9}=M

Rule 14 UNR VG Min{ UNR, VG}=M6

Rule 15 UNR G Min{UNR, G}=M7

Rule 16 VG VP Min{VG VP}=M8

Rule 17 G VP Min{G VP}=M9

Rule 18 VP M Min{ VP, M}=P1

Rule 19 P M Min{P M}=P2

Rule 20 M P Min{M, P}=P3 Max{P1, P2, P3, P4, P5}=P

Rule 21 P VP Min{ P, VP}=P4

Rule 22 P P Min{ P, P}=P5

Rule 23 UNR P Min{UNR, P}=VP1

Rule 24 P VP Min{ P, VP}=VP2 Max{VP1, VP2, VP3}=VP

Rule 25 UNR VP Min{UNR, VP}=VP3

(3) Result of corporate socia issues, stakeholders’ expectations and stakeholders’
performance

Company A1

In respect of social issues, company Al scored better on co-opetition (good to the

degree 0.64 and very good to the degree 0.36) than on the other social issues.

However, the personnel system, obtained with a rating of “moderate to the degree

0.31 good to the degree 0.69,” was rated significantly lower. This is reflected in its

high employee turnover, about 0.048/year. Company Al seems to be effective in its

treatment of the co-opetition issue. In particular, qualitative analysis found that it

adopted the idea of “just in time” to cooperate with its stakeholders and emphasized

Buddhist ideas “Give first then gain” for pursuing a win-win objective. Management

of stakeholders’ expectations was “good to the degree 0.88 and very good to the
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degree 0.12.” Suppliers were “good to the degree 0.71 and very good to the degree

0.29.” And customers were “good to the degree 0.92 and very good to the degree

0.08.” The company seems to be effective in the treatment of management, suppliers

and customers’ expectations because from the qualitative data analysis obtained that

lean management is an interdependence system for boosting competitive advantage in

organizations. However, treatment of government, which obtained “moderate to the

degree 0.67 and good to the degree 0.33,” was rated lower, suggesting a need for

improvement in this area, as shown in Table 10.30

Table 10.30 Stakeholders’ performance for company A1l

Ratings of stakeholders’ expectations

Resource-based

Industry structure

Social political arena

Corporate social
issuesitems

SIPIORIRUS

sefojdwg
slwosn)

sio1ddns
sloledwo)

Wewelbeue N

JUBLUUIOAOD
S3IUNWILIOD
[ed07]

Ratings of corporate social
issues

Economics
G0.91;,vG 0.09
—0.787

Environment
G0.08; VG 0.92
—0.787

Discrimination
M 0.26; G0.74
—0.677

Personnel
M 0.31; G0.69
—0.666

Products
G1.0
—0.773

Community
involvement
M 0.18; G0.82
—0.697

Co-opetition
G 0.64; VG 0.36
—0.818

M —0.03 (area=0.4046)
S —0.97 (area=21.000957)
COA=0.768

M —0.029 (area=1.657785)
S—0.971 (area=20.9765)
COA=0.755

M —0.3
(area=14.805)
G—0.7
(area=19.075)
COA=0.668

M 0.07; G0.93
—0.735

Individual
stakeholders’
expectations

G10

—0.773

M 0.14
G0.86
—0.708

G0.92

—0.787

VG 0.08

GO0.71;
VGO0.29
—0.811

M 0.29
G071
—0.670

G 0.88;
VG
0.12

M 0.67,
G0.33
—0.603

M 0.04,
G0.96
—0.749

—0.791

Stakeholders’
Performance was
M 0.07; G0.9
—0.7349

Stakeholders’
expectations

M 0.1, G0.9 -»0.723

(Note: -G 0.9 represents good to the degree 0.9)
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Company A2

In regard to socia issues, company A2 scored well on economics, obtaining “good to
the degree 0.67 and very good to the degree 0.33,” as shown in Table 10.31. In
contrast, community involvement was “poor to the degree 0.5 and moderate to the
degree 0.5,” and the personnel system was “moderate to the degree 0.49 and good to
the degree 0.51,” which need to improve. Obviously, the company neglected

community involvement, and needs to improve training and education of personnel.

Table 10.31 Stakeholders’ performance for company A2

Ratings of stakeholders’ expectations
Resource-based Industry structure Socia political arena
Corporate social Ratings of corporate social
issues items % ) g _%’ g § @ g 5 |issues
g | 3 S T |2 & g | 38
o < @ Q > c
o ﬁ z 7 Z 2 3 =1
@ b g g >
» = - B
Economics
G0.67;VvG0.33
—0.815
Environment
M 0.13;G 0.87
—0.712
Discrimination
M 0.01;G 0.99
—0.767
Personndl M —0.31 (area=15.2055) |M —0.24 (area=12.252) |M —0.4 M 0.32; G 0.68
M 049; G051 |G—0.69 (area=18.9543) |G —0.76 (area=19.7828) |(area=18.58) — 0.664
50,635 COA=0.666 COA=0.681 G —0.6
Products (area=17.61)
M 0.01; G 0.99 COA=0.650
—0.767
Community
involvement
P0.5; M 0.5
—0.418
Co-opetition
M 0.24; G0.76
—0.681
Individual M 0.39; | M 0.42; | M 0.07; | M 0.31; M 0.17;|M 0.35;| M 0.37; | M 0.43; |Stakeholders’
stakeholders’ G061 | G058 | G093 | G069 |G0.83|G0.65| G0.63 | G057 |performancewas
expectations —0.652 |—0.647 |—>0.735 [—>0.666 |—0.699|—0.659|—>0.655 |—0.645 (M 0.31; G0.68
Stakeholders’ M 0.31; G 0.69 — 0.667 — 0.6659
expectations

(Note: —»P 0.5 represents poor to the degree 0.5)

Local communities, employees of stakeholders’ expectations were “moderate to

the degree 0.43 and good to the degree 0.57,” and “moderate to the degree 0.42 and
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good to the degree 0.58,” respectively. Thus, company A2 needed to improve its

performance in fulfilling local communities’ and employees’ expectations.

Company A3

There were significant corporate social issues in environment, rated “good to the

degree 0.02 and very good to the degree 0.98,” as shown in Table 10.32 because the

company is a service firm, so it is easy to control environmental influence and the

leaders have a good idea about environmental protection.

Table 10.32 Stakeholders’ performance for company A3

Ratings of stakeholders’ expectations

Resource-based

Industry structure

Socia political arena

Corporate social
issuesitems

siewomsn)

Siopjoypreys
sefojdwg

sio1ddns
sloledwo)

Wewelbeue N

JUBWIUIBAOD
S 11IUNWILIOD
[e20]

Ratings of corporate social
issues

Economics
M 0.19; G0.81
—0.694

Environment
G0.02; VG 0.98
—0.953

Discrimination
M 0.03; G0.97
—0.761

Personnel
M 0.22; G0.78
—0.686

Products
G0.88; VG 0.12
—0.791

Community
involvement
M 0.52; G 0.48
—0.631

Co-opetition
M 0.52; G 0.48
—0.631

M —0.11 (area=6.028)
G —0.89 (area=20.7548)
COA=0.719

M —0.1 (area=5.5)
G —0.9 (area=20.88)
COA=0.723

M —0.1 (area=5.5)
G—0.9
(area=20.88)
COA=0.723

M 0.14; G 0.86
—0.707

Individual
stakeholders’
expectations

M 0.15;
G0.85
—0.708

M 0.46; G 0.67;
G0.54

—0.640

VGO0.33
—0.815

M 0.04;
G0.96
—0.479

M 0.18;
G0.82

G10

—0.697|—-0.773

M 0.03;
G0.97
—0.761

M 0.19;
G081
—0.694

Stakeholders’
Performance was
M 0.11; G 0.86

Stakeholders’
expectations

M 0.11; G 0.89 — 0.719.

—0.7186

Conversely, there were two social issues on which more awareness is needed, because

community involvement was “moderate to the degree 0.52 and good to the degree
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0.48” and co-opetition was “moderate to the degree 0.52 and good to the degree

0.48.” Therefore, small to medium sized service firms, in particular, have to pay

attention to cooperating with suppliers and customers to boost their competitive

advantage and they also should be involved in community activities.

In terms of stakeholders’ expectations, customers obtained “good to the degree

0.67 and very good to the degree 0.33,” suggesting they were better treated than

others. From interviews data revealed that company A3 provided a custom-made

service so that it got customers’ expectation better. This company needed to be more

aware of shareholders (“moderate to the degree 0.46 and good to the degree 0.54”).

Company A4

Company A4 had significant corporate social issues in products, with “good to the

degree 0.57 and very good to the degree 0.43,” as shown in Table 10.33. The

president of the company mentioned that the company aways provides on time

delivery of goods and maintains good product quality to customers. However,

community involvement, moderate to the degree 0.75 and good to the degree 0.25,

needed to improve in the company.

In regard to stakeholders’ expectations in company A4, customers, with “good to

the degree 0.69 and very good to the degree 0.31,” were in the best position because it

could cater for the main customers’ needs. However, it is worth noting that
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performance in relation to shareholders was rated “moderate to the degree 0.49 and
good to the degree 0.51” and in relation to local communities was “moderate to the
degree 0.65 and good to the degree 0.35.” The company perhaps needed to improve
its strategy-making in fulfilling these stakeholders’ expectations, in particular, in the

shareholders’ and local communities’ areas.

Table 10.33 Stakeholders’ performance for company A4

Ratings of stakeholders’ expectations
Resource-based Industry structure Socia political arena
Corporate social Ratings of corporate social
issuesitems issues

sefojdwg
slowosn)
sio1ddns
sloledwo)
Wewelbeue N
JUBSWIUIBAOD
S9 I1UNWIWIOD
[e207]

SIPIORIRUS

Economics
G0.86; VG 0.14
—0.793
Environment
M 0.04; G 0.96
—0.749
Discrimination
M 0.15; G 0.85
—0.708

Personnel B B _
M 007 G093 |M —0.17 (area=9.027) M —0.15 (area=8.04) M —0.55 M 0.12; G 0.88

0735 G —0.83 (area=20.3682) |G —0.85 (area=20.57) (area=23.1) 0715

Products COA=0.699 COA=0.706 G —0.45

_ (area=14.56)
G0.57;,vG 043 COA=0.626

—0.826
Community
involvement

M 0.75; G0.25
—0.594
Co-opetition
M 0.15; G 0.85
—0.708
Individual M 0.49; IM0.1; |GO0.69; |M0.08; |M 0.22;|M 0.24;|M 0.45; |M 0.65; |[Stakeholders’
stakeholders’ G051 |G09 ([VG031|G0.92 |[G0.78 |G0.76 |G0.55 |G0.35 |Peformancewas
expectations —0.635 |—0.723 |—>0.813 (-0.731 |—0.686|—0.681|—0.642 |—0.611 (M 0.12; G0.74

Stakeholders’ M 0.26; G 0.74 — 0.677 - 0.7129
expectations

According to Table 10.30, stakeholders’ expectations were “moderate to the
degree 0.1 and good to the degree 0.9”’; corporate social issues were “moderate to the
degree 0.07 and good to the degree 0.93.” Furthermore, based on if-then rules (see

Table 10.29) for stakeholders’ performance from Table 10.34, this research
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ascertained that company Al was G=0.9, G=0.1, G=0.07, and M=0.07 with operation

min. In turn, to aggregate the control output presented M=0.07, G=0.9 with operation

max. Defuzzification with COA, the stakeholders’ performance for company Al was

0.735. Similarly, for company A2, four rules were calculated G=0.68, G=0.31,

G=0.32, and M=0.31 and aggregate the control output presented M=0.31 and G=0.68,

then stakeholders’ performance was 0.666. In turn, stakeholders’ performance for

companies A3 and A4 were 0.719 and 0.713, respectively.

Table 10.34 The degree of the truth of the “if”” parts for companies A1-A4

Company Al
Rule 5: Min(SE=0.9, CSI=0.93)=G=0.9 Max{0.9, 0.1, 0.07}=G=0.9
Rule 7: Min(SE=0.1, CSI=0.93)=G=0.1
Rule 8: Min(SE=0.9, CSI=0.07)=G=0.07
Rule 11: Min(SE=0.1, CSI=0.07)=M=0.07 Max{0.07} =M=0.07
0.533x 3.9165+ 0.773x 20.79
Stakeholders’ performance= =0.735
3.9165+ 20.79
Company A2
Rule 5: Min(SE=0.69, CSI=0.68)=G=0.68
Rule 7: Min(SE=0.31, CSI=0.68)=G=0.31 Max{0.68, 0.31, 0.32} =G=0.68
Rule 8: Min(SE=0.69, CSI=0.32)=G=0.32
Rule 11: Min(SE=0.31, CSI=0.32)=M=0.31 Max{0.31} =M=0.31
0.533x15.19 + 0.773x 18.8632
Stakeholders’ performance= = 0.666
15.19+18.8632
Company A3
Rule 5: Min(SE=0.89, CSI=0.86)=G=0.86
Rule 7: Min(SE=0.11, CSI=0.86)=G=0.11 Max{0.86, 0.11, 0.14} =G=0.86
Rule 8: Min(SE=0.89, CSI=0.14)=G=0.14
Rule 11: Min(SE=0.11, CS|=0.14)=M=0.11 Max{0.11}=M=0.11
0.533x 6.0288+ 0.773x 20.5798
Stakeholders’ performance= =0.719
6.028 + 20.5798
Company A4
Rule 5: Min(SE=0.74, CSI=0.88)=G=0.74
Rule 7: Min(SE=0.26, CSI=0.88)=G=0.26 Max{0.74, 0.26, 0.12} =G=0.74
Rule 8: Min(SE=0.74, CSI=0.12)=G=0.12
Rule 11: Min(SE=0.26, CSI=0.12)=M=0.12 Max{0.12} =M=0.12
0.533x 6.54+ 0.773x19.5878
Stakeholders’ performance= =0.713
6.54+19.5878

In short, this research found that company Al had the best stakeholders’
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performance “Resource-based= 0.768, industry structure= 0.735 and socia political

arena= 0.668 — 0.735,” locating it in first place. The stakeholders’ performance for

company A3 was “Resource-based= 0.719, industry structure= 0.723 and socia

political arena= 0.723 — 0.719,” placing it second. The stakeholders’ performance

for company A4 was “Resource-based= 0.699, industry structure= 0.706 and socia

political arena= 0.626 — 0.713.” The lowest rank was company A2 with

“Resource-based= 0.666, industry structure= 0.681 and socia political arena= 0.650

— 0.666,” as shown in Table 10.35.

Moreover, from the measurement of employee satisfaction and customer

satisfaction, this research found that companies Al- A4 are better resource-based

yielding better employee and customer satisfaction. The rating level of the industry

structure is a'so consistent with the audit of the ethical view; namely, a better industry

structure rating level yields a better ethical view that is companies A1-A4 obtained

industry structure as 0.735, 0.681, 0.723 and 0.706; ethical view as 0.787, 0.691,

0.787, and 0.773, respectively. Therefore, the quantitative analysis is consistent in

comparison with qualitative analysis.

