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Rfscarc/1 111to 1he 4ues11011 of wlw1 facwrs ,11µuc11cc problem pc1Lepl1011 

hal'c letuied lO {otus 011 single, 1solmrd ,let 1sw111, often III w1111 ll'l'd scwngs. 
1\101c'()n'1. 1csrnrd1 has i11d111rd I<> 1111es11gu1c in isola1w11 1hc tj}ccl of 

cilhCI i11d1v1duul lcvd r llCIOl\ or mgw1i:::a11011al 011es. The purpose of 1111, 
wudc ,, I() p1c,c11t the fi11d111,~s of rrsnmh into the 1cllll11e 1mpc1t1 of 
i11d1rn./uul and 01,~a111wt1mwl .fluto1' 011 munugas' pc1LCf'li<H1, of tlirn 

role ,claccd prohlcrn w ntol. This role rclc11ed pwblem l!WIIL\ is 1111portwll 

us 11 ads as u 111r1a-/1<.1111c {,,, fu1wc p1ohlcms. The f111cl111gs suggest 

1h,11 ho1h 111J1rnl11ul and 01gw11:::,111,mul [,1,101 s si,~11if1cw11/1 111µ11rnu· 

pcrceplicl11, IW\\'C\Cl, 1wl rnu,cly 111 the mwrncr hypo1hrs1:::nl The 1r,1,l11 

arr discu"cd ,111d arcni,c, fo , .f111111c 1c.1cwcli oullinecl. 1 HL '"'RI, 1998. 

42.25-38 © I 998 Elsn·1c1 Surn,c /11c 

Managers <lo not make decisions in a l'acuum, hut 
rather in a complex JOb related gestalt of muluplc 
decisions through time. that frame and mf1uence 

perceptions of new problems (Bateman and Zeithaml. 1989). 
It is on this deciswn-making gestalt , or context. that the re
search described m thi~ arucle focuses. I low managers per
ceive this context and the facLOrs \\ hich in 0uence this percep
tion can ) 1cld l'aluable insights 11110 how future problems are 
likely to be framed and acted upon. 

Fwm the early work of Simon (1957) decision mak111g has 
been seen as cemral to understanding and enhancing managerial 
and organizational cffecti\-eness Indeed some scholar~ see dee,-
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sion making as an emerging paradigm in management theory 
(I tuber and McDaniel, 1986). The research described here fo
cuses on the first stage of the decision-making process: 1111ual 
problem perception. Problem percepuon can be defined ~ the 
psychological process of scannmg, not icing, and consLrucung 
meaning about enl'1ronmental change (cf., Kiesler and Sproull, 
1982). IL 1s of importance for two reasons. First, how a problem 
,s perceiYed (and conscquemly defined) delimits Lo a substanual 
degree the subsequent course of problem soh~ng action (1-,11111:
berg. Raismghani, and Theoret, 1976; Volkcma, 1983; l.)•les and 
Thomas, 1988: Dunegan, 199 3). The second reason concerns 
orga111zational learning; there arc often cases of inappropnaLe 
problem formulation, implemernation of concomILant soluuons 
and the apparent subsequent amelioration or diss,pauon of 
the problem. This produces inappropriate cause-effect schema 
and consequently faulty learning (Emhorn, 1982; Scnge, 1990: 
Bi llman and Courtney, 1993) 

Problem perception is possibly the lea~t well researched 
phase of the decision-making process ( utt, 1992). One lme 
of research in this area has been 11110 the broad quesuon: 
"what factors in0ucnce managers· perceptions of problems?" 
Answers can help more cffecll\'e management of the formula
tion process. There has been some theorizing as to process 
and the facwrs which impact managerial problem percepuon 
(Ramaprasad and Mit roff. 1984: Cowan, 1986; Volkema. 1983) 
but rather less empirical research. Kiesler and Sproull ( 1982) 
in a comprehensive revie1,1 of the social cognition lnerature 
propose that managerial problem sensing is inl1ucnce<l b) the 
dynamics Llf social percepuon. information processmg. and 
social mom·at1on . Volkema ( 1981), 111 a laboraLOry e,pen
menL , 1m-csugatecl the impact of different formul auon teLh
niques and md1v1dual creat11'll}' nn problem formulauon. llncl
ing that the latter had the strongest impact. Cowan ( 1991) 
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11wesugated the impact of Jungian function:, and experience 
on execuuves' descriptors of general problem categories, find
mg that decision funcuons explained more variance than expe
rience. Characteristics of this line of research are t\\'ofold: l"irst, 
they ha,·e typically been conducted in contrl\'ed senmgs (e.g, 
experiments, simulations. scenario's etc.): and second, they 
have tended LO focus on specific problems in isolation of the 
wider problem/decision-makmg matrix which is characteristic 
of managers' day-Lo-dar Jobs. 

On-the-job decision makmg differs from isolated experi
ments in a number of important respects, For example, the 
temporal dimension means tha t the consequences of one deci
sion feeds into the next and that multiple decisions coexist and 
mnuence each other (Bateman and Zeithaml, 1989). Second, 
managers do not simply react LO thei r decision em·ironments, 
they actively construct them-they create their mvn decision 
support systems and sclecu,·ely process the mformation gener
ated (George, 1980). Tlmd, managers work \\'ith and through 
others in manifold organizauonal roles-they are pan of a 
system which is partly beyond their control and which pro
cesses information unconsciously or "mindlessly·· (Ashfonh 
and fried, 1988). Finallr ,·arious comexwal affccuve, motiva
uonal, and other self-referern psychological factors shape deci
sions (Wood and Bandura, 1989). 

The research presented 111 this an icle investigates the im
pact of individual and organizauonal factors on managers' 
perceptions of their day-to-day decision-making context. The 
construct of decision-making cornext is operationalized as the 
ratio of perceived problem types encountered while per
forming a specific orgam:auonal role related acuvity. The 
research seeks to make a contribution in two areas. First, it 
endeavors LO extend and compliment previous research by 
focusing on real-world problem gestalts. Second, the research 
also stm'CS to make a contribution in that ll specifically com
pares the impact of organizauonal and individual factors on 
the problem formulation process. Indeed it goes tm,·ard heed
ing Lyles and Mitroffs (1980 p. p l I 7) call "\\'e hope that 
future studies will determine more precisely the relatl\'e innu
ence of individual and orgamzat1onal charactenst1cs" ... on 
problem fo rmulation . 

\\'e chose to focus on the le,-cl of decision-makmg cornext 
for the following reasons. First, it overcomes the problems of 
somewhat artificially selectmg and isolating one problem from 
a matrix. Second , the deciswn-making context will in itse lf' 
act as a meta decision frame for new decisions (cf .. Bateman 
and Zeithaml, 1989): knowmg a manager's perception of their 
decision-making context tells us something about indi\'1dual 
decisions, and the manner m which managers arc likely LO 

interpret and react to new c,·ents. Third, it heeds Miller and 
Mintzberg's (l 983) call for approaches that farnr synthesis
lookmg at "gcstalts," "archet}lJCs," or "configurauons" rather 
than the atomistic decomposition of spcci fie cases and elements. 

In summary, the research problem this stud) seeks LO ad
dress 1s: LO what extent do mch\'idual and orga111zauonal facts 
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mnucncc managers perceptions of the ir decisions-making 
contnts7 The rest of the article describes how we set about 
answering this question and is set out as follows. First. from 
the literature we establish a conceptual framework. Spec1fi
cal1)·. ,,e out line a constructionist perspective on problem 
perception and outline a model of the factors which mnuence 
this process. Second , the constructs of clecision-makmg con
text and perception type are delineated and the impact of 
orga111:at1onal role explored. Third, how we set about testing 
the central model is described: various hypotheses are formu
lated, the ~Ludy methodology 1s outlined, and the results pre
sented. Finally, we conclude \\'ith a chscussion of the find mgs. 

Conceptual Framework 
Problem Perception: A Constructivist View 
In approaching the nouon of problem perception \\'e take a 
constructilist perspective (rnn Foerster, 1976). This tradition 
retains some features and rejects others from the sub1cctivist 
and obJect1vist perspectives. For a constructivist, problems 
have no existence of their own, but arc nevertheless grounded 
in some objecti\-c reali ty (Landry, 1995). Like the obJecu,·ist 
tradiuon, constructivists posit the existence of some mdepen
dent reality, however they reject that 1L can be known indepen
dent of a subJect. Like the subjecti,·ists, constructivists concep
tualize problems as abstract entities, but reject that they are 
simply renections of the obsen·cr's mind. The construcu,·1st 
tradnion argues that problem perception is buil t up through 
a recursi\·e dialectic between subject and object, thus problems 
cannot be reduced Lo either subject or object, but emerge in 
an ongoing manner from the mtcraction. In this process, an 
active subject in quest of adaptauon with an object, constructs 
problem representations or schema which are both 111 part 
objewvely val id and subjecll\'ely meaningful (Brown, 1989). 
These constructions then dnve future adapti,·c acti\·it)'. This 
process continues with the subject assimilating the object to 
his or her problem schema, and with the object transformmg 
those schema to accommodate no,·elty in the obJect. From 
this perspecu,·e one does not ask "what is the right ,irn· of 
a problem7" (objectivist), or --who are the cri tical subjects 
involvecP" (subjectivist), but rather "which representation is 
best suited for the adaptation required7" Thus the uulity of a 
particular problem representation is contextual, and degree 
of utility assessed (usually) posl hoc either by social consensus 
or consistency over time (Cowan, 1986). For a full descnption 
of the constructivist view of problems the reader is mvited LO 

re,·iew Landry (I 995). 

