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CHAPTER 1 

INTRODUCTIO:-I 

The strategic management of an organization falls under the 

domain of top management. The ac.celeration of envircnmental change 

coupled with the increasing complexity of the internal aspects of 

an organization increases the necessity-for effective top managers. 

Thus, top management's job involves operational as well as stra-

tegic functions. 

This delineation of managerial work into strategic and opera-

tional components permits a closer study of the top manager's job. 

Obviously, efforts directed toward operational aspects of the firm 

must reduce or constrain efforts toward the strategic management of 

the firm. To be an effective manager, he/she must allocate their 

time and effort efficiently to achieve a proper "balance" between 

the strategic and operational management of the organization. The 

importance of striking this balance was noted by Ansoff: 

And yet, to survive and succeed, all organizations 
need to adapt to the environment (strategic manage-
ment) and to operate in that environment (operations 
management). If both are to be attended to, a 
fundamental managerial dialectic has to be resolved: 
the conflict between the strategic and operations 
management [l, p.7]. 

-1-
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Achieving this "balance" between strategic and operational 

management accrues ever more importance to top managers of small 

organizations for two reascn3. First, small firms do not have the 

management depth of their larger counterparts, nor can they as 

readily absorb bad decisions, economic shifts and sales fluctuations 

[4]. Second, it has been shown that the top managers of small firms 

often have a propensity to emphasize operational management when 

more of their efforts should be directed toward the strategic mana~e-

ment of the firm. In 1978, Cohn and Lindberg commented: 

Because so many small firms had to focus on 
controlling costs, pinching pennies, and de-
veloping an intimate knowledge of the internal 
organization [operations management] in order to 
stay alive in their early years, their managers 
later find it difficult to keep in touch with 
the outside world [strategic management]. The 
(operational] cechniques chat sustain a company 
when it is small and undercapitalized may later 
make its manager turn his back on the need tc 
invest in the firm's future [4, pp. 20, 21]. 

BACKGROUND 

For some time business policy and strategic management theorists 

have recognized that managerial work could be delineated into 

separate components. In the late 1960s, Ansoff divided managerial 

work into three distinct action and decision areas: strateJic, 

administrative and operational [2]. Basically he described tre 

strategic area as being ''concerned with establishing the relationship 
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between the firm and its environment", the administrative area as 

"establishing the structure and the shape of the firm", and the 

operating area as "selecting the operating levels for the firm" 

[2, p. 14]. Naturally, it is up to top management to integrate these 

components. However, this integration and "balancing" is not a 

simple task. Ansoff stated: 

..• The responsibility for attending to all three 
classes of decisions resides in a level of top 
management usually called general management. 
Thus the three classes must compete for the 
resources of the firm as well as fer top manage-
ment time and attention. Of the three, operating 
decisions tend to receive priority for several 
reasons: first, because they are routine and 
repetitive; second, because they are automati-
cally brought to top managers' attention by lower 
level managers; third, because they are frequent 
and large in volume; fourth, because many top 
managers find them familiar by virtue of their 
previous levels in the firm at which operating 
decisions are the sole management responsibility 
[ 2, p. 15-17] . 

In 1972, Ansoff slightly altered his description of managerial 

work by dividing management into two components: strategic and 

operations management. In effect, he subsumed the activities 

included under 1tadministrationH to the strategic cot'lponent. He also 

reiterates that "in today's environment there is a simultaneous 

demand for both strategic and operations management" [1, p 2]. In 

describing these two types of managerial work activities, Ansoff noted 

some specific behaviors that are displayed by managers when they 

"strategically" or "operationally" manage the firm: 
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While in strategic management the individual 
is a change seeker, risk-propensive, divergent 
problem-solver, skillful in leading others into 
new and untried directions; the operations 
manager is a change absorber, cautious risk 
taker, convergent problem-solver, skillful 
diagnostician, coordinator and controller of 
complex activities [1, p. 7]. 

No wonder it is not easy to strike tl:.is proper "balance" between the 

strategic and operations management of the firm! 

Taylor followed Ansoff's delineation between strategic and opera-

tions management and suggested that the increasing complexity of the 

external environment accelerates the importance of strategic manage-

ment [7]. Like Ansoff, he also saw a basic conflict and a decided 

"imbalance" between these two managerial activities. In 197~, he 

stated: 

The task of managing the day-to-day operation 
tends to get priority over the problem of 
adapting the organization to its changing 
environment. Senior management tend by per-
sonality, experience and training to prefer 
managing the on-going financial, production or 
marketing system rather than planning for the 
future [7, p. 35). 