Table 10.35 Strategic management links to stakeholders’ performance for companiesA1-A4

Strategy formulation and Strategic Stakeholder groups Stakeholders’
implementation management performance
Company | Strategy Strategy with Resource | Industry | Socid
formulation | implementation | Ssix-views -based structure | political
arena
Al 0.872 0.773 0.823 0.768 0.735 0.668 0.735
A2 0.840 0.684 0.800 0.666 0.681 0.650 0.666
A3 0.818 0.709 0.768 0.719 0.723 0.723 0.719
A4 0.799 0.677 0.723 0.699 0.706 0.626 0.713
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10.4.4 Strategic Management Links to Stakeholders’ Performance

Table 10.35 showed that strategic management for companies A1-A4 were 0.823,

0.800, 0.768, and 0.723, respectively. Stakeholders’ performances of companies

A1-A4 were 0.735, 0.666, 0.719 and 0.713, respectively. The results disclosed, in

terms of characteristics of industry, was consistent with a positive tendency between

strategic management and stakeholders’ performance as manufacturing industries

companies A1-A2, and service firms companies A3-A4. In addition, it is worth noting

that companies A1, A2 and A4 did not conduct an ideal socia political arena of

stakeholders’ groups compared with company A3 in line with a strong level of

EV=0.787. This is in line with Smith’s assertion of business leaders’ claims in the

U.K., “balance and trade off the competing claims of customers, suppliers, employees,

investors and the communities within which it operates” (2003, 71). Therefore,

Taiwanese companies should be concerned with stakeholders’ cooperation

relationships and corporate social responsibility for promoting strategic management

successfully.

From the result of questionnaire and interviews, the stakeholders’ performance is

in line with the six-views. This is a rather interesting issue that it will be explored in

the next section.
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10.5 Practicing the Six-views Model in Four Taiwanese Companies

This section tries to explore companies A1-A4, to show their historic practicing
activities and how company strategy can be rechecked by the six-views model. In turn,
conclusions drawn from the foregoing discussion are presented.

In 1989, the president of company A1l was replaced in order to build a new
leadership style which was conducive to competitive advantage in the auto parts
industry. Company A1 adopted a cost focus strategy for surviva first, then in 1991,
the company used a development strategy of diversification while the six-views
attained a strong level. The company organized a strong planning board which
decided to focus on a single product, “auto lighting”, as a planning view, and further
proposed an efficient supply chain strategy, namely launching just in time
management (JIT) to reduce cost for customers’ need. Company Al, therefore, had a
higher growth of sales in auto parts (Ho, 2000). In Figure 10.18, company Al had a
very strong planning board and 9 functional boards with vxPLV=0.872, so the
company proposed projects of an integration strategy to cooperate with its suppliers,
customers and competitors. It further aimed to create a short-cut channel to contact
customers direct and to create good relationships. Clearly, company Al adopted a

planning view in setting strategy.

386



FLOWRESand FRUITS:
Stakeholders’ performance (0.7349)
Customer satisfaction (0.61)
Employee satisfaction (0.72)

STEMS:
Five-forces— H
PLC — maturity and
decline
Supply chain operation
— efficient strategy

Very weak (0-0.2)

Wesk (0.1 -0.4)

Moderate (0.3 -0.7)

Strong (0.6 -0.9)

CV(0.76); EV(0.787); V(0.715)
Yxfive-views(0.773);

S 1 O O d

Very strong (0.8 -1.0)

HPLV(0.872) LLV(0.855); LV(0.855)

Combining strategic
formulation and
implementation

Strategic management with
Y six-views (0.823 — strong )
Devel opment strategy

Figure 10.18 Practicing the six-views model in company Al

However, based on the President’s words, the integrated five-views, in particular the
political view for implementation should be improved for successful strategic
management. President Ho (2000) indicated that the company was moving towards
reinforcing leaders’ leadership style, organizational culture, learning and innovative

concepts and trust with stakeholders as an integrated, developing, strategy to achieve

astrategic aliance with suppliers, customers and competitors.

From the results of interviews in company A2, it highlighted the R&D team and
learning activity for strategy in line with a strong level of LV=0.832. The company,
therefore, adopted a cost |eadership strategy by professional production. Furthermore,

the chairman of company A2 pointed out that focus on a developing strategy with
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% six-views=0.800 may be a suitable adaptive direction in the future. But based on

the roots theory, the company needed to reinforce four views (LLV=0.699, CV=0.608,

PV=0.668, and, EV=0.691) to reinforce the implementation, as shown in Figure

10.19.
FLOWRESand FRUITS:
Stakeholders’ performance (0.666)
Customer satisfaction -
Employee satisfaction (0.19)
STEMS:
Five-forces—> M
PLC — growth
Supply chain operation
— responsive and
efficient strategy
Very weak (0-0.2)
D ["Weak (0.1-0.4)
O [Moderate (0.3-0.7) CV(0.608)
o Strong (0.6 -0.9) PLV(0.840) LV(0.832); LLV(0.699);
4 PV (0.668);
EV/(0.691);Ykfive-views(0.684);
» [ Very strong (0.8-1.0) Y¢PLV(0.840)
Combining strategic Strategic management with
formulation and % six-views (0.800 — strong)
implementation Devel opment strategy

Figure 10.19 Practicing the six-views model in company A2

According to the roots theory, company A2 may use a responsive and efficient

strategy to achieve a competitive advantage when competitors are very few and the

company’s product - flexible printed circuit board - isin the growth stage, with more

than 20% growth each year. As the chairman of company A2 mentioned, the company

adopted a low cost and delivery strategy by means of cooperative relationships along

the supply chain for the company’s development. According to company A2, it did not

collect the customer complaints’ compensation rate, therefore, customer satisfaction

could not be evaluated.
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Company A3 was a small to medium sized service firm. The six-views was

categorized as towards strong with sk six-views=0.768 in Figure 10.20. For building a

market niche, company A3 enhanced its professional product service from 36.9% to

67.0%. This indicated that the company highlighted a differentiation-focused strategy

for survival first and in turn there was a vertical integration with suppliers and

customers for development.

FLOWRESand FRUITS:

Stakeholders’ performance (0.719)
Customer satisfaction (0.38)

Employee satisfaction (0.5)

STEMS:
Five-forces— H
PLC — maturity and

decline

Supply chain operation

—efficient and

innovative strategy
Very weak (0-0.2)
Wesak (0.1 -0.4)
Moderate (0.3 -0.7) CV(0.64)
Strong (0.6 -0.9) Y<PLV(0.818) LV(0.81); EV(0.787);

LLV(0.715);
Yxfive-views(0.709); PV (0.657)

S 1 O O d

Very strong (0.8 -1.0)

Combining strategic Strategic management with
formulation and % six-views (0.768 — strong)
implementation Devel opment strategy

Figure 10.20 Practicing the six-views model in company A3

The fastener industry is a mature industry and is at a decline stage of PLC in

Taiwan. So company A3 adopted an efficient supply chain operation strategy to

reduce cost, and used cooperation of the supply chain and suppliers’ commitment to

achieve innovation activities. During the survival phase, the chairman expounded the

values of the company in seven points. customers are the most valuable asset, people
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make the organization, long-term growth, commitment to quality, innovative and

aggressive leadership, safety is priority, and suppliers are important to our success.

Furthermore, company A3 had seven expectations of suppliers, which included

complying with the law, treating its people with respect, addressing issues before they

become a problem, committing to high quality and low cost, long-term focus,

committing to innovation, and integrity and honesty. From the chairman’s words, this

research recognized that people were an essential factor for the company’s success.

Moreover, he emphasized that the strategy-making process should be based more on

experience and intuition than planning, but PLV=0.818 belonged to a strong level.

The company now focuses on a vertical integration strategy which tries to create a

competitive advantage by means of cooperation of the supply chain operation. In fact,

those ideas imply that a company should pay attention to implementation

(fiveviews), such as effective inter-organization and intra-organization

communication, cultural cohesion, and leadership style for effective strategic

management.

The company A4 was a new service firm which acted as a branch of

Uni-President Enterprises Cop., as a bridge to deliver suppliers’ products to customers.

Company A4, had a strong level in the six-views six-views=0.723, as shown in

Figure 10.21.
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FLOWRESand FRUITS:
Stakeholders’ performance (0.713)
Customer satisfaction (0.5)
Employee satisfaction (0.68)

STEMS:
Five-forces—> M
PLC — growth
Supply chain operation
—efficient and
responsive strategy
Very weak (0-0.2)
Py}
Weak (0.1 -0.4)
o
Moderate (0.3-0.7) CV(0.570); PV(0.603);
o
- Strong (0.6 -0.9) Y¢PLV(0.799) LV(0.761); EV(0.773);
n LLV(0.787);
Yxfive-views(0.677)
Very strong (0.8 -1.0)
Combining strategic Strategic management with
formulation and % six-views (0.723 — strong)
implementation Development strategy

Figure 10.21 Practicing the six-views model in company A4

Basically, the company emphasized that strategy was a set of the planning and logic

and language view by wide communication. According to the integrated five-views it

was weaker than the planning view, therefore, company A4 has to reinforce the

integrated five-views for promoting strategy implementation, for example, cultivating

organizational culture with Lao-Tzu’s ideas to implement ethical discipline. This

research believes that the company can achieve its mission of moving from the third

rank up to the first rank in the delivery service industry by means of reinforcing the

integrated five-views in organizations.

From the above results, this thesis found that four companies emphasized the

strategy formulation with the planning view, but they seemed to neglect the integrated

five-views to promote implementation, while their employee satisfaction, customer
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satisfaction, and stakeholders’ performance gained a moderate level. In fact, there are

some different characteristics between manufacturing industries and service firms.

Thus, this thesis compared manufacturing industries, company A1 with company A2

which found strong six-views leading to employee satisfaction and better

stakeholders’ performance . On the other hand, comparing service firms with

companies A3 and A4, found that the strengths or weaknesses of six-views were

consistent with stakeholders’ performance, but six-views with employee satisfaction

and customer satisfaction were inconsistent. Therefore, this thesis suggests that

academia and management practicing the six-views model appropriately may focus on

one industry.

Moreover, cross comparison with qualitative data analysis found that company

A1 conducts a more complete strategic planning move including Five-forces analysis

and SWOT for adjusting strategic direction, using PDCA to implement strategic

planning, cultivating organizational culture with Buddhism, emphasizing JIT with

interdependence relationships in supply chain, and linking corporate strategy to

operation with policy management and integrated communication. Therefore,

company A1l has better employee satisfaction, customer satisfaction and stakeholders’

performance than the other three companies. In others words, the results from

guantitative analysisis consistent with qualitative analysis.

392



10.6 Limitations of the Six-views M od€

It is necessary to consider some possible limitations when companies practice the

six-views model in organizations. This research explains them as follows.

(1) The limitation of concepts

First, an organization should be aware that creating a planning unit is a starting point

for integrating the six-views in strategic management. This research hopes that the

planning unit of an organization can manage the strategy-making process by

combining the integrated five-views for promoting strategy formulation and

implementation. Second, the leader’s strategy ideas play an essential role to support

the practice of the six-views in strategic management, especially small to medium

sized enterprises, which lack awareness of how to build strategic direction in the

future. Third, most companies are concerned about short-term profits, but they often

ignore long-term indicators, such as employees’ learning, coherent culture of

organization, effective communication with employees and stakeholders, ethical

behaviour responsibilities, and strategic direction in the future. Fourth, leaders have

different awareness about the stakeholders’ boundary and the company’s boundary.

This lack of holistic awareness will lead to significant differences in the

strategy-making process. Finally, corporate social responsibilities are not confined to
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narrow obligations, such as shareholders’ benefits, but also include wide obligations,
such as customers’ benefits, stakeholders’ expectations and ethical issues.

(2) Recognition limitation of applying the tool

This research applies some ideas of fuzzy logic, such as triangular fuzzy numbers,
fuzzy if-then rules to tackle issues of strategic management. It is necessary for
Taiwanese companies to know how to build triangular fuzzy numbers by membership
function and how to create if-then rules.

(3) Limitation of data collecting

In this research, quantitative proxies were applied for qualitative evaluation indicators.
Therefore, Taiwanese companies need to collect the related data in order to practice

easily on performance measurement.

10.7 Conclusion

This chapter practiced the six-views model which provides an essential framework
and useful instruments for closing strategy formulation and implementation. The
integration of the six-views is a basic foundation in organizations which enriches
recognition of the entire spectrum of strategy-making activities. Audit of combining

the six-views identifies the organizational roots for organizational survival and
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development, further combined foresight of the organization and strategic thinking to

meet a competitive environment. Moreover, using the Spearman rank correlation

coefficient tests any two variables for employee and customer satisfaction indicators,

and stakeholders’ performance discovered that there was significant direct correlation

between employee productivity and employee suggestions in companies A1, A2 and

A4. There was significant inverse correlation between employee productivity and

employee turnover in companies A1 and A4. Customer satisfaction, customer

retention rate and customer complaints’ compensation rate (or customer complaints)

were inversely correlated in four companies. Therefore, the indicators of customer

satisfaction adopted two variables including the customer retention rate and customer

complaints’ compensation rate (or customer complaints). In turn, employee

satisfaction and customer satisfaction were directly correlated while employee

satisfaction and stakeholders’ performance were directly correlated. However,

customer satisfaction and stakeholders’ performance did not have significant direct

correlation. This may inform us that stakeholders’ performance is a complex issue in

organizations so that it may provide a new research direction for later research.

In order to assess the model’s feasibility, this research not only includes a

theoretical exploration, but also a practical validation through four Taiwanese

companies. It revealed that the four Taiwanese companies were amost toward the
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planning view to formulate strategy-making. In fact, successful strategic management
should combine strategy formulation and implementation as in the six-views.
Therefore, the six-views model can be used to complement the deficiency of the

planning view and promote effective strategic management.

396



CHAPTER 11: CONCLUSION

11.1 Introduction

The purpose of this thesis was to surface the main issues of strategic management in
line with defects of strategy implementation in the planning view and to propose a
pluralistic six-views model for achieving the four original objectives, as explained in
Chapter 1. This chapter provides a summary and draws implications from the research
in three sections. The first shows how the model was carried out in Taiwanese
companies. Second, the contributions of this research are described. Finaly, future

research and recommendations are revea ed.

11.2 Summary of the Thesis

This thesis contained an exploratory study of the six-views in strategic management
and presented a six-views model to complement insufficiencies of the planning view
for combining strategy formulation and implementation to further enhance
organizational performance in Taiwanese company. This research found that
successful strategic management not only emphasizes the planning view but aso

reinforces the integrated five-views. In terms of theory, in revisiting the six
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insufficiencies of the planning view, as mentioned in Chapterl, this research tackled

these questions by a six-views model, more detail s explained as follows:

(@ Strategy is implemented by means of people, whose behaviour cannot be

determined by a plan. Based on the above reasoning, the strategy-making process

should combine the integrated five-views by expanding value, from shareholders’

profits, customers’ value to stakeholders’ expectations, adjusting relationships, from

competitive relationships, cooperation relationships to corporate socia responsibility,

and proactive dynamic environmental change from static planning objectives to

emerge innovative capability with knowledge-based economy by means of organic

thinking highlighting people-dependence to enhance strategy implementation.

(b) Strategy needs wide communication in an organization. This thesis proposes a

logic and language view with integrated communication and fuzzy thinking to

breakthrough the organizational boundary for promoting stakeholders’ cooperation.

(c) Strategy formulation is separated from implementation. This thesis emphasizes

that strategy formulation with the planning view combines strategy implementation

with the integrated fiveviews by fuzzy logic. Strategy formulation and

implementation should not be separated from each other.

(d) The strategic planning process may contribute to only part of the organization.

There are some strategic scholars, for example Ansoff (1994), Grant (2003), Harreld
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et al. (2007) and Cummings and Dallenbach (2009), who point out that strategic

planning has transformed to several forms for proactive environmental change. Thus,

this research proposes a pluraistic approach by extending the theory of the planning

view.

(e) Planning neglects the dynamic environment and interactive influence rel ationships.