Problem Perception: A Model 
Davis, Gro,-c, and Knowles (1990), fo llowing Dickson, Senn, 
and Chervany (I 977) and Mason and Mit roff (1973), employ 
a general descriptive model of decision making. This model 
specifies that o,·era ll decision performance is a funcuon of 
three elements, namely: characteristics of the decision maker, 
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the deus1L1n crn llllllml'nl. and the mformatwn S\~lcm Ci1n·n 
th,ll p1\1hlc rn pcrccpt1l1n 1s the lirsl stage tn the drc1s1011 
m.1k1ng prnccss. ll scL'llb lt1g1Lal w propose that these ckrncnts 
\\ ill tnfluencc this p111n,1r1 suge I niual support fort hh con1cc 
lllrl' Lan he lllllnd 111 l 0\\,\11·s ( 1986) model nf the probkm 
relngrnt illll prlKL'ss. l ll\\ ,in argues that the problem rccogn, 
tllln process h ;1 lunL11L1n L1i tnd1 vidual cognll l\e lrarncworks, 
task-n1k sd1cm,is, ,md tnk1rmauonal s1tu,H10ns I ach llllltkl 
(ll1\\',lll ( IL)H()) and ~l.1s,1n and t'-1itroff(l973)) thus han· ,111 

mdl\1dual. a dcuslllll rnlc cm 1ronmrm, and an tnlormatlllnal 
ct1mpl1m·111 I ,111\1\, tng this !t1g1c \\'C' propc10.c 

I' = In l i)\I t,f·, l's) 

\\ here P = peru:pul1n \11 pwhlfm. D\l = dcus1L111 makc·r 
Dr = dee hlllll rnk Cn\'Irllllnll'nl, I'.', = 1nforll1,\llOll S) Sll'lll 

\\\• L1pc1at1l1n,1h=c and L1ffcr 1ustd1ullion for thh ft1rmul.1 
t1L111 a-. llill lms I-IN , ,ls discussed abo\·c, \,·c locus on ,1 dcu
'>lllll make , s lllk-n:I.Hed pnihlrm gestalt rather than a spcc1fic 
hnl.ued dcus1l1n ...,l'L'llnd. lnllm\ 111g \lason and \lll roll 
l l LJ71). Ramapr,i-.ad .111d \Ill roll (198-+), lc1\\an ( I L)l) l ), and 
D,1\ 1s ct ,1 I. l l LJL}O) \\l' rn1plL1} jungian d1mrns1ons nl perso11,1I 
ll) ,\'.-> key ,ispccts Lll thl' dcc1s1011 maker Prc\'lnus rcse,1rch 
h,1s dcrn11ns11,unl th,u these dimenswns mnuence \';11wus 
stages of the dcc1s1nn-111ak1ng process (cg . i\utt, llJLJO). hll 
e,,1mpk l) a11es ct .11 l l LJLJO) lnund that per~onallly type h,1d 
,\ s1gntl1u11l 1111p.1ct llll \l\Cr,111 dec1s1011 pcrl,1rn1ance (as nll'a 
-.ured h) tm,d prL1duL11nn nisb 111 a computer s1mula11011) 
I !ale~ and ',tumpl 1} LJHL) ) found tha1 chrlcrent persnnalll \ 
t~ }1L'!-> em pill\ di-.llm l hcunsllL.., ll1 g.uhcr d.ua, lll gcnn.lll' 
.md 1,1 e\ alu,\ll' ahnn,\11\ cs during the clcu-.1u11-mak1ng pro
n ·-.-. ,md l ll\\".lll l l l)l) I l lnund that Jungian pcr-.nn,1111 ~ d1 mcn
SJl1n ... were rcl.ncd ll> L·,ecut1\Ts desu1ptnr-. L1f l1rg,m1:allLlll,1I 
pn>hlrm-. 

Th11d the dl'Lhll>n n1lc c111irnnmcnl, follo\\lllg 1)1cl,snn 
et .ii ( ( L)77\ ..., ,1pcra1111nah=cd 111 terms ol lc\'CI nf manage 
mem ,md Jllh lumtlllll l nnccptu,il support lor the 1mpat t nl 
le\cl ,11 m.111,1g,·mc111 .md 10h luncuon on pwblem pcrrcpuon 
can he lnund on l\\1) IC\cb First, on a .. ..,truuural" lnel. 
orga111::,rnnn,1I dc-ch1nn rules serve as "mtcrprct,ll1nn -.y-,tcm-." 
lD,ift and 'v\ e1ck, ILJ!H) alter pcrccpllnns, channel 111lorr11a 
u,111, .ind u11N:quc·nth mlluencc prnblrrn pcrcepu,111 ',ecnnd. 
llil an e:-.pcm·nt1al/lc.n111ng In-cl. tl1arch and Olsrn ( l lJ7LJl 
and I lamhr1c k .md \l,1-.llll ( I LJ8-+) argue that lunLllt111al c,pen 
L'llll' and lea, 11111g lllll>i 111s m,uugcrs' pcrccptwns and 111tnprc 
t,\l lllll lll l'\'l'l\l s 

"pc, d1t.1II~ 111 tnm-. l1f JL'h . ...,mllh ( l G8L)l ltiund emp1mal 
C\'Jtlrnrc th,ll indl\ 1du.1b 1dcnlll) ccrt.1111 pwhlcm-. ,1-. the re· 
-.uh lll pl'rllll llllng ,\11 ,1s-.1gnl'd \)l"g,lllCllll111,\I luillllllll \\ h1k 
l\:rk111-. ,111d R.1<1 ( } Qllt)' lnund that funcuc,11.11 c,pcm·nn· ,.., 
,\11 1111pmt,1111 dL·tc·rm111.1nt n l rn,m,1gcnal clccb1,,n-111ak1ng hl 
h,mn1. c-.pe, 1,1lh llli rcl,lll\ cl~ unprogrammed dcrhl\lll-.. ,u1d 
-.pcl dll.dl) that l'\pcncncc allccts \,·h1ch mf,mn.lllun b -.L"IL"Lled 
.md pn1ce-.s,·d p1w1 l\l m,1k1ng ,1 deus1L1n 

In term-. l1I the impact nl lc\'l'I ol 111,magemc111 on prnhlcm 
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pnccpllllll, the llillc1\, mg re~L'.lrch 1 ... penm, 111 l )11 ,\ u1ncep
lual Incl \Lbon add \h1n1fl (]LJ73) .1rguc 1h,ll 1hnc 1-. ,1 
clL1'.->e 1111ndrpcndcncc bet\\'t'l'n prnblcms .ind L,rg,1111::.u,nnal 
strllclllt'L' ',pectficall1. the\ dtllcrenuatc hL' l\\l'c'll s11,ueg1L, 
ma11,1gc111ent and opcrauonal problems\\ llll h rrlln t ,111 nrga-
1u:at1L1n.., h1erarch1cal s1ru<.:1urc On ,111 crnp1rrc,1I lcH·I. I ran
\\lck. \\'ard. 1 lutt, and Rcmgcn ( I LJlJ-+l, IPlllmrng I n1111 hrun 
( l LJ~(1), lnund that nrga111:ational h1crarL h~ 1mp,1c tnl 111,m.1ge-
11,1I n1gnn1uns generall) and spculically thc11 pl·1n·pt1lltl, ,ind 
llllCrprcl,\l llll1S nf Ill'\\ :,tr,HCg) and lh l'llll,l'l{lll'l1ll'', 

rmalh. I\C do nnt d1rccth control 101 mlllfm,ll1,1n s,-.1e111 
uhe fl1rm. comem. lcq:l of summ,rn=,llillll prL'..,l'lll,lllllll media 
l1I 111IM111,H1nn, ClL . Da\lS et al I LJL)()l flir tlw ll,lll11, mg rl'a
snns I 11·..,t the mformauon system 1,111 p,nl llL'd l\1,1 p.ullcul.ir 
nrga111:,u1nn,d wle. lor example 1l 1s rcu1gn1:L·d th,11 the k\cl 
tll Sllllll\\,111=,111011 or mformal1Lll1 lnLTl'.\"l'" \\ uh \ll'g,m1:,\ll\ln 
In el t\llm=hcrg. 1979). "econd. 111d111du,1b LlllNll\t l tlmr 
l'" n 111!t1n11,111011 ~ystem'> l Ceorge, l LJHL) ). ,\ p1L1cr:-s 111llurncrd 
b) thc11 \l\\ n deuswn-makmg ,tylc (il-lastlll ,md \lllr\lff l LJ71. 
Nutt. llJ7LJ, l lalq and '>turnpf. ILJHLJ) ...,imply put, \\l' ,1rguc 
that ,..., = In (1)\1, D[) Olw1ously thi-. c,111 ncn·r rnurrly hr 
the c.bl' .• md ,1s such this s1111pldy1ng assump11n11 rcpn·sl'11ls 
,1 li1111lat1nn nf the present stud). Th us \\L' pn1p,N' th,ll 

\\ hnr l'i'\h = percepuon of drch1nn 111ak1ng cPlllL'\l I' I = 
pcrsl1n,illl\ type. OR = orga111::,ll1nn,d n1lc \\llllh lcad, lll 
lllll lir-.l ll\ pothcsb 

111 . PnL'L'pt1l111:, ol dens1on-makmg nlllll'\l ,1rr .1 luncllllll 
nl 111d111du,il l perccpt1Lm t1prl ,ind l1rg,m1=,\l1l111.ll/ 
n1I kL ll\ e f,1Lll1rs (JL1h and IL'\ cl l1i 111,\11,l)!.l'llll'lll 1 lac -
tlir-. . \\c no\, address each \ll tlw u111-.uuL1-. m nllirc 
det,111 dccb1on-mak111g cnntc,1 , jung1,m PL'ISl1n,1lll\ 
l) pc. and t1rg,mi=.lltl11ul n1lc 

Dccisio11 -Malii11g Context 
Rrl,\11 that we dcf111c deusH1n-m,1k111g n1mc,1 ,h the role 
rl'l.lll'd problem gestalt \\llhm \\ h1ch a m,111;1gl'I llllL'r,Hr-. and 
makes dcus1nns 011 an ongtimg h,1s1s. ,\.., .ugucd , ,ll ,Ill) lll1l' 
t 1111e man,1gcrs face muluplc mtcrrclatcd dcus1l11i-. whll h a1L' 
1nllucnccd h1 pn:, 1ous dec1::-.1rnis and thr11 lllllull11rs \\'c 
l1pc1 alll>nali:c dcuswn-makmg n1rne,1 ,b thr 1,\l\ll l1i pn1hlc111 
I) PL'.., ,1 rn,rnagcr encnulller'.'> \\ h1lc pcrll111111ng ,1 sprt dtt nrg,1 
111:.11H111,d wlc In dillcn:nu,umg pnihlc111 l) pr,, \\L' lnllLl\\ 
\ l,,-.l111 ,111d \lltroff l 1LJ71. 1981 ) and l1thn-. (l hurthlll,\11 
IL)() I, \11111:hng. Ra1smgh,m1. and I hl'llll'l I Ll7'1 , I uct ,ind 
R,ulla , llJtNl. h) fncusmg the d1111e1Nlllh ,11 slntLlllll'd \L'lsll.., 
un,1111Llurcd problems and strategic \n-.u-. l1pl·r,H1l111.d p111h
k111-. lhc..,e t\\\1 d1111cnswns arc· rspcu,111) })L'lllllL'lll lL' deu
:-.tllll 111,1k111_g as l hey tnggn qullc d1-.t11ll t dL'Chlllll prnu',..,l'.., 
.md L'lll ph,1s1:e d1 ffcrent l1rg,mc\l1l111al i-.suc•.., \ \ 'c dtsl us-. cac h 
dtnll'lhlllll ol dcu!>\Oll-111ak111g nrn1c,t 111 turn 

"lluctured pwhlems are ddined ,h prL1hlc11h \\ hnr s,1lu-



28 J Busn Res 
1998:42:25- 38 

Table 1. The rwll D1mcns1ons ol Deus1l1n-l\l,1k111g Lomcxt 

Problem 
Type Focus 

Structured I 111d111g the most 
appropriate solu11on 
(problem solv111g) 

Unstructured Dcl1nca11ng the problem 
(pnihkm find111gl 

~1rateg1c Purp,,,c, gl>als. 
llhlL'll l\'C5 

Opera11onal '>peuhL :1L11011s 

Characteristics 

Ahcrn,111\T solu11ons 
,Ile known, out
uHncs ol solu11ons 
,,II)' lrom known ll1 

llllll'rta1n 

,ud1 prllhlcms arc 
t,p11.:,1lly rou1111e un
,1111h1guou,. do,cd. 
,llld \\ell defined 