Taylor goes further and suggested that present management systems 

(i.e., annual report, production schedules) all tend to focus manage-

ment attention on short run results. It normally takes a significant 

environmental change such as the appearance of a new technology or 

new government legislation to induce managers to reappraise their 

organization's overall strategy. 
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The concept that strategic managers perform different functions 

than operations managers was explored further by Rawls, Rawls and 

Radosevich [6]. They attempted to isolate characteristics which 

typify successful strategic managers and suggested means of identi-

fying individuals who are likely to perforn effectively in that mode. 

They, like Ansoff and Taylor, stated: 

It is important to emphasize that neither 
strategic managers nor operations managers 
represent an ideal, generic type; most, if not 
all, firms need both. However, it is probable 
that the greatest relative scarcity pertains to 
capable strategic managers [6, p. 75]. 

The major reasons for this predilection towards operations 

management are twofold. First, the vast majority of formal manage-

ment educational programs are geared toward developing operations 

oriented managers. Taylor, Chandler and Ansoff have also suggested 

this [7, 3,- 2]. Second, the experience acquired in most lower-

level management positions is heavily oriented toward operations. 

Although the functions and characteristics of these distinct 

modes of top nanagement work may differ, the skills needed to do 

both successfully can ( and do) exist within individuals. Rawls, 

Rawls and Radosevich commented: 

Close analysis of the two mode£ or styles of 
management that have been discussed (strategic 
vs. operational) indicates that strategic 
management and operations management are not 
necessarily dichotomous dimensions, but proba-
bly exist in varying degrees within a particular 
manager [6, p. 78]. 
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It appears from this background information that the top 

management of a firm is, in fact, forced to perform simultaneously 

both strategic and operational functions. Previous work has provid-

ed definitions, functions and even characteristics associated with 

each mode of management. Most important to this study has been the 

"concept" that most top managers do not give proper attention to the 

strategic functions of their jobs. This "concept" is not based 

upon empirical studies but rather formulated through observations. 

PURPOSE 

The purpose of this study is to determine the perceived import-

ance of the strategic functions of top management relative to the 

operational functions in small corporations. To this end, the study 

draws upon and merges concepts about the nature of top managerial work 

and the concept of strategic management. 

Specifically, the objectives of the study are the following: 

(1) to determine whether top managers do have a predilection 

toward operational management, as others have observed; 

(2) to assess the relative importance of specific strategic and 

operational roles; and 

(3) to determine whether the size of the firm influences the 

top manager in his/her perception toward the strategic and 

operational management of the firm. 
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SICNIFICAl~CE OF TtlE STUDY 

The study of strategic management should look at the top ma-

nagers within an organization. Although not looking at these in-

dividuals directly, the study of the strategic management of a firm 

(or industry), either directly or indirectly (as is most common), 

should examine the top managers because they are ultimately responsi-

ble. The Chief Executive Officer (CEO) of a firm is generally re-

garded as the single, most important top manager in an organization 

[4, 5]. There have been very few empirical studies on CEOs. This 

fact alone makes this study significant to researchers of strategic 

management. Most research on CEOs has been almost exclusively of 

a case study nature. To make generalizable statements from case 

studies is, at best, a risky proposition [8]. This study should 

help improve our understanding of the CEO's job and should provide 

empirical insights as to whether CEOs do, in fact, emphasize opera-

tional functions. The preliminary answers that this study provides 

as it achieves its objectives should provide fruitful starting points 

for future studies on CEOs. Finally, the determination of the rela-

tive importance of these strategic and operational functions will pro-

vide some initial direction into future studies on strategic manage-

r.1en t. 
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Of significance to the practitioner will be a clearer under-

standing of the functions of a CEO. Ynis would be particularly 

important in the evaluation, training and selection of CEOs. By 

understanding how a CSO perceives the relative importance of the 

strategic and operational functions, the more easily studies of 

the position of CEO can be undertaken. Insights as to whether or 

not CEOs emphasize operational functions will provide some tangi-

ble criteria that would be specifically helpful in the evaluation 

and/or training of a CEO. A clearer understanding of the importance 

of the relative strategic and operational demands placed upon a CEO 

could aid in future selections of a CEO. The more that is known 

of the demands placed upon a position, the better a job may be 

successfully matched with an individual. 

This study should be of significance to those who teach stra-

tegic management since it provides some empirical insights and, there-

fore, means less reliance must be placed on "armchair observations." 