This thesis proposes the learning view for advancing knowledge to boost the

innovative capability and Lao-Tzu’s ethical ideas to build stakeholders’ positive

relationships, and further create corporate reputation.

(f) Performance measurement neglects qualitative data such as employee satisfaction,

customer satisfaction and stakeholders’ performance (Kaplan and Norton, 2004). This

thesis applies quantitative proxies for qualitative measurement for employee

satisfaction, customer satisfaction, and stakeholders’ performance by fuzzy if-then

rules. It helps senior managers to recognize more about employee satisfaction,

customer satisfaction, and corporate socia issues to meet stakeholders’ expectations

in Talwanese companies.

From the case study, it reveas that the six-views model can explain the

phenomenon of strategic management for four Taiwanese companies such as the

companies were amost moving toward the planning view to formulate

strategy-making, but committed to strategy implementation. Therefore, there is a gap
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existing between strategy formulation and implementation. To close the gap, this

research provides an improvement approach with a robust planning view combining

the integrated five-views for promoting strategy implementation and boosting

organizational performance.

11.3 Main Contributions

Based on discussion of processes and objectives in this research, the following

contributions are made in thisthesis.

Contribution 1: Closing the gap between strategy formulation and implementation

From the survey, this research found that strategic planning for formulation is till a

mainstream for the strategy-making process in Taiwanese companies, but it lacks the

strategy implementation for improving effective strategic management in

organizations. Taiwanese companies, therefore, have to combine a production-based

economy of planning view with scientific thinking, which emphasies people’s

efficiency and a knowledge-based economy of the integrated five-views with organic

thinking, which emphasies people’s interaction to share, create, and accumulate

knowledge for promoting strategic management. Besides a robust strategic planning

move, companies have to consider the following activities:
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1. Solving problems with people’s dialogue and fuzzy thinking;

2. Learning and accumulating experience, know-how and skills to share people in the

workplace;

3. Cohering people’s beliefs and values to build people’s trust and commitment

behaviours;

4. Negotiating people’s conflicts and facilitating people’s centripetal force by

leadership;

5. Emphasizing corporate social responsibility, especially, stakeholder management.

Essentially, this research provides some feasible improvements for the six-views,

from a basic level upgrade to a strong level for reinforcing organizational foundation

for closing the gap between strategy formulation and implementation in the following

rules:

Rule 1: A robust strategic planning move consists of recognizing the competitive

environment, identifying the company’s crucial issues, evaluating

implementation capability within the company, exploring the stakeholders’

expectations for upholding of stakeholders, balancing short-run and

long-run objectives in the company, modifying the strategic planning move

in a dynamic complex environment by constant learning disciplines.

Rule 2: Reinforcing the logic and language view from the basic level, upward and
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downward communication, lateral communication in the moderate level, to

the strongest level, integrated communication.

Rule 3: Reinforcing the learning view from the basic level, single-loop, double-loop

in the moderate level, to the strongest level, triple-loop.

Rule 4: Reinforcing the cultural view from the basic level artefacts and etiquette,

behaviour and actions in the moderate level, to the strongest level, core value.

Rule 5: Reinforcing the political view from the basic level, foundation compliance,

and power sharing in the moderate level, to the strongest level, power

distribution.

Rule 6: Reinforcing the ethical view from the basic level, right, justice in the

moderate level, to the strongest level, utilitarianism.

Contribution 2: Appling Chinese philosophy discipline: Lao-Tzu’s idea in strategic

management

The fieldwork survey revealed that the majority of Taiwanese companies believe in

Lao-Tzu’s ethical ideas: “put yourself in others’ place” and “be selfless”, which can

improve stakeholders’ relationships, expectations, and corporate reputation.

Taiwanese companies can fulfil stakeholders’ expectations which are designed in the

supply chain operation, for example, customers’ value propositions, peoples’ image,

and co-opetition as Porter and Kramer (2006) mention perceiving socia responsibility
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as building shared value rather than as damage control or as a public relations

campaign will require dramatically different thinking in business. Conversely, some

Chinese companies provided tainted milk powder, fake medicines, poisoned

dumplings, lead contaminated toys thereby damaging their reputation because of their

unethical behaviours. Eventualy, these companies caused their employees to lose

their jobs, customers to lose their health and even die, created bad images of the

companies, and other countries to reject Chinese products.

In terms of interna organizations Lao-Tzu’s core idea “to govern by doing

nothing that goes against nature” is the highest philosophy of management, namely a

leader should set a good example for employees, because “people do what people

see.” Furthermore, leaders have to build trust, commitment and complete

empowerment with stakeholders for strategy implementation. This thesis highlights

that applying ethical ideas lead to trust relationships (Cummings and Daellenbach,

2009) outcomes. better problem solving, sharing of responsibility, greater

communication and feedback, effective empowerment and encourages people to

cooperate voluntarily in implementation.. Therefore, Lao-Tzu’s ecthical idea is

becoming one of the mainstreams by taking care of internal and external stakeholders’

expectations in strategic management.

Contribution 3: Developing a pluralistic approach — the six-views model
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In a dynamic and complex environment, strategic management will tend towards a

pluralistic approach by critica systems thinking. The six-views model combines

changing of boundaries (from shareholders’ profits, customers’ value, and corporate

socia responsibility), change relationship (from partners’ relationships extending to

stakeholders’ relationships) and competitive dynamics thinking (from static planning

to dynamic knowledge learning) by means of the overview of strategic management

as Cummings and Daellenbach (2009) point out knowledge learning, networks

relationships, culture, ethics and socia responsibility are a mainstream in strategic

management.

The novel model is underlining diverse viewpoints in line with organizational

roots, stems, and flowers and fruits to deal with the six insufficiencies of the planning

view for promoting strategic management. In particular, this thesis proposed applying

fuzzy if-then rules to identify a strong or weak degree of the six-views, to foresee a

competitive environment, and to recognize supply chain operation strategy for

promoting organizational performance including employees satisfaction, customers

satisfaction and stakeholders’ performance. Additionaly, part of the thesis has been

published in five conferences and a journal (Operation Management Review) as

shown in Appendix P.
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11.4 Limitations

This thesis argues that an organization shows its excellent performance depends on a

robust planning view to link the integrated five-views for conducting effective

strategy implementation. However, the six-views modd till faces limitations to its

practice, as explained as follows:

e The trap of creating a planning unit or a strategic planning board. If an organization

does not have a planning unit or strategic planning board, it will be very difficult to

evauate the other five-views’ strengths or weaknesses. Consequently, the organization

cannot integrate the other five-views’ function which is based on pluralistic thinking

for promoting strategy formulation and implementation in the planning process.

e The trap of leaders’ mental thinking. Leaders’ ideas are an essential factor in

implementing the model. Organizational leaders steer ships ahead as the

strategy-making process depends on leaders’ perspectives to guide the future direction

of the organization.

e The trap of profit. If an organization seeks to gain profit only, its strategy may be

dominated by economic considerations. However, this research believes that the

pyramid of corporate socia responsibility (see Figure 2.7) should be considered in the

strategy-making process, rather than depending on more or less profit, to show ethical
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behaviour and socia responsibilities. As Henry Ford quotes, a business that makes

nothing but money is a poor kind of business (Brougham, 2008).

 The trap of stakeholders’ boundary. The recognition of the stakeholders’ boundary

will affect how effectively the model can be implemented, because strategy

implementation needs the appropriate incorporation of stakeholders. Therefore, how

the stakeholders’ boundary of an organization is defined influences the success of

strategic management.

11.5 Future Research

This thesis makes some meaningful contributions to the strategic management field in

practice. However, there are some issues to be further explored that could be the focus

of future research as follows:

 Focusing on an industry

The selection of sample industries in this thesis enabled issues of strategic

management to be identified and the findings afforded insight into the current

situation of strategic management in Taiwan. However, if further researchers were to

concentrate on one industry, it may enable the characteristics of strategic management

to be understood more deeply in that industry.
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 Rethinking stakeholders’ performance

Although this thesis provides stakeholders’ performance including stakeholders’

expectation and corporate social issues, it islikely to be insufficient. For example, Lee

(2004) mentions the best supply chain is not just fast and cost-effective. Rather, it is

also agile and adaptable, and aligned (3A).” As Porter and Kramer’s (2006) argue,

corporate social responsibility should be applied in supply chain operation in the

future.

However, an organization may have to prioritize among multi-objectives, so the

organization needs to identify the relative weights of corporate social issues for

achieving its objectives.

e Applying the six-views in different departments

This research proposes a system approach - the perspectives of the six-views and the

audit of the six-views were applied in strategic management. This approach could be

applied to audit individual departments or compare different departments in terms of

their strengths or weaknesses in the six-views, in order to adjust the efficiency and

effectiveness of management in organizations. This possibility would be an

appropriate direction for further research.

11.6 Recommendations
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This exploratory research has tried to develop a novel strategic management approach

using fuzzy logic. Based on the literature review, questionnaire survey, interviews and

case study, issues and findings of strategic management have been revealed: the

six-views model has been developed to promote successful strategic management in

Taiwanese companies. It is worth mentioning that during the research process, this

research found that many Taiwanese companies, especialy small to medium sized

enterprises, had difficulty with strategic management because they did not even have

a planning department. In fact, Taiwanese companies should set up a planning

department to employ better strategic management. Moreover, organizations pay

much attention to quantitative and resource measurements but at the expense of more

gualitative measurements. In this thesis, it was found that quantitative data can be

used as proxies for qualitative measurement with fuzzy logic.

Organizational leaders should seek competitive advantages by creating good

relationships with stakeholders as strategic alliance with up-stream and down-stream

firms, further to achieve companies’ objectives. Therefore, aleader of an organization

should not pay attention to short-term profits only, but should consider stakeholders’

expectations and corporate social responsibilities in the strategy decision-making

process.
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APPENDICES

Appendix A: Ninelinguistic variablesfrom A to | for cultural and political views

Managers [A B C D E F G H |

1 (0,012) |(10,13,16) |(14,19,24) [(22,29,36) [(34,38,42) |(40,50,60) |(62,67,72) |(70,76,82) [(80,100,100)
2 (0,010 |(8,11,24) |(16,19,22) [(20,25,30) [(32,38,44) |(40,51,62) |(60,67,74) |(70,77,84) [(80,100,100)
3 (0,0,8) (7,11,15) |(13,18,23) [(20,27,34) |(30,37,44) |(42,51,60) |(57,65,73) |(70,78,86) [(82,100,100)
4 (0,010) |(11,14,17) |(16,20,24) [(20,28,36) [(30,36,42) |(41,51,61) |(58,65,72) |(70,78,86) [(80,100,100)
5 (0,0,9) (8,11,14) |(13,18,23) [(20,27,34) [(32,38,44) |(40,50,60) |(56,65,74) |(72,78,84) [(86,100,100)
6 (0,011) |(10,24,18) |(15,20,25) [(22,30,38) [(36,39,42) |(38,49,60) |(58,64,70) |(68,75,82) [(80,100,100)
7 (0,010) |(8,13,18) |(16,21,26) [(24,30,36) [(34,37,40) |(42,52,62) |(60,66,72) |(70,77,84) [(82,100,100)
8 (0,0,8) (10,15,20) |(22,28,34) [(30,37,44) [(40,45,50) |(44,52,60) |(62,66,70) |(72,79,86) |[(84,100,100)
9 (0,012) |(10,26,22) |(20,26,32) |[(31,36,41) [(40,46,52) |(50,56,62) |(60,66,72) |(70,77,84) [(82,100,100)
10 (0,0,8) (10,15,20) |(22,25,28) [(30,35,40) [(42,48,54) |(50,55,60) |(58,65,72) |(68,74,80) [(78,100,100)
11 (0,0,15) |(10,24,18) |(20,25,30) |[(32,37,42) [(44,50,56) |(52,57,62) |(60,67,74) |(72,77,82) [(80,100,100)
12 (0,010) |(8,13,18) |(20,25,30) [(32,36,40) [(42,47,52) |(50,56,62) |(58,64,70) |(72,76,80) [(90,100,100)
Aggregated|(0,0,10)  [(9,13,18)  [(17,22,27) |(25,31,38) |(36,42,47) |((44,53,60) ((59,66,72) |(70,77,83) |(82,100,100)
average

expression
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Appendix B: Evolution of fuzzy logic

Evolution of fuzzy logic

Future events are not yet true or false. For example, tomorrow may or may not rain.
Their true value is unknown; it will be determined when the events happen. The
classical logic is not sufficient to describe the truth value of these type of events.
Hence it can be useful to allow a third truth value other than pure truth or fasity
which leads to the introduction of three-valued logics. Here the three-valued logic
proposed by Lukasiewicz (1920) is discussed.

Suppose that a proposition has three truth values. true denoted by 1, fase
denoted by 0, and neutral or indeterminate denoted by % They form the truth value
set T = {0, % 1}. A further generalization allows a proposition to have more than
three truth values. If for any given natura number n=3, the truth values are
represented by rational numbers in the interval [0,1]. The Lukasiewicz n-valued logic
iscaled infinite-value logic.

The founder of fuzzy logic is Lotfi Zadeh (1983). Fuzzy sets are a generalization
of classical sets and infinite-valued logic is a generalization of classical logic. Fuzzy
logic focuses on variables in natural language and aims to provide foundations for
approximate reasoning with imprecise propositions. It reflects both the rightness and

vagueness of natural language in common-sense reasoning.
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The relations between classical sets, classica logic, fuzzy sets, infinite-valued

logic, and fuzzy logic are shown on Figure. 1 (Bojadziev and Bojadziev, 1997).

Classical Infinite-valued
logic » logic
Fuzzy
Fuzzy sets Logic
v
Classica | | Fuzzy
Sets "l | numbers

Figure. 1 Evolvement of fuzzy logic (Source: Bojadziev and Bojadziev, 1997, 44)

How to apply fuzzy logic

Fuzzy logic is amethod for understanding, quantifying with vague, ambiguous and
uncertain characteristics, ideas and judgments. In fact, fuzzy logic is the notion of a
fuzzy set. A fuzzy set B is characterized by the membership function m (B), which
takesvaluesin theinterva [0,1], that is, m (B): U—[0,1], where U is a universe of
discourse in which B is defined (Zadeh, 1965).

For example, if the universe of discourse U includes all proposals generated by a
group of stakeholders participating in a consensus-seeking enterprise in response to
the question: ‘How to move out of the present state of standstill in negotiation?’, then
the fuzzy set of stakeholders’ creativity can be depicted using a membership function

equal to O for stakeholder(s) unable to produce any single proposal, and then
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increasing to 1 towards stakeholders with a maximum number of proposals (say 10).

The fuzzy set can be characterized by a linguistic variable corresponding to a set

of values of the membership function. The linguistic variables have fuzzy boundaries.

In other words, two ‘neighbour’ variables always have a ‘non-zero overlap’. In the

above example, if stakeholders E and F offer five proposals each, their creativity can

be considered both as ‘medium’ with a degree of membership, say 0.7 and ‘low’ with

degree of membership, say 0.4. This occurs because the neighbour linguistic variables

‘low’ and ‘medium’ have a non-zero overlap. Fuzzy logic helps us to quantify also the

degree of truth of afuzzy statement. The standard definitions in fuzzy logic are:

« degree of truth (n)

« degree of truth (NOT n) = 1 — degree of truth (n)

« degree of truth (n AND m) = min [(degree of truth (n), degree of truth (m))]

« degree of truth (n OR m) = max [(degree of truth (n), degree of truth (m))

Where n and m represent some fuzzy statements.