\hnn,111\·c solu11ons 
and their outcomes 
an· unknown 

sud1 pwhlcms are 
1yp1Liil)' llll\'CI. 

unique, romplex. 
.1111h1guous ,ipen
cndcd and poorly 
dLhncJ 

I .llng 11111e hon::on. 
~1(1hal1:cd orga111::a
lllll1al 1111pac1 and 
I he kc)' concern 1s 
w11h ellecll\l'llCSS 

ShLllt 11111e hllnwn. lo
L,1h:cJ lHga111:a-
11,1n,1l 1111paLI and 
till' kc1 uinccrn 1s 
"11h L•ihucncy 

tion alternat11 cs ,trc known and where knowledge about con
sequences of each ,olu11on l'anes from compktc 10 indcternu
nate. In contra,t. unstructured problems arc ddmed as those 
characten::ed hy amb1gu1ty. where both ,nlut1on al1erna11,·es 
and their consequenres arc unknown lLuce and Railfa. 1989: 

t--1mtzberg et al . 1976. p. 251 ). Unst ruuu1-cd problems can 
be thought of as --c1cusion processes that ha,·e not hccn en
countered 1n qullc I he ~amr rorm and flll. "h1Li1 no predeter
mined and cxplir11 set ol ordered response, exists in the 
organization ( ltntzbcrg ct al. . 1976. p Hfl). Drawing on 
the decision-makmg lncraturc the common themes or Lharac
tcristics of structured and unstructured problems arc sprc1fied 
111 Table l (t--1,ison and ~htroll. 1973. 198 I. Oonnclly. Gibson. 
and lvanrc,·1ch. 1987) 1hr d1chotllln) of "truuured and un
structured 1s important because these 1110 problem t} prs are 
the amecedent-. of t" ,1 qunc d1st1nrt tkc1"wn-111ak111g pro
cesses: programmed and unprogramnwd mode~ ul deus1on 
making (S11non. 1977): the analy::able and unanalyzable deci
sion processes tdcnufied by Ullrich (197t>): ,111d Nutt 's (1990) 

high and lo\\ pu::::lcment dcc1s1ons. ~11np!I. ,1 problem per
ce11'ed as 5tructurnl \\·1II trigger a rcbll\ch .1ut11111auc. pro
grammed deus1on process. \\·htle one pcrcc1\'cd ,is unstruuurrd 
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\1 ill. t nggcr an unprogrammcd. highly custom1::ed der1s1on 
prncc~s 

l he sernnd d1mens10n addressed here focuses on classes 
ol l1rga n1zauonal problem. From the literature the char,1ctens
uc,;; of s1ra1cg1c and operational problems can be set out (Ack
off. 1974; Thompson and St rick land. 1989; Cowan, I <N I: 
M1111zbcrg ct al. 1976) ~trategic problems arc defined as 
problems which deal with: the drterm111ation of an orga111z,1-
t1on's purpose. goals. and cl1rcrnon. the fit or alignment he
l\\'C'Cn the org,m12at1on and Its e111·1ronment. and the orga111::a-
11on as a whole In contrast. oprratmg problems are clclmcd 
as problems which deal "nh: specific courses of action for 
the 1111med1ate future: acttons taken to ach1ew pre-established 
goals and ob1crn1·es: and localized pans of an orga111zatwn. 
Conceptually. the difference between operating and strmeg1c 
problems can be equated to the dist111u1on between cffic1enc> 
and dlccuveness. Operating problems tend to be more con
cerned \\'ith efficiency issues. \\htle strategic problems tend 
to be more CL111cerned \\7th issues of dfeu1wness. The cltffcr
enccs 111 terms l)f locus. lime nncntauon. impact. and pnmary 
concern arc set out 111 Table I. The dJChotomy ol st ratrgll 
\-crsus opcrauonal 1s important bcLausc these two problem 
types deal wllh 1110 qunc d1st1nct sets of organizational issues. 
Perceiving a problem as strategic wtll emphasize long-term 
11nplica1 ions, st rcss the effect of t he problem on the orgarnza
uon as a whole and Its conseq ucnrcs for col1lpetit11T po,1tH1n-
111g In contrast perre1rn1g a problem as operauonal wtl l tend 
to emph,1s1zr shon-tcrm localized tlllphcauons. and fon1s at
tcnuon on specific acttons to be t,1kcn 

Personality Type 
Jung\ ( 192 3/ 1977) theory of personality has provided lccund 
ground lor theory and research in management. for example. 
the theory has shed useful light on the design nf mqutnng 
systems (Churchlllan. 1971 ), management mformation sys
tems (l\1asnn and ~!nroff. 1973). nrga111:at1onal problem '>Oh

mg tt>.ln roff and Ktlmann. 1976). '>Lra1eg1c plann111g (t--1ason 
and MnrnlT, 1981 ). and organ1za11nnal effecttl'eness (Qu11111. 
1988). Jungian persnnalny types have been used as analogues 
ror dccis1on-111ak111g style (e.g .. Davis ct al., l 990: l lcndcr!:>on 
and Nutt , 1980) and problem-soh'111g style (e.g., Hellnegcl 
and Slocum, 1980). Empmcal research has shown that dtflcr
cnt dcctsilm-makmg styles (dcfmcd usmg the Jungi,111 1ypl1l
om) have d1ffenng attitude!:> to rt'>k lHcnderson and un. 
1980). prefer different orga111:auonal designs lHellncgcl and 
'>lou11n. I 980l, and uuh::c different n1g111t1\T hcunsurs (I lalC) 
and \tumpl . 1989). F111ally. rcscard1 :,uggests that no ntll' 

dects1on style is inherently superior for all deusion tasks (cg. 
t--k Kcnncy and Keen. 197-+). hut that different styles can c;-,;ccl 
111 spccdic contexts leg. Oavis et al 1990). 

Jung\ 1 hcory of the psyrhc postuL11cs two attitudinal onen
tauon., and lour basic psycholog1cal funwons Uung. l LJ2 3/ 
1977) I he t\\'o aunudmal oncntauons comprise ext raverst('n 
.111d 1111 rn\'crston. and dc~cnhe t hr direction of flow of psychic 
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energy or auenLion. The four basic psycholog1cal funct ions 
comprise Lwo anupodal pereeplUal funcuons (sensation and 
intuition) which mediate 111forma1ion to the p~yche and two 
anupodal judgmental functions (thinking and frelmg) which 
process and n ·aluate that 111formation. Furthermore, impliciL 
m Jung's Lypology arc two functional orientations \\'h ich were 
laLe r made explicit by ~1ycrs ( 1962). People tend to approach 
the outer world by rely111g on either judgment or perccpLion 
as fu nctions in thcmsclws. foch pai r of funcuons (sensaLion
intuition and th111 k111g-feeling), auitudes (cxtra\-crs1011-intro
wrsion), and onemauon (judgment-pcrccpuon) are opposite 
yet complementary, they muLually cocx1sL and define one 
another, and compnsc the four axes which define Jungian 
personal ny types. 

ln this stud y \l e spenfically focus on the axes of scnsat ion
mtuition and judgment-perception These are now described 
111 grcaLer clcLail and Lhc rationale for Lhcir inclus10n specified. 
Ramaprasad and i',.liLwlf ( 1984) argue that certain psychologi
cal funct ions arc more 11nportan1 in different phases of the 
dccb1on-making process. ~pecifical lr, 1hc funcl1Lll1s of scnsa
uon and i111u1Lion are semmal in the problem rerccp11on stage. 
while thinking and feeling arc ccnLral 111 the c\·aluation phase 
(Cowan, 1991 ) or the pcrcepLual functions, sensation is the 
function that mediates mfnrmation through Lhc fi\'c senses, 
sensation establishes conscious reali ty; that 1s, \\'hat "cxisLs.·· 
In co111ras1, i111u1l1Lll1 goes beyond the apparenL "111anifes1·· 
\\Orie! 10 Lhe imp!tc1t \IL1rlcl of potential and poss1bi li1irs l1 
mediates inner pcrccpllons from the unconsctous. ln1ui11nn 
secs\\ holes or pallcrns. \\'hile sensation sees details: irnuition 
secs systcrn ic-gcstalts \,·hilc sensation sees part1Lularo.. 

In terms of the pcrccption-juclgmcnL a;,.;1s :,.,tycrs (1962) 
argues that a person\ oncrnation 10 the other \\Orie.I is either 
adapll\'e (percepuon) or direcLi\'C (Judgment): the fLJrmer 
seeks 10 understand and adapt to Llw world. \,·h ile the laucr 
seeb 10 di r·cct and control it. The potential importance of 
the perception-judgment axis to problem perception becomes 
clear when related to schema I heory (Axelrod. 1973), and 
more specifically to ;-,,,e1sser's (1976) pct-ccptual cycle. In Ncis
ser·s model, cog111ll\'C sd1cma, (defined ao. constructed arnic1-
pauons of certain kinds Llf information \1 h1ch arc plans of 
perccpLual acuon as \\Cll as readiness for particular kinds ol 
mformation (i.e., they ha1-c a specific 111forma1ion valcncy) 
direct or dri\'c pcrccplU,11 exploration. The em·ironmenl 1s 
scanned and sampled fo r specific informaLion. \I h1ch in turn 
modifies the ongmal ··drn ing" schema. The process 1s cyclic 
and colll in uous. ,\ Jungian ,1 udgmcntal LflJC person \\'oulcl 
tend Lo hal'C rela111-cly f1.wd schema (composed of l hnught nr 
Ice ling st ructurcs) These \\'Ot1 ld di rrc1 percept m l cxplmallun 
(sensation or intUlllLln) 111 a ~nmcwhat dcLcrmimsLic manner. 
Sampl ing of infonn,111011 \\ould be highl; sclcLLi1-c and Lhc 
schema high ly res1stalll Lll modi ficauun. Indeed such a person 
only "secs" \\ hat Lhq "think· or ·'fccl"-they \\'Oulcl be st rnngly 
prone 10 the confirnuliL)ll b1,1s (13azerman , 1990). ln con1rns1, 
the perceptual per~L1n \\'ould hm-c rclallwly nurd schema 
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These would direct perceptual exploration 111 a fairly loose or 
ge1lt'ra! \\'a). Inrormation \,ould be scanned 111 a comprchen
Sl\e manner and Lhc llwd schema would be easily modified . 
The judgrncnL type is Lhus schema clri\'cn. fornsed and selcc
tiYe in sampling, and chsm1ssiw of informauon 1\ h1ch docs 
1101 "fi t" Lhc original schema. The perceptual Lypc 1s thus 
111formallon driven, comprehens1\'c in sampl111g. ,111d 111allca
blc 111 Lerms of moclificauon of existing schema and Lhc gcncra
uon of new schema. 