It should also enable students to better recognize the complexity of 

being a top manager since it will force them to recognize that top 

management must consider both internal (operational) as well as 

external (strategic) factors and must also make trade-offs between 

them. In fact, students may see that often it is how the CEO makes 

these "trade-offs" as to whether a firm is successful or not. 
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In sununary, the strategic and operational functions of a CEO 

are shown to be both necessary yet often in conflict. Its neces-

sity is dictated by the position of the CEO. Because they have 

the available information and the needed authority, it is up to 

them to guide strategically the organization. However, simply 

because they are responsible for the strategic management of the 

firm does not preclude them from operationally managing certain 

aspects. This study attempts to determine if in fact there is 

an "imbalance" between the two sets of functions. This research 

should provide needed insights so that firms may be better managed 

strategically in general and more efficient and effective CEOs 

may be developed in particular. 
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CHAPTER II 

LITERATURE REVIEW 

This review of the literature will be divided into Dvo compo-

nents. First, literature that is directly related to the study of 

chief executive officers in organizations will be presented. Second, 

background information that deals with the unique (to strategic ma-

nagement) methodology utilized in this study will be given. Moreover, 

a review of two studies that used this methodology will be provided. 

CEO LITERATURE REVIEW 

The first and still one cf the most significant empirical 

studies of the CEO position was conducted by Carlson [2]. He studied 

the work of nine Swedish directors (equivalent to the CEO in the 

United States) through the use of a time diary and arrived at three 

types of conclusions. The first set of conclusions related to 

working time. Carlson noted that CEOs averaged about one hour alone 

each day, but these "alone" periods consisted of intervals 10 to 15 

minutes in duration. In addition, he found that the CEO's working 

load was heavy, averaging between 8.5 and 11.5 hours daily. The 

second set of conclusions dealt with the communication patterns of 

the CEO. He found that CEOs initiated far fewer letters per day 

-11-
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than they received and that visitors consumed 3.5 hours per day of 

their time. Finally, conclusions were drawn about the work content 

of the position of the CEO. Carlson studied three different aspects 

of the work content: fields of activity, questions of development 

and of current operations; and questions of policy and application. 

This was the weakest area of the research as the conclusions were 

very nebulous and of little substance. The problem of accurately 

capturing the work content of the position was most likely due to 

the research methodology utilized in this study. Diary studies, 

although useful in studying the characteristics of managerial work, 

have not been effective in capturing work content. In one study, 

Stewart commented: 

The most important conclusion that I reached 
was that it is impossible to design a diary of 
kinds of action ..• This conclusion imposes a 
very important limitation on the possible scope 
of analyzing manager's jobs by means of diaries, 
since it means that if one wants comparable 
results - and that surely must be the aim -
one is severely restricted in analyzing what 
the manager does, as distinct from where, how, 
or with whom he does it [11, p. 224]. 

Hemphill conducted a study which included CEOs in 1959 [5]. 

From examining job descriptions and interviewing executives, he 

compiled an initial list of 1,500 statements describing managerial 

work of which he selected 575. This list of statements was evaluated 

by 93 executives in five large manufacturing firms. His study in-

cluded three levels of management within the five firms: upper, 

middle and beginning management as well as across five functional 
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areas: research and development, sales, manufacturing, general 

administration and industrial relations. Hemphill performed a 

factor analysis which isolated ten roles that managers perform: 

(1) Providing a staff service in non-operational areas; 

(2) Supervision of work; 

(3) Business control; 

(4) Technical concerns with products and markets; 

(5) Human, community and social affairs; 

(6) Long-range planning; 

(7) Exercise of broad power and authority; 

(8) Business reputation; 

(9) Personal demands; and 

(10) Preservation of assets [5, p. xiii]. 

These ten roles were compared with the three management levels 

and the five functional areas. Results included the fact that upper 

management tended to rank highest on human, community and social 

affairs, long-range planning and exercise of broad power and authori-

ty. The lowest levels of management ranked highest the roles of 

providing a staff service in a non-operational area, supervision of 

work and technical concerns with products and markets. 

Mintzberg's study of CEOs in 1967-68 was 

designed to focus (1) on the job rather than 
the man, (2) on basic similarities in manager's 
work rather than on differences, and (3) on 
the essential content of the work rather than 
its peripheral characteristics [6, p. 230]. 



-14-

He used structured obse~vation to collect his data. Five CEOs of 

medium to large organizations were intensively observed for a period 

of one week. Mintzberg isolated six sets of work characteristics: 

(1) Much work at unrelenting pace; 

(2) Actively characterized by brevity, variety, and 

fragmentation; 

(3) Preference for live action; 

(4) Attraction to the verbal media; 

(5) Communication patterns within his organization and 

external to the organization; and 

(6) Blend of rights and duties [6, p. 29]. 