For example, if the degree of truth of the statement n = ‘Creativity of stakeholder A is

Not low’ is 0.8, then the degree of truth of the statement NOT n = ‘Creativity of

stakeholder A is NOT low’ will be 0.2; that is, 1 — 0.8 = 0.2. If the degree of truth of

the statement m = ‘Creativity of stakeholder B is high’ is 0.8, and the degree of truth

of the statement z = ‘Stakeholder B’s willingness to participate in dialogue is high’ is
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0.6, then the degree of the statement (m AND z) = ‘Stakeholder B have high creativity

AND his (her) willingness to participate in dialogue is also high’ = min (0.8, 0.6) =

0.6.

Fuzzy rules are of the form IF...THEN..., where both IF and THEN terms are

natural language expressions of some fuzzy sets or their combinations. Fuzzy logic

provides powerful computational techniques for manipulations with these classes

aimed at specific problem-solving (Dimitrov, 1997).
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Appendix C: Questionnaire (Fﬁj%“ )
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i SN [Fil TEd NGRS T [Fl R
FEETE 100-89 90-70 71-40 41-20 21-0

This questionnaire is designed to rate model of six views (including logical and language, learning, cultural, political, ethical and
planning views) for understanding the current situation of strategic management in Taiwanese companies. We would be grateful
if you could take a few minutes to complete this questionnaire. All answers will be kept confidentially and used for strategic
management academic research only. In turn, could you please define five linguistic variables that the range is from 100-0, such
as “strongly agree” represents 100-89; “agree” represents 90-70; “neutral” represents 72-40; “disagree” represents 41-20;
“strongly disagree” represents 21-0.

Experts strongly agree agree neutral disagree strongly disagree
Senior manager 100-89 90-70 71-40 41-20 21-0
Jli i “ﬁ ff{g[ﬂl T r% B %euﬂj' APy w;i

ease anSNer questi 0|J;s as accurately as poss ble by i rcI ing the number on the scales as appropriate.

FENFR IR TS TR R R

ﬁg{ﬁlnnt,[‘l (Logical and language view) Srongly Agree  Neutral Disagree  Strongly
agree disagree
ST AR e e SR sy | O O O O O
1 Fﬂ% ﬂji%rjl][ﬁﬁpljﬁf,l, Ei TE JIRLEE | 35y
‘%’PF”
E)o&s your company agree that strategic management process must
communicate with employees and stakeholders in order to promote
effective strategic management?

2. BRI pIfONEGREE . Sl cp oy [0 0 O O O
ﬁljﬁﬂ f/;r:;%gj[ftl’“pjful ]JF’?

Does your company believe that strategy-making process should cultivate
fuzzy thinking rather than crisp thinking?
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:‘%‘BI?DI (Learning view)
3

AL O 02 R RIS [ FL 2 Rl e
[E R ?
Does your company believe that learning and accumulating new

knowledge can help your organization to fit a dynamic and complex
environment?

4. féiﬂ?\] A @?g P IR IS R
E?
Does your company agree that employees need to learn together for
promoting strategic management?

ung,' »\;#46‘»?: = \‘\;“15:}3 gp
5. LJFJJFJ FilF A f]ﬂ S H AR FTJI,, i
Fo L 2 EI;F ‘*];[ yiedl I '>
Can your company learn to creme good interaction with stakeholders to
improve strategic management?

¥ f“‘f&-l (Cultural view)

6. ‘?J?n‘”a‘i&ﬂjd’ (™SR TR FEpRAo-A R
TR T R A ;ﬁﬁ&; WHAY ERIS?
Does your company think that organizational culture can integrate

individuals or groups into the organizational climate to achieve its
objective?

7. [Z=E E |J]§IJ“”-,SE‘E‘.11/| f\_*ﬁl{ 'T*'v'“ F‘Vﬁl *‘jj]ﬂj
£ b it

Dom your company believe that creating organizational culture is an
essential  factor to implement effective strategic  management
successfully?

8. [LRERAGY ("R S AR T PR A
E"‘J iR

0es your company agree that cultural change facilitates employees’
recognition for implementing strategy?

ﬁfﬁiﬁ@‘}iiﬁ-l (Political view)

9. :?:%FJ YRl R (A ﬂH FTW
ARSI ER IS

Does your company believe that political power can reduce disputes
among employee, stakeholders, and organi zation?

10, [ EVEL 2 Rl npaR Al e S RS B TR £
[ F

Does your company believe that political power can promote the
cooperation of stakeholders?

fﬁfﬁlfﬁ'l (Ethical view)

W BRI - [ B
S R I PR I
Do your company agree that cremmg good relationships with
stakeholdersis conducive to fulfill strategy?

12 BRI R T [P R a G R
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) (B %zl':"*]fl O RLETE j«‘srfv‘*]z F{Tﬁl?

Does your company agree that Lao-Tzu’s idea, “put yourself in others’
place and be selfless” as a strategy can promote effective strategic
management?

13.

(B g Ir %IIEIJ@VFBLE;'—?%“%%%]?F —' ;FJ,\—‘ L
IEE é&* FEIR?

your company believe that ethical ideas lead to “mutual trust,”
“commitment,” “implementation” and “reputation” with stakeholders in
your company?

FE[E (Planning view)

14.

B 2 il s E@g%w*@fﬁup#ug
€ 1ﬁilﬁﬂ} F > 4 %*)E’@'r (P A
it R Gy o5

Does your company believe that the evaluation index of strategic
management must consider quantitative (such as markets share, profits

and sales) and qualitative (such as employee satisfaction, customer
satisfaction and stakeholders’ performance) analyses?

15.

d%tiIFJ \;

[.tﬁ EIUPF’>
Does your company believe that have to adjust strategic planning under
dynamic and complex environments?

SRR T BT [ R R

16.

CEVEL Y R P GE A R EZ;”
ﬁ(ﬁ%ﬁ4~\»? (= ﬂé@ DW

I ; }”srp Jﬂ EATEIIR?

Does your company b ieve that the strategy-making process has to

integrate logic and language, learning, culture, politics and ethics, based
on planning to obtain effective strategic management?

17.

%L 73 H[J* |ﬁﬁ , TE S '*HXJI/H&bﬁL FRUER

[ﬂ:’)

é’iﬁiﬂl%% [21 Logic and language view
ﬂ pl Learning view
(71 Cultural view
TEIE# I[P Political view
ff%l [-1 Ethical view
1 Planning view
Would you please rate the importance of the six-views for promoting
strategic management in your company respectively?
Logic and language view? Learning view? Culture view? Political view?
Ethical idea ? Planning view?

oOooOood

oOooOood

oooooo

oooooo

oooooo

18.

[EFEEREE S 6 [l AR E_: UL P
s IFﬁI I ORI R BB i 7
ﬁrfsll RV LS

In terms of the answer of the six-views above, compare the supply chain
operation management of their company to that of their competitors,
including__inputs: product design and suppliers, process: pricing,
manufacturing, inventory, lead time, and outputs: transportation and
service. Moreover, participants were also asked to compare the overall
performance of your company to that of your competitors, considering
key performance including employee satisfaction, customer satisfaction
and stakeholders’ performance.

(Note: Better employee satisfaction consists of high employee
productivity, low employee turnover (or high employee retention) and
high employee suggestions;

Better customer satisfaction combines low customer retention rate and
low customer complaints;
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Better stakeholders’ performance includes suppliers, management, local
communities, government, customers, shareholders, employees and
competitor for enhancing their expectations including economics,
environment,  discrimination,  personnel,  products, community
involvement, co-opetition;

The better supply chain operation management promotes the activities of
inputs, process, and outputs efficiently and effectively)

18 (1-1) @ jF U A7 Better inputs O 0 O O O
18(1-2) ffFpvdE & 1;5}154 Better process o g 0 0 0
18 (1-3) ik [f v % i L' Better outputs . . O O O
18 (2-1) % f17 y e Better employee satisfaction O O O O O
18 (2-2) fEfFEH iﬁ':fsf % Better customer satisfaction g g . . .
18 (2-3) fit ?[J FWM T IeflAF 7> Better stakeholders’ performance 0 0 [ [ [
0. s £l 7 filfUHL A TV -
Fwould liketo know more information about your company:
Q)= ,JF% Ei(Sales/Year) = %E'(Capital) ;
Efy T~ gf(Number of Employees) F [l v*]El (Who decide strategy?)
(kA * PUTFE(Title) ; FI fl 7 (Company)

E;‘iﬁfff‘?ﬂfﬂ VRN SBR[ 5V WRB AU > = PG B 5 60 ST EpYEDE :j‘Fr,
FIRHEARST PP AT > 1501 @fﬂwﬁﬁuﬁﬁﬁ“ﬁéﬁ”’” ﬁgr“‘%l* NS *#IQPFFFJ
N T e RS -

hank you for providing the valuable mformatlon above. We intend to conduct a second phase of research. It would involve a
sixty minutes interview aimed at ascertaining more detailed information about the strategic management in your organization. If
you are willing to be a part of this second phase of research, please give the following information.

INE J HURE S 57 [RTRR S J’mu (1 am willing to participate in the second phase of this research)
I ¢ (Name):
A (Title):

S (Function):
A=ty (Organization):

ﬁ%%ﬂéi%ﬁ%ﬂﬁﬂﬁﬂ‘i (Thank you for your kind help)
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Appendix D: Fuzzy language of one hundred and fifty-eight senior managersin five