The 1 ViL\ axes of scn:,at1on-i11Lu1 tion and pcrccption-juclg-
111cn1 dclrnea1cs four l)'pes. called here pcrccpuon types: sensa
uon-1udgment (SJ), 111tuiuon-1udg111cnt (I\J). 1111uiuon-pcrccp
t1on (NP), and scnsauon-pcrccption (SI'). The characteristics 
of each type arc ri rst defined 111 general terms and then spcci fi 
call) rchtLcd 10 management problem types. The managero. 
\\'iLh an '.:>J type focus on the immediate and parucular; daLa 
and detail arc rapidly structured, classified, and ordered. The 
SJ manager seeks out/imposes order and structurr 111/011 con
crcLc 1nlormation. rhe 'J type focuses on the global or gestalt 
nature of situations; he/she seeks out poss1hiln1cs, temporally 
unconfined, rangmg back\\·,ird and for\\'ard 111 time. Rapidly 
these pnss1bil iues arc arranged into ncatl} ordered hypotheti
cal models (Lhink111g) or m1Lhs and stones , iccl111g). The NP 
type aga111 focuses on poss1b1li1ics, cmphas1:111gand perceiving 
the nu1d and dynamic nature of Lhesc. Herc 1s the l leraclncan 
mode ol perception: ··All 1s nux ... C\'el)'th111g llo\\'S nothing 
abides·· ( \\lhcehrnght. 1959). The SP Lypc agam focuses on 
the parucubr; grounded 111 thr here and Ill)\\, tlw cYer chang-
111g. lluid nature of the mumcnt 1s encountered. This mode 
of perception seems to resonate with the nuuon of "mind
fulness" 111 f1uddh1s1 thL1ugh1 (e.g., l<atag1n , 1988) 

Rclaung pcrcrpLion L) pc Ln prnblcm pcrccpuon the lnllnw-
111g may he deduced. Tho"c \\'1th a dom111anL scnsaL1Lm func
tion (the SP and SJ Lypes) are likely 10 pc1-cc1\-C Lhc rmmcdiate, 
mamfcst details of problems. resu!Ling 111 ,1 short-term, opera
uon,tl 1·1c\1. ln contrast mtunn·e types (the '\JP and NJ types) 
arc likely to emphas1:e the longer term, nwrc holistic aspects 
of problems, resulting 111 a more s1ratcg1c \W\1. In addition 
LO the forego ing thcnrcucal argumcnL , further ~uppnn lor th is 
propos111011 can he found 111 the 11·ork of \bson and M11roff 
(I 97 3) who argue Lhat scnsat ion L ypcs strc!>s immcd1a1c hare\ 
111format1on and facts.\\ h1lc 111tuiuon type" "tress future possi
h1lillcs. In addition. l lcllncgcl and 'ilocum , 1980) clcmon
stratccl that scnsa11on ,S) type managers appear LO locus on 
sh(1r1-1crm problems, I\ bile. 1ntU1l1 011 (. '\J) t\ pc nunagcrs ap
pear LL1 focus on k)ng-term problems. 

l hc1udgmrn1 Lypcs ('.-,] and l\:J) wi th rc\,111\cl) \t-.;cd schema 
,ll'C likely to stress Lhe struLLurcd or nrckrcd ,1spcLls Lll prob
lems. \\ hilc in rnnt ra~t the perceptual l) pc!> ;m: likely w prr
cc1\·c Lill' riu id un~truLLured nature ol prL1blcnb Once again, 
111 ,1dd111nn 10 the lorcgo111g thcoreucal argument. funhcr ~up
pl1n Im 1h1s prnpos1tio11 un he found 111 Lhc \\'Ork of Null 
, 1986) 1\ ho found that Pl ype s1 udcn1s arc adcpl at clisnwcring 
hidden meanings and nuances when anal}:1ng hus111ess cases, 
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)'Cl have ddTiculty 111 placing these mstghts 1111n a final summari: -
111g s1 ruc1 urc In comrast,J type students oltrn miss case subtle
ucs, yet pro\'tde clear, well su1.1uurrd slluaunn summaries. 

Thus, in terms of a manager's prrccplll)ll nl their dcc1sion
mak111g CL)t1tr.,1, we hypo1hes1;:e 

//2tr '\JJ ,md :---;p managers \\Ill percct\T 1hr1r dec1s1011-
mak111g context as compn!:>ed Llf ,1 higher pnruon of 
~tr,HegtL problems than '-l ,rnd '-1' 1ypes 

//2/, ~) ,rnd ;-..:J managers\\ tll perccl\c their dcc1s1011-mak-
111g context as comprised nf a higher proponton of 
strULtured problems than '-P ,111d '\JP l} pcs. 

Organiza tional Role: Job Fu11c1io11 
a11d Level of Management 
As specified abo\'e, fo llowing D1cksnn c1 .11 ( 1977) and D,wis 
cl ,11 ( I lNO). we opcrauonal1::cd organ1:,lltl1nal role as 106 
funu ion ,md lcwl of management 1hr 111,1rkl'llng- tech111cal 
d}ad \1asd1osen to represent Job lunLttlin. and 1hc 1op-m1ddle 
management dtsuncuon \\ as used for lcn:I lll 111,111agcment. 
Lach ts d1:-cus,,cd 111 turn 

FUNCTION: THE MARKETING- TECHNICAL DYAD. As desrnbcd 
abn\'c, rc~carcb suggests that m,111ager< fu11LL1onal back
grounds can 111nuence their pcrceplllllh nl prnblrms. The 
particular functtonal cltchotomr 1111 esugatcd 111 1 he currrm 
research 1s that of the markc11ng-1ech1mal dyad Conn1c1 
hctwrcn these 1wo func1ions has been the locus of recent 
markc1 1ng IHer.uure (e.g., Song and l'at ry . I LJLJ2: 13crtrancl. 
1992: Kama1h, ~lansour-Colc, and ,\pana. llN3: '.:i lC\-Cllson. 
Barnes. and '.:ite\·enson. 1993) ,md 111,1\ 111\·l1h-e di fferences 111 
problem perception. Spectltcal ly . ll has been observed th,tt 
market mg ,md tcchmcal lunrnons c,h,hll ,,md 111h,1hH) qune 
d1s11nc1 .. thL1ught \\'Orlds .. lDoughcrty. I 9HLJl nr .. \\'orld \·te\\S .. 
(Dcshp,mdc and \\'ebster. 1989) \1 htch ll ts ,trgued can mnu
cncc const11ucn1 managers· pcrccpuons Lll prl1hlems. 

'.->peuficall} 111 terms of the st 17.IL t urcd-unstruc I u 1-cd compo
nent of dccbton-making con1cx1. the IL)lkm 1ng lind1ngs are 
pent nrnt. Doughcn). ( 1989) suggcsis I ha1 I he market mg 
world 1·1c\1 s1resses --soft·· issues of cnWlllll1. pnsuasion. and 
the nonquanufi,1ble: the focus is lm pcnplc. 1·alucs, and the 
qualitative ::.1dc of phenomena. In com r,i-;1. 1cchrncal !unctions· 
lsuch as mformauon systems. ,Kcoun1mg and operations) 
\\orld \'IC\\" cmphas1:es the more IL1g1c,1l and quan11ftable. 
\\ here cmp1r1Lal fact and quantll,llt\-C mfl1rn1,1uon ,HT pn:ed 
and sought '.\0\1 ~lason ,md t'-lllrnll (1981) and L1thcr::. (e g. 
C O\\'an. 1991 l argue that issue-, conccrnmg \ alues, emouon. 
and people 1cncl to he more mhcrcnth u11s1ruLtured 111 nature 
than 1cclrn1cal issues of fau and qu,1mnatt\C 111kmnaunn 
Thus, \\'hcreas techmcal problems arc ddmcd 111 ,1 rcl,llt\-CI} 
uncqui\'ocal come,1 of tcchnolog1cal ,1ppliL,lllllt1s, markct111g 
problems dcalmg \\ llh the more qualnat11·c ,1rc rnncc1vccl of 
as more elusive and ambiguous (cf , I y !cs and ti 111 rol f, 1980). 
C..onscqucntly \\'e hypothesize: 

P. R. Berthon et al. 

1 /.3u: Markcung managers will percet\-c 1he1 r clccis1on-
111ak1ng context as comprised of a higher propon ion 
lll unstructured problems than their technical coun
terparts 

In terms ol the 1mpac1 of the focal cl}ad on the s1ra1cg1c
opcrat1onal d1mcnstl111s nf clec1sion-mak111g comc.,1. 1hc fol
km mg research h peruncnt. t--larkctmg 1s rccngn1:ccl as a 
boundary-spanmng luncuon, that bnclgcs the organ1zauon
ennronmcnt mtcrface ,mcl 1encls to be out\\ardl} fl1cused. 111 
contrast, techntL,ll functwns 1end to be more msulatcd and 
111wardly fol used (~ltchacls. Cron, Dubmsky. and Joachtms
thalcr, 1988, Piercy. 1989: Goolsby, 1992). Indeed research 
suggcsls 1ha1 compames led by managers from outpul lunc
uons (such as marke1 mg) tend to pursue more adapuvr. out
ward-looking st rategies than managers from throughput lune
lions (such as tcchn1ul funcuons), who pursue strategics \I hich 
stress internal clftucnq (Chaganti and Sambharya, 1987. 
Thomas. Lttschnt , and Ramaswamy. 1991) O\crall. one may 
mfcr that Ill\\ ardh fornscd, 1echrncal functtons \I tll encourage 
mamgcrs tl) sclcu and focus on the more operattc)nal aspects 
of problems. In contrast. the cxtcrnall> oriented markcttng lune
lion \\ tll mnucnn: managers to stress and focus on the stratcgtL 
aspccb of prnhleni-, '-pcctftcally \\·e hypL)thcs1:e· 

I /Jh· Market mg managers will percet\T their dcctslllll-mak-
1ng cumc,1 as comprised of a h1ghr1 propon 1(111 of 
stra1cg1c pn)hlcms than their tcchmcal n1u111crpans 