He also delineated ten working roles which were divided into three 

distinct groups as such: 

(1) Interpersonal roles 

a) Figurehead. 

b) Liaison. 

c) Leader. 

(2) Information roles 

a) Monitor• 

b) Disseminator. 

c) Spokesman• 

(3) Decisional roles 

a) Entrepreneur. 

b) Disturbance handler. 
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c) Resource allocator. 

d) Negotiator [6, p. 55]. 

Differences in manager's work were also noted. A contingency theory 

was proposed in which these variations are attributed to the job 

itself, its environment, the person in the job and the situation of 

the moment. 

In 1969, Choran conducted a study of three CEOs of small companies 

[3]. The study paralleled Hintzberg's work and provided data that 

were useful in comparing chief executives of organizations of dif-

ferent sizes. Using structured observation for two days to collect 

his data, Charan concluded that the three CEOs being studied per-

formed the ten roles and exhibited the six sets of work characteris-

tics specified by Mintzberg. In addition, two new roles emerged in 

"specialist" and "substitute operator". The CEO performed the former 

role when he/she felt that any one function was vital to the organi-

zation's well being. The substitute operator role reflected the 

fact that the CEO often must be prepared to perform operating func-

tions when needed. This is basically due to the lack of depth in 

small organizations. 

Other differences between the management of large and small or-

ganizations emerged. CEOs of small firms performed many more acti-

vities per day. They spent less time in scheduled meetings and they 

were involved in more organizational activities and less ceremonial 
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functions. Generally, Charan found :hat CEOs of small firms did not 

assume the same importance for the 11 figurehead" and 11 liaison 11 roles 

that Mintzberg found in large organizations. Conversely, the 

:•1eader 11 and 11 information processing 11 roles appeared to be more im-

portant for these CEOs. 

Two major differences between the CEOs of small and large 

firms became evident. First, in the small organization there is a 

marked decrease in formality. Second, CEOs of small organizations 

displayed an increase in the concern for internal operating issues. 

~any of Choran's findings were supported by the work of 

Steiglitz who conducted a study of CEOs for the National Industrial 

Conference Board in 1969 [10]. Questionnaires were administered to 

280 CEOs, of whom more than half were non-American. Sixty-one of 

the CEOs were from firms with more than 10,000 employees and 48 

from firms with less than 3,000. Steiglitz found that the CEOs 

of small firms were more personally involved in short term opera-

tions oriented problems which he attributed to the fact that they 

lacked the staff support provided CEOs in larger firms. 

A set of duties that are basically inherent to the position of 

a CEO was developed: 

(1) Determining overall objectives and plans; 

(2) Establishing priorities and allocating resources; 

(3) Formulating policy; 

(4) Organization and executive selection and development; 
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(5) Development and designatio:1 of a successor; 

(6) Relationships with Boards of Directors; 

(7) Key external relationships; and 

(8) Control [10, p. 10]. 

Hany CEOs reported they do not allocate their time to correspond 

with the importance they attached to certain activities. They also 

stated that workdays were extremely long and that it was difficult to 

separate their private and occupational lives. Ultimately Steiglitz 

drew a statistical profile of the group he studied. 

The most recent study of CEOs was conducted by Rock in 1977 [8]. 

The accountabilities of the CEO and how they impact upon human resource 

management was the primary focus of the study. Some of the major 

findings were: 

(1) The accountabilities charged to a CEO depend, in part, on 

the company's industry, size and degree of diversification. 

(2) A CEO does not often reach down several organizational 

levels to select an individual for top management 

accountabilities. 

(3) Although a CEO can and usually does delegate many top 

management accountabilities, he (she) almost never delegates 

the accountability for Human Resource Management. 

(4) A CEO emphasizes certain responsibilities circumscribed 

by the accountability for Human Resources Xanagement, 

depending upon the particular stage of his (her) tenure 

(8, p. 3). 
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Interview, case scudies and examination of chief executive job 

descriptions were utilized to collect his data. He developed a con-

ceptual framework from which an empirically based job description 

of the CEO in a large, diversified industrial company was created. 

Previous studies have permitted the conceptualization of roles 

which are inherent to the position of the CEO. There is a high de-

gree of agreement among the studies as to the roles themselves. Table 

2.1 compares Mintzberg's roles with Hemphill's roles that were uti-

lized in this study. Although these roles are not exactly consistent 

on a one-to-one basis, they are very similar. In fact, the sets 

of roles can be considered comparable. 