different linguistic variables

e E RN RN i il FEiFIIFIT
Senior i Disagree Neutral Agree Strongly agree
manager Strongly
disagree
1 (0,0,25) (26,26,50) (51,61,70) (71,85,85) (86,100,100)
2 (0,0,10) (11,11,40) (41,51,60) (61,90,90) (91,100,100)
3 (0,0,20) (21,21,40) (41,51,60) (61,80,80) (81,95,95)
4 (0,0,15) (16,16,35) (36,51,65) (66,85,85) (86,97,97)
5 (0,0,20) (21,21,35) (36,43,50) (51,75,75) (76,95,95)
6 (0,0,15) (16,16,30) (31,43,55) (56,70,70) (71,99,99)
7 (0,0,10) (11,11,25) (26,38,50) (51,75,75) (76,100,100)
8 (0,0,25) (26,26,45) (46,53,60) (61,80,80) (81,100,100)
9 (0,0,15) (16,16,30) (31,36,40) (41,75,75) (76,95,95)
10 (0,0,30) (31,31,45) (46,56,65) (66,85,85) (86,100,100)
11 (0,0,5) (6,6,25) (26,36,45) (46,70,70) (71,99,99)
12 (0,0,10) (11,11,35) (36,43,50) (51,80,80) (81,95,95)
13 (0,0,15) (16,16,30) (31,38,45) (46,65,65) (66,90,90)
14 (0,0,20) (21,21,40) (41,46,50) (51,75,75) (76,100,100)
15 (0,0,10) (11,11,25) (26,38,50) (51,75,75) (76,100,100)
16 (0,0,15) (16,16,30) (31,43,55) (56,70,70) (71,99,99)
17 (0,0,15) (16,16,35) (36,51,65) (66,85,85) (86,97,97)
18 (0,0,25) (26,26,50) (51,61,70) (71,85,85) (86,100,100)
19 (0,0,10) (11,11,40) (41,51,60) (61,89,89) (90,100,100)
20 (0,0,19) (20,20,35) (36,48,59) (60,79,79) (80,95,95)
21 (0,0,9) (10,10,25) (26,36,45) (46,79,79) (80,90,90)
22 (0,0,16) (17,17,29) (30,42,54) (55,69,69) (70,100,100)
23 (0,0,15) (16,16,30) (31,43,55) (56,70,70) (71,99,99)
24 (0,0,30) (31,31,45) (46,56,65) (66,85,85) (86,100,100)
25 (0,0,11) (12,12,26) (27,37,46) (47,66,66) (67,99,99)
26 (0,0,20) (21,21,30) (31,43,55) (56,79,79) (80,100,100)
27 (0,0,5) (6,6,20) (21,35,49) (50,75,75) (76,95,95)
28 (0,0,9) (10,10,25) (26,35,44) (45,65,65) (66,90,90)
29 (0,0,20) (11,11,20) (21,33,45) (46,70,70) (71,100,100)
30 (0,0,20) (21,21,40) (41,46,50) (51,75,75) (76,100,100)
31 (0,0,20) (21,21,35) (36,43,50) (51,75,75) (76,95,95)
32 (0,0,30) (31,31,45) (46,56,65) (66,85,85) (86,100,100)
33 (0,0,15) (16,16,35) (36,51,65) (66,85,85) (86,97,97)
34 (0,0,16) (17,17,29) (30,42,54) (55,69,69) (70,100,100)
35 (0,0,30) (31,31,45) (46,56,65) (66,85,85) (86,100,100)
36 (0,0,13) (14,14,26) (27,38,48) (49,77,77) (78,100,100)
37 (0,0,8) (9,9,24) (25,40,55) (56,87,87) (88,96,96)
38 (0,0,20) (21,21,35) (36,43,50) (51,75,75) (76,95,95)
39 (0,0,16) (17,17,29) (30,42,54) (55,69,69) (70,100,100)
40 (0,0,15) (16,16,30) (31,38,45) (46,65,65) (66,90,90)
41 (0,0,26) (17,17,29) (30,42,54) (55,69,69) (70,100,100)
42 (0,0,15) (16,16,30) (31,43,55) (56,70,70) (71,99,99)
43 (0,0,15) (16,16,35) (36,51,65) (66,85,85) (86,97,97)
44 (0,0,20) (11,11,20) (21,28,35) (36,60,60) (61,90,90)
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45 (0,020) | (21,21,40) | (41,51,60) (61,80,80) | (81,100,100)
46 (0,0,5) (6,6,20) (21,35,49) (50,75,75) (76,95,95)
47 (0,019) | (20,20,39) | (40,50,59) (60,79,79) (80,99,99)
48 (0,015) | (151527) | (28,37,46) (47,68,68) (69,95,95)
49 (0,018) | (19,1926) | (27,42,56) (57,75,75) (76,99,99)
50 (0,010) | (11,11,25) (26,38,50) (51,75,75) | (76,100,100)
51 (0,015) | (1616,30) | (3143,55) (56,70,70) (71,99,99)
52 (0,016) | (171729 | (30,42,54) (55,69,69) | (70,100,100)
53 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
54 (0,016) | (171729 | (30,42,54) (55,69,69) | (70,100,100)
55 (0,015) | (1616,30) | (31,38,45) (46,65,65) (66,90,90)
56 (0,090 | (10,1025) | (26,36,45) (46,79,79) (80,90,90)
57 (0,015 | (16,16,30) | (31,38,45) (46,65,65) (66,90,90)
58 (0,0,5) (6,6,20) (21,35,49) (50,75,75) (76,95,95)
59 (0,0,5) (6,6,25) (26,36,45) (46,70,70) (71,99,99)
60 (0,0,10) | (11,11,35) (36,43,50) (51,80,80) (81,95,95)
61 (0,0,8) (9,9,24) (25,40,55) (56,87,87) (88,96,96)
62 (0,015) | (16,16,30) | (3143,55) (56,70,70) (71,99,99)
63 (0,020) | (21,21,40) | (41,51,60) (61,80,80) | (81,100,100)
64 (0,020) | (21,21,40) | (41,46,50) (51,75,75) | (76,100,100)
65 (0,025 | (26,2650) | (51,61,70) (71,85,85) | (86,100,100)
66 (0,015) | (16,16,30) | (31,38,45) (46,65,65) (66,90,90)
67 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
68 (0,012) | (131326) | (27,42,56) (57,78,78) (79,96,96)
69 (0,0,6) (7,7,15) (16,28,40) (41,7878) | (79,100,100)
70 (0,010) | (11,11,25) (26,38,50) (51,75,75) | (76,100,100)
71 (0,015) | (1616,30) | (31,36,40) (41,75,75) (76,95,95)
72 (0,030) | (31,3145 | (46,56,65) (66,85,85) | (86,100,100)
73 (0,015) | (16,16,30) | (31,43,55) (56,70,70) (71,99,99)
74 (0016) | (17,1729 | (30,42,54) (55,69,69) | (70,100,100)
75 (0,0,5) (6,6,20) (21,35,49) (50,75,75) (76,95,95)
76 (0,090 | (10,1025) | (26,3544) (45,65,65) (66,90,90)
77 (0,018) | (19,1926) | (27,42,56) (57,75,75) (76,99,99)
78 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
79 (0,015) | (1616,30) | (3143,55) (56,70,70) (71,99,99)
80 (0,0,5) (6,6,25) (26,36,45) (46,70,70) (71,99,99)
81 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
82 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
83 (0,020) | (21,21,35) | (36,43,50) (51,75,75) (76,95,95)
84 (0,015) | (16,16,30) | (3143,55) (56,70,70) (71,99,99)
85 (0,016) | (171729 | (30,42,54) (55,69,69) | (70,100,100)
86 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
87 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
88 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100
89 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
90 (0,0,5) (6,6,25) (26,36,45) (46,70,70) (71,99,99)
01 (0,0,6) (7,7,15) (16,28,40) (41,7878) | (79,100,100)
92 (0,0,5) (6,6,20) (21,35,49) (50,75,75) (76,95,95)
93 (0,0,10) | (11,11,25) (26,38,50) (51,75,75) | (76,100,100)
94 (0,0,6) (7,7,18) (19,32,45) (46,77,77) (78,99,99)
%5 (0,020) | (21,21,40) | (41,51,60) (61,80,80) (81,95,95)
% (0,015) | (16,16,35) (36,51,65 (66,85,85) (86,97,97)
97 (0,015) | (16,16,30) | (3143,55) (56,70,70) (71,99,99)
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98 (0,020) | (21,21,40) | (41,51,60) (61,80,80) | (81,100,100)
99 (0,0,8) (9,9,24) (25,40,55) (56,87,87) (88,96,96)
100 (0,020) | (21,21,30) | (31,43,55) (56,79,79) | (80,100,100)
101 (0,014) | (151525 | (26,36,45) (46,75,75) (76,99,99)
102 (0,0,10) | (11,11,40) (41,51,60) (61,89,89) | (90,100,100)
103 (0,019) | (20,20,35) | (36,48,59) (60,79,79) (80,95,95)
104 (0,019) | (20,20,35) | (36,48,59) (60,79,79) (80,95,95)
105 (0,022) | (232339) | (40,5161) (62,88,88) | (89,100,100)
106 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
107 (0,020) | (21,21,40) | (41,46,50) (51,75,75) | (76,100,100)
108 (0,016) | (1717,29) | (30,42,54) (55,69,69) | (70,100,100)
109 (0,025) | (26,26,45) | (46,53,60) (61,80,80) | (81,100,100)
110 (0,015) | (16,1635 | (36,51,65) (66,85,85) (86,97,97)
111 (0,015) | (16,16,30) | (31,38,45) (46,65,65) (66,90,90)
112 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
113 (0,015) | (16,16,30) | (3143,55) (56,70,70) (71,99,99)
114 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
115 (0,016) | (1717,29) | (30,42,54) (55,69,69) | (70,100,100
116 (0,015) | (1616,30) | (31,38,45) (46,65,65) (66,90,90)
117 (0,025 | (26,2650) | (51,61,70) (71,85,85) | (86,100,100
118 (0,020) | (21,21,40) | (41,51,60) (61,80,80) (81,95,95)
119 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
120 (0,016) | (171729 | (30,42,54) (55,69,69) | (70,100,100)
121 (0,030) | (31,3145 | (46,56,65) (66,85,85) | (86,100,100
122 (0,012) | (131326) | (27,42,56) (57,78,78) (79,96,96)
123 (0,025) | (26,2650) | (51,61,70) (71,85,85) | (86,100,100)
124 (0022 | (23,2340) | (41,51,60) (61,79,79) | (80,100,100)
125 (0,010) | (11,11,40) (41,51,60) (61,89,89) | (90,100,100)
126 (0,016) | (171729 | (30,42,54) (55,69,69) | (70,100,100)
127 (0,0,10) | (11,11,25) (26,38,50) (51,75,75) | (76,100,100)
128 (0,020) | (21,21,43) | (44,50,55) (56,70,70) (71,95,95)
129 (0,020) | (21,21,40) | (41,46,50) (51,75,75) | (76,100,100)
130 (0,015) | (16,1635 | (36,41,45) (46,70,70) (71,99,99)
131 (0,0,10) | (11,11,35) (36,43,50) (51,80,80) (81,95,95)
132 (0,0,10) | (11,11,40) (41,51,60) (61,89,89) | (90,100,100)
133 (0,019) | (20,20,35) | (36,48,59) (60,79,79) (80,95,95)
134 0,09 | (10,1025) | (26,41,55) (56,85,85) | (86,100,100)
135 (0,0,10) | (11,11,40) (41,51,60) (61,90,90) | (91,100,100)
136 (0,020) | (21,21,40) | (41,51,60) (61,80,80) (81,95,95)
137 (0,025) | (26,26,40) | (41,53,65) (66,80,80) (81,99,99)
138 (0,020) | (21,21,35) | (36,43,50) (51,75,75) (76,95,95)
139 (0,030) | (31,31,45) | (46,56,65) (66,85,85) | (86,100,100)
140 (0,020) | (21,21,40) | (41,51,60) (61,80,80) | (81,100,100)
141 (0,020) | (21,21,35) | (36,43,50) (51,75,75) (76,95,95)
142 (0,016) | (171729 | (30,42,54) (55,69,69) | (70,100,100)
143 (0,015) | (16,16,35) | (36,51,65) (66,85,85) (86,97,97)
144 (0,025) | (26,2650) | (51,61,70) (71,85,85) | (86,100,100)
145 (0,0,10) | (11,11,40) (41,51,60) (61,89,89) | (90,100,100)
146 (0,019) | (20,20,35) | (36,48,59) (60,79,79) (80,95,95)
147 (0,018) | (19,1926) | (27,34,40) (41,79,79) | (80,100,100)
148 (0,0,10) | (11,11,25) (26,38,50) (51,75,75) | (76,100,100)
149 (0,0,10) | (11,11,25) (26,38,50) (51,75,75) | (76,100,100)
150 (0,025 | (26,26,45) | (46,53,60) (61,80,80) | (81,100,100)
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151 (0,0,15) (16,16,30) (31,36,40) (41,75,75) (76,95,95)
152 (0,0,15) (16,16,30) (31,43,55) (56,70,70) (71,99,99)
153 (0,0,20) (21,21,40) (41,46,50) (51,75,75) (76,100,100)
154 (0,0,16) (17,17,29) (30,42,54) (55,69,69) (70,100,100)
155 (0,0,15) (16,16,30) (31,43,55) (56,70,70) (71,99,99)
156 (0,0,10) (11,11,25) (26,38,50) (51,75,75) (76,100,100)
157 (0,0,6) (7,7,16) (17,28,39) (40,69,69) (70,94,94)
158 (0,0,15) (16,16,30) (31,36,40) (41,75,75) (76,95,95

Aggregated (0,0,17) (18,18,33) (34,45,55) (56,77,77) (78,98,98)

average

expression

Defuzzification|  17/3 (18+18+33)/3 | (34+45+55)/3 | (56+77+77)/3 | (78+98+98)/3

=6 =23 =45 =70 =91
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Appendix E: Two letters

Dear Senior Manager:

Our team is writing to ask you to participate in a questionnaire and interview study

sponsored by our learning team committee. Mr. Kan is carrying out a doctoral thesis

examining the strategic management of organizationsin Taiwan. Y our organization is

one of two hundred for questionnaire and may be one of fifteen for interview that has

been selected to investigate the scope of strategic management. Thank you for your

kind assistance.

Yours sincerely,

Professor Dr. Fu-Zang Tang
The Department and Graduate Institute of Business Administration
Nation Taiwan University, Taiwan

Professor Dr. Ta-Chung Chu
The Department and Graduate Institute of Industrial Management
Southern Taiwan University of Technology, Taiwan

Associate Dr. Chin-Lu Chyu
The Department and Graduate Institute of Marketing and L ogistics Management
Southern Taiwan University of Technology, Taiwan

Associate Dr. Chung-Cheng Huang
The Department and Graduate Institute of Marketing and L ogistics Management
Southern Taiwan University of Technology, Taiwan

Mr. Chun-Cheng Chen

The Chairman of Spring Plastic Enterprise Co. Ltd., Taiwan
Mr. David Ho

The president of T.Y.C. Industrial Co. Ltd., Taiwan
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To whom it may concern

Re: Mr. Chao-Chin Kan

Mr. Kan is a post-graduate student who is studying in the Business School at Hull
University where | am his supervisor. This letter is to introduce him to you and to ask
for your assistance with his research towards his PhD. Mr Kan will be contacting a
number of organizations in Taiwan in the next few months to ask for help in
completing a questionnaire and in participating in interviews. Any help that you could
give to Mr Kan would be of vital importance in the completion of his studies.

Should you have any queries about this letter, please do not hesitate to contact me on
(+44)-1482-465960 or e-mail: w.|.Gregory@hull.ac.uk.

Thank you.

Yours sincerely

Dr W.J.Gregory
Deputy Director (Research)
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Appendix F: Seventy manufacturing industries (including thirty-five big corporations
and thirty-five small to medium sized enterprises) and one hundred and
thirty service firms (including sixty-five big corporations and sixty-five
small to medium sized enterprises)

(1) Big manufacturing industries (capital is more than NT$ 80 million and more
than 200 employees)

The questionnaire was sent to 35 companies and replies were received from 15
companies, as shown in Table 1.

Table 1 Thirty-five big manufacturing industries  (Note: 1E~NT$50)

Name of companies Capital Employees

1 LITE-ON Technology 19094 million 27000
Corp.

2 CI:_T:j naMotor Corporation 11253 million 2519

3 Formosa Plastics 45347 million 4471
Corporation

4 Wei-Chuan Foods Corp. 5060 million 2655

5 Sampo Corporation 13000 million 1650

6 China Steel Corporation 106000 million 8731

7 Tatung Co. Ltd. 36764 million 35000

8 AGV Products Corp. 3000 million 750

9YIH Industria Co. Ltd. 726.3 million 638

10 Carnlval_ Industrial 4,157 million 500
Corporation

11 Formose Taffeta Co. Ltd. 15412 million 5325

12 Tainan Spinning Co. Ltd. 15013 million 2250

13Universal Cement 3469 million 1266
Corporation

14 Tawan Semiconductor 125880 million 15000
Manufacturing Corp.

15 Crunghwa Preture Tubes 51062 million 18000

16 HP Technological Corp. 396 million 800

17 Hua Eng Wire & Cable 5990 million 572
Co. Ltd.

18 Hey-Song Co. Ltd. 5000 million 620

19 Tsann Kuen Enterprise 4360 million 19000
Co. Ltd.

ZOLFt‘(’j"“SOW Industry Co. 2450 million 720

15 replying companies

21 Chi Mei Corporation 14000 million 1500

22 Inventec Company 18350 million 2000

23 VIA Technology 12000 million 2000
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Corporation
24 Tuntex Incorporation 1200 million 320
25Lth| Jack Industria Co. 102 million 400
26 Taiwan Fu Husing -

Industrial Co. Ltd. 1500 million 900
27 TaFaMotor Co. Ltd. 5200 million 4000
28 Chi Me Optoelectronics 20000 million 1000

Corp.
29IﬁtEX|um Interconnect, 600 million 400
30 Hamstar Co. Ltd. 30000 million 3500
31|_Vt\£ie| Tao Technology Co. 1000 million 200
32&56“""6‘” Enterprise 4521 million 500
8 LTHATEREA] 34200 million 5200

Enterprises Corp.

34 Taiwan Sugar Co. Ltd. 80000 million 8000
35 First International 400 million 380
Computer, Inc.

(2) Small to medium sized manufacturing industries (capital is lessthan NT$ 80
million or fewer than 200 employees)

The questionnaire was sent to 35 companies and 13 companies replied, as shown in
Table 2.

Table 2 Thirty-five small to medium sized manufacturing industries

Name of companies Capital Employees
1 Dah Lih Machinery -

Industry Co. Ltd. 18 million 260
2 Tsu Kong Co. Ltd. 30 million 8
Bﬁt%etrl kes Industrial Co. 60 million 290
4 Tong Yang Industry 75 million 1252
5 ﬁgjan Hwa Industria Co. 150 million 100
6 Taiwan Uyemura Co. Ltd. 60 million 124
7Hung Jwu Enterprise Co. 4 million 10

Ltd.
8 Fairly Bike -

Manufacturing Co. Ltd. 70 million 260
9 Il:lt gkwdrd Electronic Co. 72 million 38
10 Foster Electric Co. -

(Taiwan) Ltd. 79 million 302
11 She Hong Industrial Co. 80 million 195
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Ltd.
12 PLrS;/lew Electronics Co. 80 million 176
13 Fupeo Chemical Co. 100 million 57
14 TL"’“t(‘]’l"a” Kensaipant Co. 90 million 145
15 Jlideeou Industry Co. 100 million 148
16 Tos_hl ba Electronic 100 million 165

Taiwan Corp.

17 Vantico Corp. 103 million 76
18 Kinyo Co. Ltd. 100 million 111
19 K.T.L. Metd Industria 105 million a1

Corp.

20 Amada Taiwan Inc. 83 million 97

21 [I)jg Van Enterprise Co. 66 million 315

22 Swanson Plastics Corp. 393 million 134
13 replying companies

23 Jih Hao Co. 2 million 15

24 Hsin Tung Enterprise -

Co. Ltd. 5 million 30
25 ?_rt]:j h Ro Enterprise Co. 15 million 50
26 LLtigg | Construction Co. 25 million 10
27 TLalthzu Construction Co. 9200 million 130
28 TY C Brother Industrial -

Co. Ltd. 52 million 1000
29 \E:ag Chun Technology 200 million 80
30 Sﬂzng AEITYSEE] G 120 million 116
31 Mao Lin Electric -

Equipment Co. Ltd. 14 million 33
32 Spring Plastic Enterprise -

Co. Ltd. 20 million 35
33 Family Food Enterprise -

Co. Ltd. 8 million 34
34 Sung Hong Enterprise -

Company Limited 5 million 13
35 Hsin Yeh Industrial Co. -

Ltd. 5 million 18

(3) Big service firms (sales are more than NT$ 100 million and more than 50
employees)
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The questionnaire was sent to 65 companies and 23 companies replied, as shown in

Table 3.