LEVEL OF MANAGEMENT. Research suggests thal managers' 
dcc1s1ons are 1nllurnccd h} their hierarlhtcal po.,lllllllS (I nm
brun. 1986. I ram\tck. \\'.ircl, Hutt. and Rcmgcn. 199-t) and 
ll ts proposed that the ratio of strategic LO operatwnal problems 
ts likely Ill \·ary \1 Hh len·l 111 an orga111:,1t1011 s h1crard1) (cf . 
Anthon}. I %'i \lmt:bcrg. 1979) '.:ipeuftcally. 111 terms l'I 
problem pcrccp11nn lhL followmg may be gleaned l 1r-,1, fwm 
a nortn,llt\"C pcrspcLII\C. 111 most orgarn:auon~ top managc
lllt'lll arc spcuftcally charged \\t lh the respnnsthtlll) nl locu-
mg on I he sl raicgtL aspeus of orgam:aurnul problems (I Ii I 
and Jnncs. I LJ92) l )rg.rn1:a1 tons are structured !,l) that (ideal I} ) 
top managers arc able to bnng together and interpret 1nlorma
uon as a \1holc (Daf1 and Weick, 198-t) This normative ad
mornshmcnt and the structuring of orgarn::aiwns' mkm11auon 
nnws wgges11hat top managers arc likely 10 pcrcc1\T orga111::a-
1ional problems from a ,1ra1eg1c perspectt\T In contrast, man
agers ll)\\Tr 111 the h1crarch} arc l}ptcall} charged wnh locus111.~ 
on 1mpleme111atwn that ts con\'ertmg broad wp management 
dcustLlllS llllll spcuftl day-to-clay operations l l Id! .rnd )llllC'-, 
I ll92) I ndccd l)rgan1:at1ons are structured 111 such a way as 1n 
focu-., and dcltm11 lo\\Cr IC\·cl managers mfortn,llll1n. t} ptLalh 
along na1Tn\1 lunLlHln,1l l111cs (Moe, 1994 l Agam th,.., norma
lt\·c rcspons1htl1ty and 1hc structuring L){ an orga111za11on\ 
mforma1 wn IIL)I\ ,ugge-.,1 that lower lc\'el managers arc ltkcl) 
to perceive orgarn:<111onal problems from a strategic prrspcc
t11-c. In 1his s!Ud} tt \\as decided to compare scrnor or lop 
managers wllh m1dcllc nunagers, as jumor or lower manager~ 



Problem Perception 

are likely to br new to management. im·olved in supenl!,cd 
1ra1n1ng, and arc often 1110\·ed around an organization as part o[ 
their dc\'clopment (lfonoma and La\\'lcr. 1989). Consequently 
thq ma) not ha\'e been in a g1\·cn organizational dec1s1on
mak111g cornext for any c1pprcciablc lengt h of 11111c. This leads 
to our next hypot hcsis. 

11-1 : Top managers \\ ill pcrcr1\'C their decision-making 
context as comprised of a higher proportion of strate
gic problems than their midd le manager counterparts. 

Fmally, no direct evidence \\as foun d in the literature to 
specifically link level of management wi th the degree of prob
lem structure. 

Research Design 

Sample 
The research attempted to tap on-the-Job perceptions l1I man
agers. Accord111gly, a cross-sectwnal mail survey \\'aS em
ployed. The mailing rnns1sted of l\\O questionnaires. a pre
paid return enwlope and a nwcring letter. These \\'Cre mailed 
to the l 00 senior marketing managers and separately ll1 l 00 
semor tcchmcal managers nf medium- to largc-s1:ccl British 
companies. Fi rms were selected at random from a commercial 
data base. \lcclium to large s1::e \\·as defined as those compa
nies wnh > l 00 employee-,. The CO\'ering leLLcr explained 
the research 10 the senior manager, requesting that he/she 
complete one questionnaire \\ hilc g1\'ing the second sur\·cy 
to a nmldlc manager w11h111 the same department. :\ request 
\\·as made that the questionnaires be collected and returned 
in the cm·clope prm·idccl. Ten days after mailing, a reminder 
post card \\'aS mailed 10 cal h of the original reci p1cnts of I he 
madout. 

A total ol 108 questionnaires \\'Crc returned , of\\htch only 
100 sun-cys prm-ed usable l,111 effective response rate of 25%). 
These broke do\\'n as fnllcms: -t8'}o marketing. 52% technical. 
Of the technical managers. 27 classified thcrnsch-cs as special
i:1ng 111 operations, 23 111 R&D. and a furt her 2 in information 
srstems. In terms of pL1Sll lOn 111 the organization . -tl'N, of the 
sample ch1ss1 ficcl thcm~eh-es as top managers and 52')b as 
middle managers. The a\·erage age of the respondents \\'as 
-t3.6, \\'1th a standard dn·1ation 8. 3. Over hall (59'¾.,) of the 
sample classified their cnmparncs as manufacturers. 15% ,ts 
ser,1cc pro\·1clcrs (including f111ancc. 111surancc. and real es
tate), \\'1th the remainder of the sample consisting of ext ractwn 
111dustnc!'>. construction, trnnsport. and retail 

lnstru111e11ls 
The qurst1onna1rc was self-report and consisted ,1f three sec
tions: personal and comJXlll) clc~enpwrs, jl1b description and 
dec1s1lm-mak1ng context. and ,lll instrument to assess pcrsnn
alll ) type It consisted ol 107 11cms of which li\-c dealt\\ ith 
descriptors. eight with job ,mcl dcc1s1on-making context. and 
9-t dealt w11h pcrsonalit)' type 
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DECISION-MAKING CONTEXT. To elicll 111formation on clee1-
sion-mak111g context, managers were asked to descnbc thei r 
jobs and then rate them in terms of the percentage ratio of 
pcrcci\'C(I problem types. On one scale managers rated thctr 
jobs 111 terms of the rclati \'C ratio of operational to stt·;11cg1L 
problems encountcrccl, and on the other 111 te rms of the rcla
ti\'C ra110 of structured to unstructured problems cncL1untcred. 
Sentences defining the charaltcnstics Lif structured. unstrul
turcd, strategll, and operat1 Lmal problems (as summan:ed 111 

Table I) \\'CIT pro\·ided. This ensured that managers \\'nrkcd 
with cnns1stcnt and common defi11111on nf terms. The scale~ 
were Cl11bLruL.tcd so that respondents had commonalll) of 
zero pomt and scale increments. \\ 1th such a dc~1gn. ratmgs 
take on 1111e1"\'al scale properties and parametric statlsllL,tl 
methods can be used to analy;:c the data. The scales arc ,,ho\\n 
in the appcnd1, and labeled CS (unqructurcd-structurcd) and 
OS lope r.11wnal strategic) for fu ture reference . 

The scores on the two scale dimensions were calculated 
by subtraL1111g the percentage of unstructured decisions from 
the percentage Lif structured ones, and the percentage ol opera
tional decisions from the percentage of strategic ones. respec
ti\·cly. ·1 hus. on the U'.:> dimension. ncgatl\'C scores 1nd1cate a 
higher proportion of unstructured clecislllns, posi ll \'e scores. 
a higher pwport1on of structured deciswns. On the OS dimen
sion, ncg,1t1\'C scores indicate a higher proportilrn of opera
tional dcciswns. posili\·c scores, a higher proportion of strate
gic dcLisions. For example on the operational-s1ra1cg1c 
climcn:-.ion. a person who feels that all their problems arc 
opcr,ll1lmal \\·ould score - I 00. one \\ho lee ls they cncnunter an 
e\'Cn balance t1.e., 50:50) of straLeg1L and operaurn1al problems 
\\'OU Id ~cnrc 0. Fmally, a person \\·ho encounters 70'),, str.11cg1c 
problems and 30% operauonal problems wmtld score + -to. 

The qucsuons arise: ho\1 reliable 1s Lhis I } pc of scaleJ To 
what degree arc managers· responses capncious) I lo\\ stable 
arc the scales 0\'Cr time? ls scale ambiguity a problem) To 
assess rcliabd11y a test-retest \\·as nrnductcd. !\ separate group 
nl' 29 m,111,1gc r5 assessed 1hr1r clcc1sion-111ak111g contexts at 
two pnmts 111 time separated by an 111tcTYal of t\\'0 months. 
Pearson prnduct moment correlanons between the I\\O sets 
of scores y1e ldcd an r of .91 for the strategic-operational ,,calc 
and an I of .83 for the structurcd-unstrucLurecl scale 

PERCEPTION TYPE. The 94-item, form G version or the \lycrs
Briggs T) pe lndicaLOr (Ml:lTI) \\·as employed to assess pcr-;on
alit y type. [his 111st ru111cnt . \\·1th a fe\1 notable exceptions (e g. 
Urban, 1989). has recci\'cd limned allrnt10 11 in the markeung 
literature Essential ly the MBTI ha lorccd choice irncntnry 
de~igncd to elicit the individual's preference for cxtro\'l'rs1on 
\ 'l'r'iUS llllW\'CrSI0ll , sensation \'Crsus llllllllion, th111k1ng \'l:rsus 
feeling. and perception \'Crsus 1udg1ng. The majonty of the 
items nn the l\113TI arc qucstwn:, \\ hich ask respondents lL1 

chose bet\1een responses. For example . an llcm on the scnsa
tion-1111u111on scale reads If you \\Crc a teacher, \\'Ould ynu 
rather 1cad1: (A) fact cou r-,cs. or (Bl courses in \'oh-1ng thcol) i 

'-,conng comprises ass1gn111g pnmts ll1 each o[ the rcspL1nsc~ 
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and summing them for each scale. For example, in the above 
sample question, selecting (A) would score one poim for sensa
tion, and selecting (B) one poim for intuition. To get an overall 
score, all selected items relating to sensation are summed and 
the same for intuition. The higher of the t11·0 scores denotes 
preference. Thus in terms of perception type, if a person scores 
higher on sensation than intuillon and higher on judgment 
than perception they are classified as a sensation-judgment 
or SJ l)"pe. A detailed description of the instrument and scormg 
procedure can be found m Myers and McCaulley ( 1985). 

In terms of reliabilitr, the MBTI in the present study yielded 
1mernal consistency (Cronbach's alpha) scores of .83 for the 
S- dimension, .89 for thej-P dimension. These results mirror 
the fmdings of Tzeng, Outcalt, Boyer, \\'arc, and Landes 
(198-+) who found Cronbach's alpha scores of between .74 
and .85 across the four d1mens1ons of l he instrument. O\'era ll , 
the ~lBTI has been widely tested (Carlyn, 1977): for a compre
hensi\·e review see Carlson ( 1985). Split half reliabi lity coeffi
cients (Pearson) typicallr exceed .80 (Carlson, 1985), test
retest typically produces results of between .77 and .89, 
(:--..lcCarley and Carskadon. 1983). There has been concern 
m·er the bipolar forced choice format of the instrument 
(Loomis, 1982), howe\'er studies us ing um polar \ ers10ns of 
the instrument confirm the bipolar assumpuon behind the 
MBTl (Tzeng, Ware, and Chen, 1989). 

Analytical Approach and Results 
To test our first hypothesis (111: Pe rceptions of decision mak
ing comext are a funcuon of indil'1dual [percepuon type] and 
orgamzauonal/collectiw factors [job and lel'el of managememj 
factors) a multiple analysis of l'ariancc procedure (MA OVA) 
was conducted. The adrnntages of M/\NO\'A 111 this context 
are that It handles multiple 1mercorrelatcd dependent l'anables 
(the l'ariables US and OS were correlated wnh a Pearson's r 

of 0.31 , p < 0.00) and concomnantly reduces the possibili ty 
of l)"pe l error (e.g., Cooley and Lohnes, 1971: Lear) and 
Ah maier, 1980). As the study design was non-orthogonal (see 
Table 2), we followed the rccommendauon of Bochner and 
Fitzpatrick (1980) and uulized the regression method for 
ti.IA OVA with unequal cell sizes. In this technique, each 
effect is adjusted for all other effects in the model. 

The MANOVA was conducted with US and OS as depcn
dem variables, and percepuon l)'pe, level of management and 
.1ob function as independem rnnables, the results of wh ich 
appear in Table 3. Strong main effects were shown fo r both 
perception type (Wilks' lambda = 0.71, F (6,166) = 5.25, 
fl < 0 00) and Job function (Wilks' lambda = 0.96, f (2, 
83) = 3.38, p < 0.04 ), while the main effect for level of 
management was not significant (Wilks' lambda = 0.99, f (2, 
83) = 0.46, p < 0.64). All second- and third-order interaction 
effects were not significant (fl> 0 05). Thus, O\'Crall the results 
support J--11 - perceptions of decision-making context are a 
function of indi\·idual and organizational/collective factors, 
although of the lauer, only Job was significant. 
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Table 2. Sample B1·eakdown 

Type by Level Perception Type 

Le\'el of rnanagemcm SJ NJ ,\P SP 
1op I 9 l l 13 5 
l\liclcllc 19 8 13 12 

Type by Job Perception Type 

Job funcuon SJ NJ ;,,:p SP 
1'!arkc11ng 12 II I 9 6 
Tcch111cal 25 8 7 J l 

Job by Level J ob Function 

Ln·cl of managcmcm f\.larkeung Technical 
Top 20 28 
l\liddlc 28 2-+ 

To determine which dependent l'ariables(s) is (are) respon
sible for the statistically significam MANOVA results, A NOVA 
was performed for each of the individual dependent \'ariables: 
US and OS. As the second- and third-order interacuon effects 
in the t-..lANOVA were insignificant, only the mam effects 
were tested fo r in the ANOVA. To ascertain a facror's relative 
importance in explaining the l'ariancc in the mdependent 
l'ariable(s), w' statistics (Fern and ~lonroe, 1996, Malhotra, 
I 996) were calculated. The A OVA results and concomitam 
w1 staust1cs are set out in Table 4. 

for the US dimension of decision-making comext the main 
effect of perception type \1·as significant (f (3, 94)= 10.19, 
fl < 0.00) \\'ith a relative comnbution (as measured br wl) 
of .24. 1alhona (1996: p. 564) suggests that as a guide tu 

1nterpreung w2
, a large experimen tal effect produces an w of 

;;:. .15, J medium effect an mclex of :::.06 and a small effect an 
index of :::.01. Thus we can conclude that percepuon type 
is an imponam factor in explaining the variance m the US 
dimens1on of decision-making comcxt. Neither lewl of man
agement nor job function were sigmficant in their effect. For 
the OS dimension of decision-making context both perception 
type and job function were significant (F (3, 94) = 6.98, p < 
0.00 and f (1, 9-+) = -l.08, 17 < 0.0-l, respectively), although 
perception type (w2 = .16) accounted for considerably more 
variance in US than job funcuon (w 2 = .03). 

Table 3. Mt\NOVA Results: OS and US Dcpcncle111 Variables 

Wilks' Lambda elf F p 

PerT) pe 071 (6, J 66) 5 25 0.00 
LOl\1 0.99 (2, 83) 0-16 0.64 
FN 0.96 (2, 83) 3 ,8 0.0-+ 
PerT) pc' L0/\1 0.97 (6, 166) 0 -+2 0.86 
PcrType'FN 0.95 (6, 166) 0.69 066 
LOt--1 FN 0 98 (2, 83) 0.7-l 0.48 
PcrType LOM•FN 0 91 (6, 166) I 26 0.28 

1 PerTypc=pen .. rpt1011 t,pe; U)~l=le":I (,( manag.cmcnt, I N=-_1nh funlllon 
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Table 4. A NOVA Rcsulb ~ h1111 Effect~ for ()', and LI', 

Dependent 1 ndcpcndcnt 
Variable Variable df F p oi 

lb l'cr I ypl 0. 94) 6.98 0.00 16 
L0"-1 ( l , 94) 0.81 0."\7 0 1 

r" ( l . lJ4) 4.08 0 04 01 

U<; PnT: pc n. 94) 10.19 L1l)0 24 
10\I ( l, 94) L) 1-16 0.36 .01 
f'I\ ( l . lJ4) L1LH 0.83 00 

To 111specL ddfrrcnces between categories the cell means 
are set out in Table 5 In addition a posteriori contrast least
stgnificant difference tesLs (LSD)were employed to test differ
ences among the perception type categories l\\'incr, 1991 ). 
L::iD is a systematic procedure for comparing all possible pairs 
of group means and es~enually equates to a Student's /-test, 
on the dependent ,·anable lor each category patr which takes 
11110 account the number 111 each case. and thus 1s exact even 
for unequal group -,1ze (Kim and Kohout , 1975) In Table 5, 

the LSD classiftcauon appears to the right of the cell mean,, 
for perception type. 

An examination of the cell means 111 Table 5 reveals the 
following. On the OS d1mcns1on of decis1on-mak111g context, 
111 terms of the categories of pcrcq1tion type, SP and SJ manag
ers perceived relau,·ely more opcratmg problems ( - 41 .18 and 
- 41.31, rcspect1\'ely). \\'htlc NP managers perccl\-cd relati1·el} 
more strategic problems (9.62); NJ managers fell 1n-betwccn 
( - 22.05) these t,,o groups, and in absolute terms tended to 
see their decis1on-mak111g cornrxt as heing compdsed or more 
operauonal problems than strategic ones. I lo\\'el'er, re lat i,·e 
to sensation manager~ NJ managers still perce1,·ecl relau,·ely 
more strategic problems. !"he LSD categones 1ncl icale that 
»1gni ftcant differences lay between l\P managers and sensation 
(SJ and SP) managers at the 5% lcl'el (1.e., /' < 0.05), and 
het\\'een NJ managers and sensation managers at the l O'}o 
le\'CI (i.e , r < 0.10). In terms of JOb runcllOll marketing 
managers percet\'t:d relat1l'ely more strategic problem,, (-8. 33) 

Table 5. Cell \leans and Post Ht1c Test, 

OS us 
IJJ('(IIJ /sci 11)('(111 /sci 

Pcrccpuon ~) -41 31 a:ic 10 26 ;1 

Type \.J -2 1.05 h' 12 10 a*~ 

\P lJ 62 h** -25 "\8 h .. 
\P 41 18 a** (1.4 7 h*" 

Le\'cl of l ,>p 20.96 1.51 
1\1.inagcmc·m l\ltddk- - 27 71 11.04 

),,h l\brkl'llng -8 33 1.87 
lllllltion I ech111c.1I - 38.85 l "\ 46 

I t-.1-.t -.1g1111'1cin1 dlikrflllt \f,t t_-.,1_) g1t,ups \\ ah d1lkrrnt kucr \..lidc-5 lr g, .1· .md 
h, \ prnduct'd ~1g111 hc~111th d1llt:1tnt h:suhs ;ll tht:> Ill' 11 < ll 10 .ind ')•~, l r' ,,. 

llll')) ll·\d', 
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than their technical counterparts (- 38.85) F1nally, although 
not »tgnilkanL, the cl1ffrrencrs betwet'n top and middle man
.1gers ,1·e1-e agam in the direct ion hypothc~i=ed ( - 20.96 1s. 
-27 71). 

In terms or perception type, on the L'" d1mens1on of dru
s1on-mak111g context, NP and SP manager~ perce1,-cd re lat 1vcly 
more unst ructured problem» ( - 2 5.38 and -6 -+ 7. respec
u,·ely). while SJ and NJ managers pcrce11-cd relatil'ely more 
structured problems (30.26 and 12. I 0. respel t m:ly) The L~D 
categories indicate the d1fferrnces lay bet\\cen perceptual and 
Judgmental managers \\"ere stgrnficant (p < 0 O'i). fhc cl tlkr
ences heLween the categories of job runcuon and level of 
management on the US dimension, although not c,1gn t!icant, 
11ere 111 the direct ion hypothesized. 

rranslating these results into addre~»mg our remainmg 
hypotheses: 11 2a 1s suppDrted. NP and '\IJ managers ~cc their 
dec1s1on-making context as comprised nr a s1g111ficantly higher 
portion of strategic problems than SJ and <..,p l) pes. 1126 ts 
supported. SJ and '\!J manager;, do sec their decis1011-111,1king 
ccrn tc,t as comprised of a higher propon1011 of st ructured 
problems than SP and ;-..:pl) pes. H 3a is nnt "uppt>scd Market
mg managers do not appear to pcrce1n: their dec1s1nn-mak111g 
context as comprised c1r d h1ghn proportion l1I un»trullured 
problems than Lhe1r techmLal counterpart:, 113b ts ;,upportcd. 

larkeung managers do perce1\'c their dens1011-makmg con
te:-..t a5 comprised of a highn proportion nl strateg1L problems 
than their trchnical counterparts. I H is 1wt supported. Top 
managers do not c1ppcar to pcrcc il"C their dec151011-111a k111g 
cornext ttl be comprised of a higher pr,)poruon of strategic 
problems than their m1ddle rnan,1gcr counterp,1rh 

Discussion 
I 1,1\"lllg addressed each hypot hesis separate!). \\"e now turn 
to ,1 wider discussion or the find ings. ReLall that the research 
problrm this study seeb to address 1s to ascertam the relau,-c 
extent to which indtl'idual and organiza t1L1nal factob 1nnucnce 
managers· perceptions or their dccision-makmg contexts. The 
ernprncal ftnd1ngs of tlm study suggest that ( I) incl1viclual 
and collective factors h,1\'e a moderatt' hut s1g111f1cant impact 
on perceptions and l2) 111d1,·1dual facttir:, ha,-c a greater impact 
on perceptions than orgarn=ational foct,H~. The importance 
of problem perception 1s that n is the lirst stage 111 the dcc1s1on
mak111g process, and tn a large extent guides and delimits 
subsequent prublem-sohmg act ii it1es. I he ensumg d1scu:,s ion 
explores these issues 111 greater depth under the heading:, 
of perception type, lei-cl Ll management. 10b luncuon, and 
d1rect1011:, lor luture rcsearlh. 