Table 3 Sixty-five big service firms

Name of companies Sales Employees
1 'ILt\(]jm n Transpiration Co. 5100 million 3972
2 Fubon Financial Holding 82541 million 4785
Co. Ltd.
3 Sinyi Realty Inc. 825 million 1200
4 Far Eastern Department 10001 million 2000
Stores Ltd.
> eranes & Asodaes 5507 million 1160
6 Grand Hi Lai Hotel 1000 million 315
7 heAmbassador Hotel, 400 million 322
8 ChinaAirlines Ltd. 25426 million 7560
9 EVA Airways Corporation 24250 million 4394
10 Chang Hwa Commercial -
Bark, Ltd. 36094 million 5692
11 Taiwan Sing Po Security 305 million 202
Co. Ltd.
12 Chain Development -
Industrial Bank 84634 million 4002
13 Dimerco Travel Agency 40 million 300
14 VXIS Technology 300 million 55
Corporation
15 The China Post 430 million 354
16 Chinatrust Commercial 48554 million 5704
Bank
17 Cardif Life 938 million 850
18 Ten Ren Tea Co. Ltd. 460 million 304
19 Lesenpnant Co. Ltd. 1139 million 564
20 Happy Steak Chain 3000 million 300
21 TransasiaAir Ways 3468 million 2350
22 The Shanghai
Commercia and 42000 million 2000
Savings Bank Ltd.
23 Capital Securities 12300 million 1700
Corporation
24 Jih Sun Security 21900 million 3600
Company Ltd.
25TheTa nan sixth Credit 17000 million 180
Cooperétive
26 Linden Hotel 380 million 350
27 Evergreen Laurel Hotel 420 million 308
28 Fareast Air 3056 million 2268
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29 Uni Air 3034 million 2100
30 SS'(;‘ Kong Insurance Co. 56880 million 1250
31 Cathay Financial -

Holding Co. Ltd. 83074 million 62
32 Taiwan Life Insurance .

Co. Ltd. 3510 million 1200
33 Taipel Bank Co. Ltd. 672000 million 3384
34 TLT(?"’ ell Secunity Co. 110000 million 80
35TAYIH Landis 256 million 397
36 Fu Hwa Great Hotel 19770 million 1020
37 Takkyubin Co. Ltd. 900 million 1200
38 Famous Assets &

Credit Management Co. 125000 million 300

Ltd.
39 HuaNan Financid o

Holdings Co. Ltd. 13000 million 70
40 Mega Holdings Co. Ltd. 120000 million 52
41 Waterland Financial -

Holdings Co. Ltd. 21198 million 1150
42 President Securities 1140 million 1150

Corp.

23 replying companies

43 Cheng Kung

Construction 15 00 million 150

& Development Co.
POTRIRETY AU DREIEET 150 million 200

Co. Ltd
e "L‘g“ SnEfarsste 200 million 100
46 Tainan Business Bank 120000 million 1200
47 Grand Commercia Bank 10000 million 1200
48 Hotel Kingdom 220 million 200
49 Taiwan Bank 1279000 million 7000
50 Triumph International 2000 million 1500

Corp.
51 Yuanta Core Pacific -

Securities Co. Ltd. 24000 million 126
52 Tainan Hotel Co. Ltd. 300 million 200
531 Ho Co. Ltd. 350 million 250
SLCALTY IENEE s BT 1300 million 385

Co. Ltd.
55 T.N. Soong 2000 million 1400
56 Hen Lien Co. Ltd. 40000 million 1500
57 INTEL 240000 million 80000
58 Uni-President Chain .

Store Co. Ltd. 7720 million 5000
59 Chu Chiang Co. Ltd. 800 million 650
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60 Lai Lai Sheraton Hotel 200 million 1000

61 Nan Shan Life Insurance 15000 million 40000
Corp.

62 Chinese Petroleum 150000 million 15000
Corporation

63 (I:_rtlgnghwaTel ecom Co. 1800 million 28000

64 Taiwan Security Co. Ltd. 5560 million 1600

65 Uni-President 10000 million 1000

Cold-Chain Corporation

(4) Small to medium sized service firms (sales are less than NT$ 100 million or

fewer than 50 employees)

The questionnaire was sent to 65 companies and 14 companies replied as shown in

Table 4.

Table 4 Sixty-five small to medium sized service firms

Name of companies Sales Employees
1 Provence Coffee Co. Ltd. 13 million 20
2 Beauty Style Interchange -

Association of R.O.C. 23 million a4
3 Mili Enterprise Co. Ltd. 50 million 10
4 Medeya Computer 11 million 21
5LsSlon 12 million 30
6 Royal Hotel 15 million 24
7 Natural Beauty 74 million 11
8 Ease Your Life Co. Ltd. 88 million 22
Eértru Interior Design Co. 21 million 9
10 Cambridge Hotel 85 million 60
11Hsiang Shou

Air-conditioning 50 million 20

Engineer Co.
12 Scholars Book Co. Ltd. 55 million 30
13 Mother Nature Science 20 million o4

Education Center

14 Aurora Business 15 million 15
15 }I<_?|dL| Enterprise Co. 30 million 18
16 3 Royal and 3 House 100 million 45
17 Zeta Co. Ltd. 33 million 26
18 Buxton International 45 million 3

Corp.
19 Uniauto Inc. 23 million 22
20 Autobacs Seven -

(Taiwan) Co. Ltd. 67 million 4
21 Wheels World 54 million 44
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International Inc.

22 Fonnex Industrial Corp. 71 million 36
23 Rota Oriens Co. Ltd. 76 million 43
24 Per Esse Co. Ltd. 81 million 58
25 Maxhealth Corporation 74 million 41
26 Arthur Anderson Ind. -

Co. Ltd. 45 million 29
27 Shiniest Industries Inc. 88 million 44
28 Topy International Ltd. 16 million 15
29 Richard Hung Enterprise -

Co. Ltd. 39 million 36
30 Long Shern Enterprise -

Co. Ltd. 73 million 48
31 AsiaActive Co. Ltd. 28 million 32
32 South Canal -

International Co. Ltd. 52 million 35
33 Liagfam Co. Ltd. 48 million 34
34 Speed & Action 50 million M

Technology Inc.

35 Trade Union -

International Inc. 34 million 25
36 Tair Wang Enterprise -

Co. Ltd. 24 million 17
37 Chung Pu Car Cushion -

Industry Co. Ltd. 89 million 48
38 John Sagacity -

Enterprises Ltd. 36 million 25
39 Yuan Feng Industrial -

Co., AceAlloy Co. Ltd. 77 million 61
40&35& Aluminum Co. 84 million 48
41 Caves Books Co. Ltd. 65 million 43
42 Family Convenient -

Chain Enterprise Co. Ltd. 38 million 26
43 YaTi Hotel 30 million 6
44 ChiaLin

Air-conditioning & 10 million 8

Refrigeration Co.

45 Tsui Tien Ti Roasted s

Seafoof Restaurant 28 million 16
46 Tainan Education Centre 12 million 6
47 Bamboo Japanese -

Seafood Restaurant 40 million 20
48 ChiaHung Yu Frozen 30 million 20

Foods Co.
49 Sheng | Nursery 15 million 15
50 9& cli_lght Food Enterprise 30 million -
51 Acer TWP Corporation 82 million 24
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14 replying companies

52 Ti Szu Te Co. Ltd. 60 million 20
53 China Security Co. Ltd. 10000 million 26
54 Chi Lu Investment -
Holding Co. Ltd. 1500 million 20
55 Sheng Chang Investment -
Holding Co. Ltd. 1900 million 10
56 WY SER International 200 million 35
Corp.
57 Fuly Con_structl on 400 million 15
Corporéation
58 Nan Tu TOY OTA Motor 500 million 40
Co. Ltd.
59 LL?Z International Co. 13 million 12
60 \I(_ut dChen Enterprise Co. 36 million 15
61 I|<jg Chao Enterprise Co. 6 million 15
62 Sung Pao Seedling Co. 5 million 8
63 Three Point Enterprise 4 million 5
Co. Ltd.
64 Central Investment -
Holding Co. Ltd. 20000 million 33
65 ORCHIS Floriculturing 100 million 16

Inc.
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Appendix G: Interview questions (7 i)

1. %f_ ﬁ;ﬁfb rigj, VB[ PUSRE FI T (R

Please tell me about the role of your department and your personal job function.

BFE] S FUN (R TA% R 07 P2 B Bt 2 el s
FURTE 2 FIORIE 755 ki e ELRGEEL 2 Tpie a2
What is the current strategic management of your organization? What are the strengths and

weaknesses? How can it be improved?

3. iR '”:ﬁF[E' S [P SRR R RO PR
PSSR L2 FUPGRE AR Py W i) oy
Would you please explain the influences of the six-views on strategic management in your company?
(DLogic and language view? (2) Learning view? (3) Cultural view? (4) Political view? (5) Ethical

view? (6) Planning view?

A BETEL 2 TR I P i v o 28, perseh = rogseul ﬁ%ﬁ? G| A G A TR R S F’,%’ﬁ
AIFNE) AT (OES T R U b%[H“ 7‘4"' FERAFTRS) R

What type of evaluation system is used to rate the effectiveness of strategy in your organization?

Please explain for quantitative (e.g. market share, profits and sales) and qualitative (e.g. employee

satisfaction, customer satisfaction and stakeholders’ performance) approaches, respectively.

5. [ R EISHEERATIAGIOUR o F12 il P R
How does your company tackle the process of strategic management under a dynamic and complex

environment?

61 F1 2 RAEF I (AR AT o S A BB DL  fERHBEE pOf) RL
M ﬁxﬁié‘ﬂjﬁi FTJ [ %E??’f‘?
How does your company produce better employee satisfaction, customer satisfaction, and
stakeholders’ performance by enhancing the six-views as roots to facilitate efficiencies and

effectiveness of supply chain operation?

7. [ R A é[E . ? ERE2ANEE ﬂf"éf' . igjg»Flgfﬁ}ﬁ[ﬁq@#ﬁj%”ﬁqﬁfj@%!ﬂ/ G [ap
T R F B PR R FORERRA R R S A 2
What suggestions for the strategic management at your company, that this research have not

mentioned, do you find important?
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Appendix H: Time table of interviews

Planning Companies of Interview

Name of Corporation

Address

Manufacturing Industries

1.Uni-President Enterprises Corp.

Tainan (06) 2532121; Taipei (02) 27478088

i SNl WWW.uni-presi dent.com.tw
2. Chi Mei Corporation Tainan (06) 2663000
ﬂ —f\E ﬁ» B‘L T ]:l

3.TYC Brother Industria Co. Ltd.
iﬁiéﬁli& @j E 4N ﬁJ

Tainan (06) 2658781 or 0932704099
E-mail: tyc.com.tw

4.FLEXium Interconnect, Inc.
F [}Eﬁﬂ%lﬁqgfulﬂ E BDL:\ ﬁj

Kaushiung (07) 7871008
E-mail: water@flexium.com.tw

5. Chi Mei Optoelectronics Corp.
B XD L R

Tainan (06) 5051888
E-mail: chen v t@cmo.com.tw

6. Tuntex Incorporatlon
NS D) F R

Kaohsiung (07) 6975455

7. Chih Ro Enterprise Co, Ltd.
NI 4

Tainan (06) 2793313

Service Firms

1. Triumph International Corporation
Jarel 53 IR0 E I

Southern of Taiwan (07) 5563383

2. Fuly Construction Corporation
it ﬁ%‘ﬂ&m L

Tainan (06) 2977858
E-mail: fuly.com.tw

3. Hotel Klngdom
2

Kaushiung (07) 5518211
E-mail: kingdoms@ms23.hinet.net

4.WY SER International Corp.
AR R ) E | R

Tainan (06) 2395239
E-mail: wyser@wyser.com.tw

5.Centra Investment Holding Co. Ltd.
R 03 # I il

Taipei (02) 27819271
E-mail: hiy@khih.com.tw

6. China Securities Co. Ltd.
RS e L

Taiana (06) 2347622
www.K Gl.com.tw

7. Uni-President Cold-Chain Corporation
S L Tl

Tainan (06) 5013200
E-mail: stcheng@upcc.com.tw

8. Nan Shan Life Insurance Corporation
F‘:”[] o ey g [t ﬁj

Tainan (06) 2988850
www.nanshanlife.com.tw
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Interviewsfor 15 Taiwanese companies

Corporation name Name (Position) Time Place
1. Hotel Kingdom Erwin Chen 15/10/02 His office
(Vice-president) 3:30 - 4:30 pm.
2. Triumph Ging-Kau Ho 29/10/02 His office
International (Senior manager) 10:30 — 11:30 am.
Corporation
3. Fuly Construction Tsung-Tu Chen 30/10/02 His office
Corporation (President) 1:30 — 2: 40 pm.
4. WY SER Thomas Kan 31/10/02 His office
International Corp. (Chairman) 11:00 — 12:00 am.
5. TYC Brother David Ho 1/11/02 His office
Industrial Co. Ltd. (President) 9:30— 11:00 am.
6. Centra Investment | Johnny Huang 4/11/02 His office
Holding Co. Ltd. (Assistant 2:00 -3:00 pm.
Vice-president)
7. Chi Mei Yao-Tung Chen 6/11/02 His office
Optoelectronics (LCM MFG. Head | 2:20- 3:30 pm.
Corporation Division Senior
Director)
8. Chi Mei James C. M. Chang | 7/11/02 His office
Corporation (R&D Dept. 1:30 — 2:30 pm.
Manager)
9. China Securities Co. | Wen-Hua Lee 7/11/02 His office
Ltd. (Senior manager) 3:00 — 4:00 pm.
10. Nan Shan Life Jack Chen 8/11/02 His office
Insurance (Senior manager) 3:30 - 4:30 pm.
Corporation
11. FLEXium Walter Cheng 12/11/02 His office
Interconnect, Inc. | (Chairman) 3:00 — 4:00 pm.
12. Tuntex Jen-Chieh Chen 15/11/02 His office
Incorporation (President) 2:00 — 3:00 pm.
13. Uni-President Tung-Ho Cheng 21/11/02 His office
Cold-Chain (President) 2:30—4:00 pm.
Corporation
14. Chih Ro Enterprise | Kao-Sung Chien 20/11/02 His office
Co. Ltd. (President) 2:00 — 4:00 pm.
15. Uni-President Wen-Lung Yang 5/11/02 His office
Enterprises (President of 9:00 — 10:10 am.
Corporation Beverage Group
Corporation,
President)
Uni-President Hing-Ying Huang 8/11/02 His office
Enterprises (Corporate 1:00 — 2:00 pm.
Corporation Planning Office,
Vice-president)
Uni-President Cong-Ming Lee 13/11/02 His office
Enterprises (Production 10:00 — 11:00 am.
Corporation Technology Group,
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Vice-president)

Uni-President Chang-Gin Chen 13/11/02 His office
Enterprises (Distribution 11:00 — 12:00 am.
Corporation Group,

Vice-president)
Uni-President Sinclair C. Liang 14/11/02 His office
Enterprises (International 10:00 — 11:00 am.
Corporation Division, Senior

manager)
Uni-President Jean-Yves Yao 14/11/02 His office
Enterprises (Marketing 11:00 — 12:00 am.
Corporation Planning Group,

Senior manager)
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Appendix |: Four companies and time table of case study

Case study for four Taiwanese companies

Corporate Name | Time Interviewee Place
Manufacturing | 1. TYC Brother | 6/12/02 David Ho His office
industries Industrial Co. | 8:30-10:30 (President)
Ltd. am.
2. FLEXium 10/12/02 Walter Cheng His office
Interconnect | 3:30-5:30 (Chairman)
Inc. pm.
Service Firms | 3. Uni-President | 10/12/02 Tung-Ho Cheng | His office
Cold-Chain 10:00-12:00 | (President)
Corporation am.
4. WY SER 9/12/02 Thomas Kan His office
International | 2:00-4:00 (Chairman)
Corp. pm.
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Appendix J The data of employee and customer satisfaction indicators for Companies