Perception Type 
Perception type e:-.pla111ed a greater ,1mL1unt L1f 1·ana11cc on 
ho1h dimensions of dec1»1L1n-maki11g context than either lewl 
,)f management or Jc)b funu ion. O1·crall. the re~ult:, wgge~t 
that NP and NJ managers ha\'C a sign,Hcantl: greater propen
sity to see the strategic nature of problems than :sP and SJ 
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L\ pcs. I IO\\en:r, Llw, tendency 1s not cquall) pronounced for 
both 1mu1t1\·e l) pc,. \11th '.'JP manager<, appe,mng to differ 
more strongly from the sensallLm managers than their 0,J 
rnunterpans. Fmall). \) and N) managers trnd ll) sec problems 
,h more s1ruc1Ured than their SP and '\:P cnuntcrpans Thus 
the primary message from these resulb 1, that perception or 
dccis ion-mak111g context 1s 1nnuencecl b) a man,1ger's percep-
11011 type. managers, relat1\'C 10 S, tend to 1n1erpre1 a higher 
proportion of the problem:, thq encounter ,b strategic: and 
I managers. rclat1\·e 10 P. teml 10 1111erpre1 ,1 higher propon1on 
ol the problems the\ lace as ,tructurcd 

Gi\'en the 1mpau lll pcrcepuon type ()11 the perception or 
problems, an 1111ponan1 m,magcrial concern ,hould be potcn-
11al adapth·e m1sma1d1e, or type and problem and 11s impact 
on the problc111-sol\'1ng process. \\'e stress the term adapt1\·e 
to recall th,11 111 the n1ns1ruct iv1st trad1L1lm there 1s no one 
nght vie\\' of a problem, rather represemauon(.,) .ire more or 
less suned to a pan1cular adaptation task. I hu~. for e,ample. 
an SJ type confronted \111 h the task or for111ulat1ng a l 0-\ ear 
business plan rl)r lw, (lr her product 1111c may 100 easily reduce 
the problem LO one ol detailed opera11onal i.,~ue~ and perce1w 
the problem as ,1 rclau1cly structured one In contrast, the 
NP type when conrrontcd with a simple rou1111c problem, may 
\\'aStc precious 11me spcculat ing about multiple snlut ions and 
become side-tralkcd by the systemic effclls the problem and 
lb soluuons ma> ha\·c 

Indeed succcs,ful marketing efforts requ11c that man,1gers 
learn to av01d the jWIL'nllal traps to \1h1d1 ead1 SI) le \\Ould 
be prone. The ~). b\ locus111g on the 1mmcd1ate, ma) tend 
IL) ddine problems 111 terms nl immediate ,ympll)ms, lad111g 
10 sec the deeper trend or causal dynam1L, and thus go on to 
ameliorate symptoms rather than causes Thh \\'ould charac
terize a ··nrc hghtmg" mode of management In the extreme, 
this might lead tn errors ol a third k1nd-,nlrn1g the \1Tlll1g 
problem (~!nroff and Bet:. 1972). \Jjs might ltlO easil) ht or 
dd111e a problem llllll ,I pre-ex1st1ng solutll)n I he u111que 
aspects or each prnblem II nuld tend to he owrlOl)ked. ~Ps and 
!\Ps. \\'hile recogn1:111g 1he un~1ruc1ured nature of problems. 
\1ould be prone to t11 ling to recogni:e the pl)IL'llt1al lit ting or 
a problem to ,1 programmed solution. NPs, \1 hile scc111g the 
Cl)mplexity and 1111cr-rclatcdncss or a particular problem, may 
tend to generate muluplc possible perspcLl1\·es nn I he problem 
\11thout e\·er auuall) aumg 10 1mer\'ene anti soln· n-for 
thq are forc\·er spccuh11111g upon the pos,1hle reperCLhSILll1S 
ol such an 111ter\'Cnt1l1n upon the sy<aem 

Ultimately, the need for paruLUlar pcrccptHlll types 1s con
textual, and ll 1s 1mponant 10 rnns1clcr the ch,mg1ng comcxt 
ol marketing management I-or 111stance, 1t h,b hccn suggested 
that marketers lace 111crcasingly turbulem c,tcrnal Cll\'iron
ments, that thC) must he capable or produung mnrc innova-
11on at a faster pace, that markeung programs must become 
more nnely lllned to smaller and u111queh -dcl111cd market 
segments, and that the locus or nurketmg aLLl\'l t1es must 
become the bu1ld111g ,md ma111ta111111g of long-term cus1nmer 
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rcla11onsh1ps (I lame! and Prahalad , 1991 , \le Kenna. I99 l , 
1995, \\'ebstcr. l 992). l'nder sud1 urLUmstances. and espe
ualh \I here the past 1s no longer a reliable guide, \ Ps and 
\JP~ Ill.I) he cnucal a:,SCb, ror thcy marnrcst the openness 
and n1rins1ty so essent1,1l 111 110\'el slluauons. Indeed, chaotic 
em m111 111c11 1s requi re managers 10 eschew both over-confident 
hcha\'1or and m·cr-cauuous behavior, both or \I h1ch may para
do,1cally be ,1 product of J I ypes I he t1\'er-conndent shun 
cUrll)slly because the~ reel they kill)\\ most or what there IS 

w kmm . \\ hilc the o\·erc.1uuous shun cunosny ror fear that 
ll \1ill llllh enhance 1he1r unccrtamt} (\\e1Lk, 1991) 

l·l1lilm 111g from 1hc ab()\'e, ,md on ,1 pracllLal IC\·el , manag
ers could be 111,1de a\\'are or. ( I) the 111nucnce of perccplloP 
type on the perception or problems, and (2 ) their own pcrccp
uon type. Obviously, managerial cducauon and training woulct 
pla) a key role here bL)lh at a vicarious ,111d at an expencnt1al 
lnTI rhc process might he· first, 1111rnduce managers to thl 
conq rull ll)lllSl perspecll\'C on prnhlems. demonstrate ho\1 
prt1blem!> arc rnnstrncted, ,md ~tress that multiple possible 
con!>truLtlon,., arc possible The process spec1ned by \tason 
and l\l1troll ( 19H I) on assumption surfaung \1·ould be an ideal 
method to pro\'1clc concrete examples of ho\1 d1fferem people 
dd111e problems. The second step would be to preselll research 
llllO hnw psychological type affects clec1s10n-making and more 
speulically, ho\1 perception type alfcus problem perception 
Third , leed baLk on 111d1\'1clual pcrccptwn ll'pes wuld be pro
\'lded, and the cxercl'ie on ,1ssu111p110n -.urfacmg could he re
run 11·1Lh pan,upams nm, 111 possessl()ll or the kno\\ledge of 
their system,lllL b1ase!'>. 

Job Function 
,\lthougli impacting less on 111a11agers' perccpuons than per
cept 1011 1 ypc. job run ct 1011 \1 as also a s1g111hc.111t factor. Market
mg and 1ech111cal manager'> differ 111 their percepuons of the11 
deus1011-mak111g come:,,.t. Compared tn tcch111cal managers, 
marketing managers percel\'C a conte:,,.t cnmpo::.ed or a higher 
propon 1tm or s1 rateg1C proble111s I his d,1sh bet 11-een the long
and shnn 1cr111 v1e\1·s of markc1111g and technical managers 
ma} 111 pan explain the ndture clash bct\1een markcung and 
tech n1 rnl luncuons that has been h1ghlightecl 111 the literature. 
Indeed one rnot or •·culture clash" (13cnrand, 1992), different 
th\lught worlds" (Dougherty, I 989), d1fkrelll "world \'IC\vs" 

(Deshp,mdc and \\'ebster. l 9H9) and 111terrunc11onal conll1ct 
(fran111Lk, \\'ard. Hutt. and Rcmgcn, 1994) is 111 pan laid 
h,ire 111 this stud) \loreL)\'Cr. b,1scd on this research, ll would 
see111 th,11 m,1rketcr,., ma, he able to lessen conll1cts 111 inter 
func110nal teams or groups b1 an11e1pallng the tenclenc> on 
their n\1·11 pan lO ~ce the strategic, while their technical coun
terpart~ concentrate on the opcration,1I. !\'lore fondamenwll)', 
ho\\'evcr, tracing conn1u~ to runc11ons and le\-cls may he an 
o\·ers1mplil1Lalllm that is auually dy~runcllonal. There 1s a 
need, llbtcad, LO rocus on the nature or the parucular ta'ih. 

\1 nh \1 h1d1 the 1111crrunct1onal team is charged. and w deter
mme the e,tcnt to \\'h1ch CL)llll1cts are rooted m perceptu,11 
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1, pc, ~ucccssful tt·am kadcr, "ill he tlll) ... e md1utlu.il-, "ho 
,1rc ,1dept at m1crprt·1111g ,1 g1n'll team 1rn:mht·1" pcrcq11u.1I 
tYpc ,111d then ,cck111g ,1 111.11Lh hct\\ecn t} pc .rnd the ,hpeLh 
til I he task Ill "hit h ,1 lt'.llll member 1s .bs1g11cd 

Level o.f Ma11age111rnl 
I he l11ld ing th,u lc,el ,11 managemclll \\,b lll't '>lglld1c111tl} 
related lLl den-,1tl!l-m.1 k1 ng u 1111 e ., t "as some" h,11 u nc, pelted 
l\1-,-,1hlc c--:plan.u Jtllb ft,r ttip m,rnagcr-, pc·1u·1,·111g 1w more 
,1r.11eg1L problem ... th.u11he1r LLllllltcrparh lo\\t'r Ill till' orga111-
:,111011al h1cr,1r<.h, L.lll Ix ftiund in t,n1 rcbtcd ,tlLirte, fir-,1 . 
Ill rL'LClll ,1cbpt1,t' cl1.1llge, Ill organ1:alltlll,1I tk''>lgll ,rnd ,L'L

lllld. 111 the thco1: 111 1hi... ,ue,1. U1,111ge, 111 nrga111:a11,11lal 
de,1gn ha\T stemmed lrlllll ell\'t ronmcnul pre,,ure, ol 111-
Lll',1"ed compe1111,111 .u1d tlw concom1t,mt m·ed ln1 greater 
nrgarn:ational diluent, !mired. the hue ·~L), .rnd e,irly LJO-; 
h,I\ c ,, 11ncsscd dr,m1.11 IL d,·b, cr111g. ckm ns1:111g .. ind general 
re-u1g111ccnng 111 11rg.1111:,111t1ns \e g. H.1mel ,111d l'rah,tlad. 
Jl)l).n L•llfonun,11eh tlw ,tuth did not nllltwl lu1 Ll1a11ge ... 111 
,1rg,1111:a11,111al o.tlllLtlll,' .111d 11 ,., unhkel} th.11 ,1rg,1111:;1l1lln,1l 
rt·,truuunng 1-. ,1 ,,·,tt·m,ll1L l,1t1,1r "11h111 1lw ,,unpk I I,,,,_ 
e,cr. e,-ell wll hnut r,·,1 ruu u1 1 ng. there 1s a ga111111,1.~ rcu1grnt 1011 
that strategic dct1,1,m 111.1k1ng/th1 11king 1, nn lnnger the e,clu
"" e Lask tif senior m.111.1gt·me111. hut 1s rather prrmcal 111g l'll t11-r 
,1rgancu101b lnd,·cd ,1 ,tream ,,1 strateg1 IIIL'l,llure arguing 
l1ll .111d renee1111g 1h1-, [)L'l'>[)l'Lll\·e has g,11ned pn1m111L'llLL' Ill 
reLllll ,ear, \\1111t:be1g ]l)L)ll !tN-+.i. ]llll4hl 

I he ,eLond e,pl.111,111,111 lnr th!'> phc1ll)me11.1 m1gh1 he th.11 
m.111.igemcnt 1h,·,1n 111 tlu, ,lll\1 1s lllLOmplcte l llL' prohlem 
t.111 he traced 1,1 .\ntlwll\,; ( IL)(l5) ong111.1I uH1Leptu,tl1:at1L1n 
nl management nl!1l!,1l ,y,t,·ms. ,, here the 1ndHll0111)' ol stra
tl'gll. management. .111d llprr,111,111.1! problem, \I ,h -,pccil1call) 
linked 10 the org.1111:,111,H1,tl h1crarLh} l,HL'I ,1uth,1r, (\f.i,nn 
,111d \111roff, 1Ll73' .u,· le-,-. prcsLnpt!H' ,1h,1u1 thh rl'lat!l1n
,h1p- 111deed II ,c'L'llb l,1g1L,1l 1,1 pt1-.1ul.1tL ,lll unun1phllg Lll 
the t" Ll '>tr,11cgt, .111d ,,pn,111011,tl prnblcm-. L,111 he I h,,ught 
,11 ,1, 1dc,1l t} flt',\\ h1, h ,lll' e,-.cnu.tll} ,\COlllL'\IU,11 rhu,. 1lwir 
r, l,111,,n,h1p t,, the ,11g,1111:,111nnal htl'!arL111. ,1, ,1ng111.tlh ul!1-
cep111,1li:cd b1 \nthPll} ( I LJ(l5) ,ind still p,trt ,11 u1n1emp,1rar1 
111.111.igcmcnt 1hellr\' \,· g . ,\ 111 hnny. Dearden .• 111d ( ,o,·md,ira-
1•111. Jl)L)2) 111,1, l)L' nlllre ,n111111gclll than lir,1 re,tl1:cd 

Directions .for Future Resec1rcl1 
I u1ure re,e,1rd1 u1uld pur,uL ,1 number Lll d1IIL'r, 111 ,1wnue, 
I irst, the 1rn1dL1.IIL' ,lmlll\111 lll \,lrl,111Le th,11 thL· ,.111,1hlc, 111 
the prc,cnt '-ILILh ,ttu1u1t1l·d 1,,r -.u.gge~t-. th.11 ,HllL'1 laLtor, 
pl.1, .1 pan 1n pn1hlcm pt'ILL'pt1,111 The,;e laLL,,r, ,Ill' hkch w 
111clude other pn,011,11 ,111d ,,1ual \.mahlc,. ,11hc1 c,tnnal 
nrga111:a1 ional laLL,11, ( ,UL h ,i... Ii rm s1:e. n11111x·111 IH' 11 11e1Nt). 
,111d ell,·1rt1nment,1I tu1h111rncl'1, and faLLnr, rll.1tnl In ,pL'LIIIL 
pwhlrms. Olll d11n11,m ,11 1e-.e.1rd1 m1gh1 hL· tn ,h'>l''" the 
rnk thc,e ,11hcr l.tLt,11, pl,n 111 problem pnu·pt1,111. ,1-. ,1 11wrc 
l(ll\lfllcte p!Cllll\' ,11 jll'lll'flllllll 1nnucnLe, \\di llllle,hl' under
,1,111d111g and ,1hd11, t,, ,1, t11d 11nL ,111sc1nush mi...m,llL h Ing per-
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LTptll111 ,111h ,1 gl\e11 .1d.1p11,e ,11u.111,111 '-euind. gl\L'l1 the 
Lr,1,-.-',l·t11,111,tl n,11ure L,f the present ,tud~ . the quL·-.11,m nl 
L,ILhal11, 111u-.1 rem,1111 equt\llL.11 ,\ nimpkmentan lt1ng11mh
nal p1eLe til rescarLh \\t1uld danl) tl1i... 1,,ue. knL1wkdg,· ,,I 
d11n11n11 ,,I L,llh,thty enhann·, the ,1hil11, 1,, m,rnage the ,,m 
ables uintcrncd h1r c--:ample, lnng11ud11l,tl 1raLk111g ol 111d1 
, 1du,1I 111,111.tgcr, 111 ,;pecd1t dl't 1,1,111 111,1k111g n1111e,1-, 11·1111ld 
help 1dc1111h the ,111tecedent, ,11 p,uuutl.11 p1L1hlcm pL'1n·p 
1w1i-. (d. \l1m:hcrg ct ,11 !LJ7{1) I 11ulh. the quc,11,lll nl 
uillll'\I ,md gc11er,1h:,1bil1t} must ,111st· I ,,r L'\ampk . ,lll' clil
lcrL'l1LL', Ill f1L'llep11011s dcpL·11d,·111 ,,n LtilturL·~ Thi,; l.111n qu,·, 
t!Llll L,111 hL· addrc,-,cd ,11 hn1h the 1111un «1rg,1111:,tt1t1n,1l\ .111d 
the m,IL 1,1 (rnuntr)) ll'\cb l,l\l'll thl' ll1L IL',1"11lg gl"lxtl1:.111,111 
ol hLh111e,, ,1ll,;\\er, lLl c-LILh qucs111H1, ,ll\ hkcl) Ill he ,11 
111, rc.1s111g n111cern 

Conclusions 
(lur p,11nt ,11 departure h,b been I he pr, m1,t· that pwhlcm 
perLL·p11,111 determ111c~ ,111d del111111s ,lllu11,llb ,md ,1u1ulllll''> 
!'\Ult . ILJLJl: \nlkema. 1995) and 1, thti... likel> 1,1 h.1,e ,1 
,1g111liL,1111 111111.llt nn L1rgarn:a11,rnal dct i...11111 makmg and ulu
matcl1 hus111 c'.>'.> perlurnunLc It h a1·gued ,111d then emp1 m,tll} 
suh,1,11111.11cd th,11 the pertcptw11 nl 1m1hkm, 1s a func11on ,11 
hl1th 1mll\ 1dual ,md orgarn:,111,111,tl l,tt 1,11, 

I hi... 1c,c,11d1 ,lll)uld e,1cnd ,1u1 umkr,t,mdmg ti! prnhlcm 
pcrLept 1, lll 111 ,1 number ,,I \\,I\,. I 11,t . 1t l,,lltiw, 1 he tall , ,1 
L>k, .111d '\lllrtlll l]l)tlL)\ .111d d11n1h ,h,L',,C, thr r,·l.111\t' 
1111p,1L 1 ,,I 111dl\ 1du,tl ,111d Lll}',,llll:a11tl!1,tl I.it 1,,h. hndmg 111 1hi... 
L,1,c till' l,1n11c1 to ha,·c thl' grt'.lll'I 1111p,1L1 '-eu1nd tltr rL' 
,e,trL h uh·, 11110 ,1ccoum the m,lll,1gn1,tl r,-.1lit) nl mullq1le 
n1L'\l,t111g det 1,1,111>, (cg. B,11c111,111 and l.t 11h,1111l. I LJ~L)) and 
f,it Lhl', 011 pn1hkm ge,tali... r,1tl1L'1 1h,111 .1n1fiu.1II} N1l,11ed 
111dl\ ,du.ti pnihlcm~ rhird 111 .1ddn·s,111g jl(11Jlh tine ,llld (\\ () 
the Ltllhll lilt" ,,I dcu,,1<1n-111.1k1ng u1111,· .,1 ,111d perLcptlt'll 1, pc 
,ire dr, el,ipnl 

L), er.111, 1 hi... IL',e,HL h g,1t', llllL' ,lep It\\\ ,11d ,·nh,111c111g 111,n
kctcrs \,rnd nthn nunager,- 1 u11dn-,1,111d111g nl the d\11.11111,, 
ol prllhkm 1wrtep11,1n l he rr,11!,1 ,h,umplll'll ,,f .. lllll' 11gl11 
, IL'\\ nl .1 problem 1s supplemented hy ,111 ,1ppreu.111,H1 ol the 
L1Ll th.11 problems arc mental L,1 11 ,1r11t unn, ,md ,h ,ud1 ,Ill' 
111nmmnl h\ ,1 r,mgc of mdl\ 1d u.1I .1ml uillelll\e l,1L1,,,.., 
\l,,re,l\r1 thL·,e latwrs mnucnLe 1w1Lcp11,111 ma patlL'lnl'd 
,111d 1du11d1.1hk m,mncr Indeed the r,•,c.1rd1 L,111 111 p,111 c, 
pl.1111 "<llllL' ,,I the \,ell doL11mrn1cd IL1N,H1, het\\cen 111arkr1 
mg ,111d IL'Lh111L,ll lunLl!t1n,. I 111.111> the rc,L'.ird1 argues l,,r 
ll1Lrl',t,L'd ,ell ,l\\arene,, 111 pwblcm J1Lrtlpt1,111. I lcrc the dil 
krcnn hetwt-cn 1dlcLt1,e ,rnd rc llL'\l\l' m.111.1grment 1, 11,rlul 
In ,111lhll1poltlg}. rcllcLtl\ 11y dc1H1tt·, ,1 u111'-LIL'Lb11es~ .rnd n,n 
1cmpl,1t 1,111 lll , rne, ,cl r rel.HI\ c tu , 111c, L'll\ 1 n111ment In ,011 
t 1,hl rl'ill'\l\·11, dc11<1te, ,1 ml·t,1-ll'\ L'i nl ,1\\ .1rc11l',,-. pr C<Hht 111th 
ne...-, ,1h11tll he111g ltllbLlt'll'- I hi... l,lltll fl<hlUrc kad, tci ,1 
dt:l.lt hnll'nt I h,11 ,tllt1\\ s one tll rdkt I up, 111 h,1h11u,tl t1r L u-.1,,m
,ir, mlld,•, nl 1h111k111g. ,1t1111g .. 111d [)L'IL<?I\ 1llg- th,·r,·h, 
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allowing for nC\\ and crcat l\'C modes of bemg (Bailey and Ford, 
199-+). In tem1s of pcrccpuon type, the difference between 
rcOective and reOex1n· management might be analogous to 
the translauon from pcrcep11011 type 10 pcrccpuon ,,1yle. The 
I.mer term implies a conscious choice and ahtllly 10 operate m 
different oricntauon,, 111 different comexts. A s11111 lar transiuon 
might be achieved on an organizauonal level between func
tions. Indeed, overall 11 1s hoped that this art1Llc offers both 
researchers and pracuuoncrs ms1ghts that\\ ill laulllatc a more 
renext\'C approat:h 10 problem perception 

The ,mt hors w,,uld 1h,1nk Jan1t·, ~l.,c I lulh.,,n and 1hr .nwm rn,,n, re, 1ewn, 
for 1he1r 1m·aluahk wmm,·nis ,111 earlier draf1> nl thts ,n11,k 
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Appendix. Rcspon,c '>Lab, fL>r Measures of Dcu,1on-l\ lak1ng Comcxt-U~ ,md lb Scales 

The US Scale 
In what proportion do you encounter STRUCTURED and UNSTRUCTURED problems? 

none 
structured 

0% 

I I 
100% 

all 
unstructured 

The OS Scale 

25% 

I I 
75% 

50% 
structured 

50% 

I I I 
50% 

50% 
unstructured 

all 
structured 

75% 100% 

I I I I 
25% 0% 

none 
unstructured 

In what proportion do you encounter STRATEGIC and OPERATIONAL problems? 

none 50% all 
strat~lc 

0°0 25% 
strat~lc 

50°0 
strategic 

75% 100% 

I I I I I I I I I I I 
100% 75% 50% 25% 0 % 

all 50% none 
operation al operational operational 