Al-A4
Company Al
Year Sales Employee Employee Employee
Employees’ productivity turnover (Employee Suggestions
numbers retention=1-employee (per year per
turnover) person, PY PP)
1995 421600000 4144000 0.089 200 (1.33
150 employees PYPP)
1996 430240000 49703 0.066 610 (3.02
202 PYPP)
1997 434560000 463019 0.058 660 (3.11
212 employees PYPP)
1998 447520000 488571 0.055 608
252 employees (2.41PYPP)
1999 460480000 229091 0.044 666 (2.52
264 employees PYPP)
2000 457600000 239004 0.038 852 (3.54
241 employees PPPY)
2001 463360000 4238195 0.025 904 (3.40
266 employees PYPP)
2002 480640000 236481 0.037 1404 (4.12
341 employees PYPP)
2003 486400000 226178 0.040 2270 (5.94
382 employees PYPP)
2004 496480000 £241200 0.028 2382 (6.0
400 employees PYPP)
Average £205544x50= 0.048 (Employee 1056
NT$10277200+35 retention=1-0.048=0.952) (3.54PYPP)
= US$293634

The data of the purchase proportion per customer in each single product, customer retention
rate and customer complaints for company Al

Year The purchase proportion per customer retention rate customer complaints
customer in each single product compensation rate

(compensation/sal es)
1999 - 0.88 0.0083
2000 - 0.84 0.0077
2001 - 0.94 0.0023
2002 - 0.76 0.0087
2003 - 0.82 0.0078
2004 - 0.82 0.0082
Average 0.84 0.0064
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Company A2

Year Sales Employee Employee Employee
Employees’ productivity Turnover (Employee | Suggestions
numbers retention=1-employee | (per year per
turnover) person, PY PP)

1998 43900320 48754 0.13 105 (1.3 PYPP)
80 employees

1999 46396861 452007 0.081 188 (1.53 PYPP)
123 employees

2000 40288788 451188 0.010 286 (1.43 PYPP)
201 employees

2001 46106286 447935 0.012 352 (1.05 PYPP)
336 employees

2002 £21709728 452187 0.072 655 (1.57 PYPP)
416 employees

2003 431655776 40741 0.013 799 (1.03 PYPP)
777 employees

2004 451656873 452331 0.008 2835 (2.87 PYPP)
989 employees

Average £9306x50= NT$ | 0.030 (Employee 745(1.54PY PP)
2465300-35 retention=1-0.030=0.70)
= US $70437

The data of the purchase proportion per customer in each single product, customer retention
rate and customer complaints for company A2

Year The purchase proportion per customer retention rate customer complaints
customer in each single product
1998 - 0.94 82
1999 - 0.93 120
2000 - 0.93 171
2001 - 0.92 179
2002 - 0.90 185
2003 - 0.91 327
2004 - 0.93 256
Average 0.92 188.6
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Company A3

Year Sales Employee Employee Employee
Employees’ productivity turnover Suggestions (per
numbers year per person,
PY PP)
1994 £1240000 248000 0 -
5 employees
1995 41400000 4280000 0 -
5 employees
1996 42023000 £337000 0 -
6 employees
1997 42205000 £315000 0.14 -
7 employees
1998 43010000 £376000 0 -
8 employees
1999 44095000 4372000 0 -
11 employees
2000 44375000 £365000 0.083 -
12 employees
2001 42460000 4343000 0.076 -
13 employees
2002 46119000 4382000 0 -
16 employees
2003 46944000 4289000 0.042 -
24 employees
2004 48610000 £287000 0.067 -
30 employees
Average £327000x 50 = 0.408 ~11=
NT$16350000 +35 0.037
= US$467143

The data of the purchase proportion per customer in each single product, customer retention
rate and customer complaints for company A3

Year The purchase proportion per customer retention rate customer complaints
customer in each single product compensation rate

(compensation/sales)
1999 - 0.77 0.0030
2000 - 0.78 0.0032
2001 - 0.66 0.0147
2002 - 0.73 0.0111
2003 - 0.71 0.0132
2004 - 0.75 0.0072
Average 0.73 0.0087
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Company A4

Year Sales Employee Employee Employee
Employees’ productivity turnover (Employee | suggestions (per
numbers retention=1-employee | person per year,
turnover) PYPP)

1999 437960000 489953 0.016 112 (0.27PPPY)
422 employees

2000 498680000 421677 0.005 202 (0.25PY PP)
811 employees

2001 4138180000 48581 0.003 282 (0.30PY PP)
930 employees

2002 461110000 47807 0.012 308 (0.28PY PP)
1090 employees

2003 4201150000 4199158 0.004 323 (0.32PYPP)
1010 employees

2004 4245340000 £241714 0.002 334 (0.36PYPP)
1015 employees

Average £158148x50= NT$ 0.007 (Employee 260 (0.30PY PP)

7907400+35 retention
= US$ 225925 =1-0.007=0.993)

The data of the purchase proportion per customer in each single product, customer retention
rate and customer complaints for company A4

Year The purchase proportion per customer retention rate | customer complaints
customer in each single product
1999 - 0.90 8
2000 - 0.91 7
2001 - 0.88 10
2002 - 0.86 11
2003 - 0.90 9
2004 - 0.93 7
Average 0.90 8.67
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Appendix K: The operation of centroid value and trapezoid area
(1) The operation of centroid value

f (x)
f(x)=1

1(x) r(x)

L M U

Figure 1 The membership functions of trapezoidal fuzzy numbers
for centroid value

, then the centroid value of

If we set | (x) = f(x) =|\)/|(_LLi ) = f(x) :GJ__

trapezoidal fuzzy numbers as follows:
M
X x? x
+ - R

X -
M)dx X
1 UxXx-— X—
U-M 2

{US u? qu W)}

J'LM XX (1)dx+_|-;J X(JJ__

J. @dcs [ (GJ__G )X (M -1+

1 2 2
Ry v e S e

3
1 1w Yo« _'VL
M-L)+ |\/I[(u S )-Uxm 2)}

When L=0, M= 0.25, U= 0.5, then the centroid value of trapezoidal fuzzy numbersis
equal to

3 3 2 3
;[0252_02% 1 {(0.5 05°, 0.25°x05 0.25 )}

05-025" 2 3)_( 2 3

0.5-0.25

_ 0.03125+ 4(0.010405)
0.25+ 4(0.03125)

(o.25—0)+1[(o.52 052) (05x 025—02252)}

=0.19432~ 0.19
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f(x)

f(x)=1

[(x) r(x)

L M U

Figure 2 The membership functions of trapezoidal fuzzy numbers
for centroid value

, then the centroid value of

If we set | (x) = f(x) =|\)/|(_LLi ) = f(x) :GJ__

trapezoidal fuzzy numbers as follows:

M X—L U i LS_LXXZ M+L2U
J-L XX(iM_L)dX-FJ-MXX(l)dX_ M-L| 3 2 ) 2 y
M, X—L U B 2 M
[T i [ @ax 1{X_L } .
L M_L M XX +(U M)
M-L| 2 L

1 M3 M2xL, L® L3 5 5
:M_J( 3 )— (—)} —~U°-M")

1

M 2 2
i L[(—LXM) (——L )}r(u -M)

When L=0.5, M= 0.75, U= 1, then the centroid value of trapezoidal fuzzy numbersis
equal to

3 3 3 3
1 [075' _075'x05) 05" 08 1., (e
0.75-05 " 3 2 8 2°]2
2 2
1 [075 _o5.075)- (05 ~05%) |+ (1-0.75)
0.75-05 " 2

_ (0.083336) +(0.21875) _ 0.302086

= =0.80556 ~ 0.81
0.125+0.25 0.375

Similarly, when L=0.7, M= 0.91, U= 1, then the centroid value of trapezoidal fuzzy
numbersis equal to =0.93237= 0.93
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1(x)

When L= 0.25, M=0.5, U= 0.75, then the centroid value of triangular fuzzy numbers
asthe average = (L+M+U)/3 = (0.25+0.5+0.75)/3=0.5

(2) The operation of trapezoid area

0.28 _0.75-x s x= 068 028 y-025 L y=032 z 028 L A 007
1 0.25 1 0.25 025 1

Trapezoid abcd areais 0.1204=[(0.18+0.18) + (0.75-0.25)] X 0.28X0.5;

Trapezoid wzrs area is 0.2952= [(0.25+0.07)+0.5] X 0.72X 0.5 as shown as follows:

1
072 | N Z L.\ 2/t w
a b
028 [ttt e . b !
d Iy r IX c S
0 0.25 0.5 0.75 1
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Appendix L: The survey table of corporate social issues and stakeholders’ expectations

Table 1 Measurement of corporate social issues

Very poor

Poor

Moderate Good

Very good

Economics:
Profitability
Market share
Customer loyalty and goodwill
Financial stability

Environment:
Pollution control
Repair of environment
Recycling of waste material

Discrimination:
Minority employment
Employment of women
Equal opportunities
Minority business partners

Personnel:
Occupational health and safety
Salary level
Training; education
Counseling

Products:
Safety
Quality
Product improvement

Community involvement:
Community activities
Public health

Education; arts

Co-opetition:
Joint ventures




Strategic alliance
Licensing
Franchising

Table 2 Measurement of stakeholders’ expectations

Un-related Poor

Moderate Good Very good

Suppliers:

Economics

Environment
Discrimination

Personnel

Products

Community involvement
Co-opetition

Management:
Economics
Environment
Discrimination
Personnel
Products
Community involvement
Co-opetition

Local communication:
Economics
Environment
Discrimination
Personnel
Products
Community involvement
Co-opetition

Government:
Economics
Environment
Discrimination
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Personnel

Products

Community involvement
Co-opetition

Customers:

Economics

Environment
Discrimination

Personnel

Products

Community involvement
Co-opetition

Shareholders:

Economics

Environment
Discrimination

Personnel

Products

Community involvement
Co-opetition

Employees:
Economics
Environment
Discrimination
Personnel
Products
Community involvement
Co-opetition

Competitors:
Economics
Environment
Discrimination
Personnel
Products
Community involvement

Co-opetition
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Appendix M: Five linguistic variables for auditing the six-views and stakeholders’

performance
Senior managers |Strongly Negative (or [Moderate  |Positive (or Strongly positive
negative (or |Weak) Strong) (or Very strong)
Very weak)

FLEXium1 (A2)](0,0,19) (18,1839)  |(40,55,69)  |(70,90,90) (89,100,100)
FLEXium 2 (0,0,20) (21,21,40)  |(42,56,70)  |(72,90,90) (91,100,100)
FLEXium 3 (0,0,19) (18,1839)  |(40,55,69)  |(70,90,90) (89,100,100)
WYSER4 (A3) [(0,0,15) (14,1439)  [(37,54,71)  |(70,90,90) (88,100,100)
WY SER 5 (0,0,18) (15,15,40)  |(38,53,68)  |(65,90,90) (89,100,100)
WY SER 6 (0,0,17) (15,15,39)  |(37,51,65) |(64,88,88) (85,100,100)
TYC7 (A1) [(0,0,20) (16,16,40)  |(38,53,68)  |(65,90,90) (85,100,100)
TYCS8 (0,0,18) (15,15,40)  |(35,53,70)  |(67,90,90) (88,100,100)
TYCO (0,0,15) (14,1437) |(38,54,70)  |(68,90,90) (89,100,100)
UPCC10 (A4)](0,0,20) (18,18,40)  |(38,53,68)  |(65,88,88) (85,100,100)
UPCC 11 (0,0,18) (15,15,40)  |(35,53,70)  |(68,90,90) (88,100,100)
UPCC 12 (0,0,15) (14,1437) |(35,53,70)  |(65,88,88) (88,100,100)
Aggregated (0,0,18) (16,16,39)  [(38,54,69)  |(67,90,90) (88,100,100)
average
expression
Defuzzification 18/3 (16+16+39)/3 | (38+54+69)/3| (67+90+90)/3 (88+100+100)/3

=6 =24 =54 =82 =96
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Appendix N: Calculating for identifying strong level or weak level of the boundaries
in the six-views

Company Al: (see p.333)
1. six-views = 0.823 is belonging to both strong level and very strong level from

the boundaries of the Figure 2.9.
(2) the degree of strong level
09-07 _1_ 415x-0077 . x=051
0.9-0.823 x

(2) the degree of very strong level

075-09 _1_ 515x=0023  ..x=015

0.8-0.823 x
(3) decision s six-viewsis belonging to strong level or very strong level.
"." the degree of strong level is equal to 0.51 more than the degree of very

strong level 0.15.
.". The six-viewsis belonging to strong level.

2. PLV = 0.872 is belonging to both strong level and very strong level from the
boundaries of the Figure 2.9.
(1) the degree of strong level

0.75-09 —3: 0.15x = 0.028 - x=0.19

0.872-09 x

(2) the degree of very strong level

09708 _1_41x-0072  ~x=072
0872-08  x

(3) decision PLV is belonging to strong level or very strong level.
"." the degree of strong level isequal to 0.19 less than the degree of very
strong level isequal to 0.72.
". the PLV isbelonging to very strong level.

3. Integrated five-view=0.773 is belonging to strong level only from the boundaries
of

the Figure 2.9.
4. LV =0.855isbelonging to both strong level and very strong level from the

boundaries of the Figure 2.9.
(1) the degree of strong level
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09-075 1

————— =-"=0.15x=0.045 .. x=03
0.9-0.855 x

(2) the degree of very strong
0709 1 4i50-00s5  -.x=037
0.8-0.855 x

(3) decision LV isbelonging to strong level or very strong level.
"." the degree of very strong level is equa to 0.37 more than the degree of
strong level isequa to 0.3.
". the LV isbelonging to very strong level.

. LLV=0.855isthesame LV (seecalculation of LLV).
". theLLV isbelonging to very strong level.

. CV=0.76 isbelonging to strong level only from the boundaries of the Figure 2.9.

. EV=0.787 is belonging to strong level only from the boundaries of the Figure 2.9.
PV=0.715 is belonging to strong level only from the boundaries of the Figure 2.9.
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Company A2: (see p.334)

1. %six-views = 0.800 is belonging to strong level only from the boundaries of the
Figure 2.9.

2. PLV =0.84 isbelonging to both strong level and very strong level from the
boundaries of the Figure 2.9.
(1) the degree of strong level

09-075 1

_— = 0.15x =0.06 .. x=04
09-0.84 x

(2) the degree of very strong level

08-09 :1:>o.1x:o.04 . Xx=04
0.8-0.84 x

(3) decision PLV is belonging to strong level or very strong level.
" the degree of strong level = 0.4 is equal to the degree of very strong level
=04.
". the PLV isbelonging to strong level and very strong level.

3. Integrated five-view=0.684 is belonging to both moderate level and strong level
from the boundaries of the Figure 2.9.
(1) the degree of moderate level

0.7-05 E — 0.2x=0016 .. x=0.08

0.7-0.684 x
(2) the degree of strong level

0.6-0.75 —3: 0.15x = 0.084 - X=056

06-0.684 x
(3) decision I ntegrated five-views is belonging to moderate level or strong level.
" the degree of strong level is equal to 0.56 more than the degree of very

strong level is equal to 0.08.
". Thelntegrated five-viewsis belonging to strong level.

4. LV =0.832isbelonging to both strong level and very strong level from the
boundaries of the Figure 2.9.
(1) the degree of strong level

09-075 _1 = 0.15x = 0.068 - X=0.45

0.9-0.832 x
(2) the degree of very strong
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08709 _1_ 41x-0082  ~.x=032
08-0832  x

(3) decision LV isbelonging to strong level or very strong level.
"." the degree of strong level is equal to 0.45 more than the degree of very
strong level is equal to 0.32.
". the LV isbelonging to strong level.

5. CV =0.608 is belonging to both moderate level and strong level from the
boundaries of the Figure 2.9.
(1) the degree of moderate level

0.7-05 _1 = 0.2x = 0.092 - X=0.46

0.7-0.608 x
(2) the degree of strong level

0.6-075 _1 = 0.15x = 0.008 - x=0.05

0.6-0.608 X

(3) decision CV is belonging to moderate level or strong level.
"." the degree of moderate level is equal to 0.46 more than the degree of
strong level isequal to 0.05.
". the CV isbelonging to moderate level.

6. EV =0.691 isbelonging to both moderate level and strong level from the
boundaries of the Figure 2.9.
(1) the degree of strong level

07-05 1 — 0.2x = 0.009 - x=0.045

0.7-0.691  x
(2) the degree of very strong level

0.6-0.75 —1: 0.15x = 0.091 - Xx=0.61

06-0691 X
(3) decision EV is belonging to moderate level or strong level.
" the degree of strong level is equal to 0.61 more than the degree of
moderate level is equal to 0.045.
.. TheEV isbelonging to strong level.

7. PV =0.668 is belonging to both moderate level and strong level from the
boundaries of the Figure 2.9.
(1)the degree of moderate level

07-05 _1_ 5ox_0032 ~.x=0.16

07-0668 x
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(2)the degree of strong level

0.6-075 _1 = 0.15x = 0.068 - x=0.45

06-0.668 X
(3) decision PV is belonging to moderate level or strong level.
" the degree of strong level is equal to 0.45 more than the degree of
moderate level is equal to 0.16.
". the PV isbelonging to strong level.

8. LLV =0.699is belonging to both moderate level and strong level from the
boundaries of the Figure 2.9.
(1) the degree of strong level

07-05 1 — 0.2x=0.001 . x=0.005

0.7-0.699 x
(2) the degree of very strong level

0.6-0.75 —1: 0.15x = 0.099 - X=0.66

0.6-0.699 X

(3) decision LLV isbelonging to moderate level or strong level.
" the degree of strong level is equal to 0.66 more than the degree of
moderate level is equal to 0.005.
". theLLV isbelonging to strong level.
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Company A3: (see p.335)

1. %six-views = 0.823 is belonging to strong level only from the boundaries of the
Figure 2.9.
2. PLV=0.818 is belonging to both strong level and very strong level from the
boundaries of the Figure 2.9.
(1) the degree of strong level

09-075 _1 = 0.15x = 0.082 - x=055

0.9-0.818 x

(2) the degree of very strong level

0.8-0.9 1 — 0.1x = 0.018 .. x=0.18

08-0818 x
(3) decision PLV is belonging to strong level or very strong level.
"." the degree of strong level is equal to 0.55 more than the degree of very

strong level isequal to 0.18
.. The PLV belonging to strong level.

3. Integrated five-views=0.709 is belonging to strong level only from the boundaries
of the Figure 2.9.

4. LV=0.81 isbelonging to both strong level and very strong level from the
boundaries of the Figure 2.9.
(1) the degree of strong level

09-075 _1 — 0.15x = 0.09 . x=06

0.9-081 x
(2) the degree of very strong level

0.8-0.9 :E:>0.1x:0.01 x=01
0.8-081 X

(3) decision LV isbelonging to strong level or very strong level.
"." the degree of strong level is equal to 0.6 more than the degree of very

strong level isequal to 0.1
.. TheLV belonging to strong level.

5. LLV=0.715isbelonging to strong level only from the boundaries of the Figure
29.

6. CV=0.64 isbelonging to both moderate level and strong level from the boundaries
of the Figure 2.9.
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(1) the degree of moderate level

0.7-05 1 = 0.2x = 0.06 -~ x=0.3
07-064 X

(2) the degree of strong level

0.6-0.75 —1: 0.15x = 0.04 - x=027

06-064 x
(3) decision CV is belonging to moderate level or strong level.
"." the degree of moderate level is equal to 0.3 more than the degree of strong
level isequal to 0.27
.". The CV belonging to moderate level.

7. EC=0.787 is belonging to strong level only from the boundaries of the Figure 2.9.

8. PV=0.657 is belonging to both moderate level and strong level from the boundaries
of the Figure 2.9.
(1) the degree of moderate level

07-05 1 — 0.2x = 0.043 S x=022

0.7-0657 x
(2) the degree of strong level

06-075 1 = 0.15x = 0.057 - x=0.38

0.6-0.657 X

(3) decision PV is belonging to moderate level or strong level.
"." the degree of moderate level is equal to 0.38 more than the degree of
strong level isequal to 0.22
.. The PV belonging to strong level.
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Company A4: (see p.p.336)

1. %six-views=0.723 is belonging to strong level only from the boundaries of the
Figure 2.9.

2. PLV=0.799 is belonging to strong level only from the boundaries of the Figure 2.9.

3. Integrated five-views=0.677 is belonging to both moderate level and strong level
from the boundaries of the Figure 2.9.
(1) the degree of moderate level

0705 1 02x=0028 - x=012
0.7-0677 X

(2) the degree of strong level

95-9% 1 oisx=0077  x-o051
0.6-0.677 x

(3) decision I ntegrated five-views is belonging to moderate level or strong level.
" the degree of strong level is equal to 0.51 more than the degree of

moderate level isequal to 0.12
.". Thelntegrated five-views belonging to strong level.

4. 1.V=0.761 is belonging to strong level only from the boundaries of the Figure 2.9.

5. LLV=0.787 is belonging to strong level only from the boundaries of the Figure 2.9.

6. CV=0.57 is belonging to moderate level only from the boundaries of the Figure
29.

7. EV=0.773 is belonging to strong level only from the boundaries of the Figure 2.9.

8. PV=0.603 is belonging to both moderate level and strong level from the boundaries
of the Figure 2.9.
(1) the degree of moderate level

07705 _1 = 0.2x = 0.097 . x=0.49
0.7-0.603 x

(2) the degree of strong level

06207 _1_ 4 15¢-0003 £.x=0.02
0.6-0603 X

(3) decision PV is belonging to moderate level or strong level.
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"." the degree of moderate level is equal to 0.49 more than the degree of
strong level is equal to 0.02
.. The PV belonging to moderate level.
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Appendix O: Calculating for identifying the low or moderate or high boundaries of
Five-forces

Company Al: competitive intensity of Five-forces
1. RA=0.8526 is belonging to high only from the boundaries of the Figure 3.6.
2.TNE=0.6402 is belonging to both moderate and high competition from the
boundaries of the Figure 3.6.
(1) the degree of moderate competition

_07-05 _1 = 0.2x=0.06 Xx~03
0.7-0.6402 X

(2) the degree of high competition

067075 _1_ 15x=00002  ..x~0001
06-06402  x

(3) decision TNE is belonging to moderate or high competition
"." the degree of moderate competition is equal to 0.3 more than the degree of
high competition is equal to 0.001
.". The TNE is belonging to moderate competition.
3. CPOS=0.8015 is belonging to high competition only from the boundaries of the
Figure 3.6
4. ST=0.6965 is belonging to both moderate competition and high competition from
the boundaries of the Figure 3.6.
(1) the degree of moderate competition

_07-05 _1 — 0.2x=0.02 x=01
0.7-0.6965 X

(2) the degree of high competition

06-075 _1_ 15400065 - x~064
06-06965 x

(3) decision ST is belonging to moderate or high competition
"." the degree of moderate competition is equal to 0.1 less than the
degree of high competition is equal to 0.64
.". The ST is belonging to high competition.

5. POB=0.8261 is belonging to high competition only from the boundaries of the
Figure 3.6.

Therefore, the competitive intensity of Five-forces for company Al is belonging to
“RA—H, TNE—=M, CPOS—H, ST—H, POB—H,” respectively.
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Company A2: competitive intensity of Five-forces
1.RA=0.6449 is belonging to both moderate and high competition from the
boundaries of the Figure 3.6.
(1) the degree of moderate competition

07-05 1 — 0.2x = 0.0551 - Xx~0.28

0.7-06449 x
(2) the degree of high competition

06-07 _1_ 4 15x- 00449 ©.x~0.30

06-06449 X
(3) decision RA is belonging to moderate or high competition
"." the degree of moderate competition is equal to 0.28 less than the
degree of high competition is equal to 0.3
.". The RA is belonging to high competition.

2.TNE=0.6403 is belonging to both moderate and high competition from the
boundaries of the Figure 3.6.
(1) the degree of moderate competition

0.7-05 _1 = 0.2x = 0.0597 - Xx~03

0.7-0.6403 x
(2) the degree of high competition

06-075 _1_ 415x-00403 . x~027

06-0.6403 x
(3) decision TNE is belonging to moderate or high competition
"." the degree of moderate competition is equal to 0.3 more than the
degree of high competition is equal to 0.27
.". The TNE is belonging to moderate competition.

3.CPOS=0.6568 is belonging to both moderate and high competition from the
boundaries of the Figure 3.6.
(1) the degree of moderate competition

0.7-0.6568 x
(2) the degree of high competition

06-075 _1_ 015x-00568  ..x~038

0.6-0.6568 X

(3) decision CPOS is belonging to moderate or high competition
"." the degree of moderate competition is equal to 0.22 less than the
degree of high competition is equal to 0.38
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.". The CPOS is belonging to high competition.

4. ST=0.5212 is belonging to moderate competition only from the boundaries of the
Figure 3.6.

5.POB=0.5936 is belonging to moderate competition only from the boundaries of the
Figure 3.6.

Therefore, the competitive intensity of Five-forces for company A2 is belonging to
“RA—H, TNE—M, CPOS—H, ST—>M, POB—M”

Company A3: competitive intensity of Five-forces
1.RA=0.9669 is belonging to high competition only from the boundaries of the Figure
3.6.
2.TNE=0.6965 is belonging to both moderate and high competition from the
boundaries of the Figure 3.6.
(1) the degree of moderate competition

0.7-0.6965 x
(2) the degree of high competition

06-075 _1 = 0.15x = 0.0965 - X~ 0.64

0.6-0.6965 x

(3) decision TNE is belonging to moderate or high competition
"." the degree of moderate competition is equal to 0.02 less than the
degree of high competition is equal to 0.64
.". The TNE is belonging to high competition.

3.CP0OS=0.8107 is belonging to high competition only from the boundaries of the
Figure 3.6.

4.ST=0.7494 is belonging to high competition only from the boundaries of the Figure
3.6.

5.POB=0.7837 is belonging to high competition only from the boundaries of the
Figure 3.6.

Therefore, the competitive intensity of Five-forces for company A3 is belonging to
“RA—H, TNE—H, CPOS—H, ST—H, POB—H”
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Company A4: competitive intensity of Five-forces
1. RA=0.6403 is belonging to both moderate and high competition from the
boundaries of the Figure 3.6.
(1) the degree of moderate competition

0.7-05 _1 = 0.2x = 0.0597 - Xx~03

0.7-0.6403 x
(2) the degree of high competition

06-075 _1_ 415x-00403 . x~027

06-0.6403 x
(3) decision TNE is belonging to moderate or high competition
"." the degree of moderate competition is equal to 0.3 more than the
degree of high competition is equal to 0.27
.". The TNE is belonging to moderate competition.

2. TNE=0.5212 is belonging to moderate competition only from the boundaries of the
Figure 3.6.

3. CPOS=0.6449 is belonging to both moderate and high competition from the
boundaries of the Figure 3.6.
(1) the degree of moderate competition

0.7-06449 x
(2) the degree of high competition

06-075 1 — 0.15x = 0.0449 .. X~ 0.30

06-06449 X
(3) decision COPS is belonging to moderate or high competition
"." the degree of moderate competition is equal to 0.28 less than the
degree of high competition is equal to 0.3
.". The COPS is belonging to high competition.

4.ST=0.6965 is belonging to both moderate competition and high competition from
the boundaries of the Figure 3.6.
(1) the degree of moderate competition

_07-05 _1 — 0.2x=0.02 x=01
0.7-0.6965 X

(2) the degree of high competition

06-075 _1 = 0.15x = 0.0965 - X~ 0.64

0.6-0.6965 x
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(3) decision ST is belonging to moderate or high competition
"." the degree of moderate competition isequal to 0.1 less than the
degree of high competition is equal to 0.64
.". The ST is belonging to high competition.
5. POB=0.5936 is belonging to moderate competition only from the boundaries of the
Figure 3.6.

Therefore, the competitive intensity of Five-forces for company A4 is belonging to
“RA—M, TNE—M, CPOS—H, ST—H, POB—M”
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Appendix P: Research method of my thesis was published in the five conferences and

ajournal
No. | Articletitle Published in Related Research Main issue
conference Chap. of method
my thesis
1 Applying The 42™ Chinese Chapter 5 | Questionnaire, Performance
Quantitative Proxies | Society for Quality | and interview, case | evaluation for
for Qualitative (CSQ) Congress & | Chapter 10 | study were used | strategic
Evaluation The 12" CQ to measure management
Indicators: Employee | Symposium; customer with
Satisfaction and Nov. 14, 2006, satisfaction and | quantitative
Customer National Chin-Yi employee proxies for
Satisfaction University of satisfaction by qualitative
Technology , fuzzy logic evaluation
Taichung, Taiwan indicators
2 The Roots Theory for | Proceeding of 2007 | Chapters Questionnaire, The six-views
Promoting Strategic I nternational 2-5and interview, case | model consists
M anagement Conference on Chapter 10 | study wereused | of three
Knowledge-based to analyze an interconnected
Economy & Global organizational parts: roots,
Management; roots, six-views, | stem, and
Dec. 6-7, 2007, competitive flowers and
Southern Taiwan environment fruits asthe
University College including organizational
of Commerce & Five-forcesand | roots boost
College of supply chain employee
Management operation, and satisfaction,
(STUT), strategy customer
Tainan, Taiwan implementation | satisfaction, and
and stakeholders’
performance by | performance
fuzzy logic
3 Strategic Conference on Chapter 2 | Questionnaire According to
Management of Business Model and of 200 planning view
Six-views with Fuzzy | New Think of Chapter 10 | companies, shows
Logic Service Firms’ interview for 15 | insufficiencies
Innovation, companies, case | of strategy
Dec. 8, 2007, study with 4 implementation,
Chinese companies were | effective
Management used to andlyze | strategic
Association (CMA); SiX-views, management,
Taipei, Taiwan Five-forces, and | resultsfrom
supply chain combining the
strategy for six-views as
promoting rootsto
strategic integrate
management by | strategy
fuzzy logic formulation and
implementation
4 Strategy Fit with 2008 International | Chapter 3 | Case study with | Strategy fit
Fuzzy Logic: A Case | Conference on | and Five-forces combining SBU
Study for Taiwanese | Business Chapter 10 | analysis, supply | and supply
Companies Management  and chain operation, | chain operation
Information and the stage of | strategy inan
Systems, PLC for organization
June, 13, 2008, combining
SHU-TE SBUS’ strategy
University; and supply
Kaohsiung, Taiwan chain strategy
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by fuzzy logic
in four

Taiwanese
companies

Strategy Origin and The 2009 Chapter 1 | Case study with | Strategy origin
Practicein I nternational three froman
Uni-President Conference dimensions: invisible hand,

M anagement and boundary, visible hand,

Information: relationships and transfer to

Challenges and and competitive | hand and mind

Visionin the 21™ dynamic tandem

Century, May/1-2, thinking by

Shih Chien developing

University College process of

of Business and Uni-President

Information, Enterprise Corp.

Kashsiung , Taiwan
The Strategic Operation Chapter 1, | Casestudy with | The origin of
Management Theory | Management Chapter 7, | Uni-president Strategic
and Practices of Reviews, and management
Supply-demand Side | Special Issue Chapter 8 with
and Three-color Dec 2009, Uni-president
Ocean with pp.117-139 Enterprises
Uni-President Corp.
Enterprise
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