The delineation of these working roles have provided insights 

into studying the job of a CEO. It has finally allowed the study of 

what top level managers actually do. Previously if one asked what a CEO 

does, the answer would probably be that a CEO plans, organizes, coordinates 

and controls. This desciption of the executive's job can be traced 

back to 1916, when Henri Fayal first described it. These "roles" 

provide a much clearer insight as to what executives actually do. 

~-lintzberg commented: 

Indeed what do words such as 'coordinating' 
and 'planning' mean in the context of real 
activity? In fact, these four words do not 
describe management work at all, but only 
certain of its vague objectives. They are 
convenient abstractions what we use to label 
our ignorance of the manager's job [7, p. 21, 
emphasis added]. 
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Table 2.1 

Comparison of Managerial Roles 
as Identified by Hemphill and Mintzberg 

Hemohill 

Providing a Staff Service 

in a Non-Operational Area 

Supervision of Work 

Business Control 

Technical Concerns with 

Products and Markets 

Human, Community and 

Social Affairs 

Long-Range Planning 

Business Reputation 

Preservation of Assets 

Mintzbero 

Leader 

Leader, Monitor, Disturbance 

Handler 

~1onitor 

Disseminator, Entrepreneur 

Figurehead, Liaison, 

Spokesman 

Resource Allocator, Leader, 

Entrepreneur 

Leader, Resource Allocator 

Negotiator, Monitor, Resource 

Allocator 

SOURCES: Heophill, J. K., Dimensions of Executive Positions, 
(Columbus, Ohio: Bureau of Business Research, Ohio State 
University, 1960). 

Mintzberg, H., The Nature of Managerial Work, (New York: 
Harper and Row, Publishers, Inc., 19i3). 
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These roles have also permitted a closer look at the CEO's 

job and have allowed for further breakdown because some roles are 

strategic in nature while others are operational. Figure 2.1 shows 

how Hemphill 's roles can be divided in such a manner. 

This prior research has aided in the conceptualization of 

defined roles which describe an executive's job. However, the rela-

tive importance of each role remains in question. Mintzberg commented 

on the roles he defined, "To say that all ten roles form a gestalt 

is not to say that all managers give equal attention to each role" 

[6, p. 58]. Hopefully, this study sheds some light on this area of 

managerial work. 

METHODOLOGY BACKGROUND 

The second component of this Literature Review Section will: 

(a) discuss briefly some background information on the methodology 

utilized in this study and (b) present two examples of business re-

lated studies which have used it. This background information will 

demonstrate the possible application of this unique methodology 

to strategic management research. 

In spite of its lack of usage in the business policy area, it 

has been utilized in over 200 studies since 1964 [4). Topics 



ROLE A: 

ROLE B: 

ROLE C: 

ROLE D: 

ENVIRONMENT 

ROLE D ROLE H 
ORGANIZATION 

ROLE A 

ROLE CI IROLE B 

ROLE F1 

PROVIDING STAFF SERVICE IN A ROLE E: 
NON-OPERATIONAL AREA (OPERATIONAL) 

SUPERVISION OF WORK (OPERATIONAL) ROLE F: 

BUSINESS CONTROL (OPERATIONAL) ROLE G: 

TECHNICAL CONCERNS WITH PRODUCT ROLE H: 
AND MARKET (STRATEGIC) 

Figure 2.1 

Framework of CEO Work Roles 

ROLE G 

HUMAN, COMMUNITY AND SOCIAL 
AFFAIRS (STRATEGIC) 

LONG RANGE PLANNING (STRATEGIC) 

BUSINESS REPUTATION (STRATEGIC) 

PRESERVATION OF ASSETS (STRATEGIC) 

I 
N 
1-J 
I 
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have ranged from investment decision making and bank lending policies 

to effects of psychotherapeutic drugs and research on learning and 

interpersonal conflict [4, 19j. 

The methodology used in this study was developed in 1935 by 

Egon Brunswik and, not surprisingly, is called the Brunswik's Lens Model 

[4]. This lens model is based on two principles, One principle is 

the representative design of experiments, and the other is the 

ideographic-statistical approach. Each will be discussed briefly. 

Representative Design of Experiments. Brunswik has distin-

guished betwee-,n what he calls systematic and representative designs 

of experiments. In systematic experiments, variables are indepen-

dently arranged (or orthogonal). "The environment is taken apart, 

so to speak, in order to separate various potential causes of 

behavior" [9, p. 2]. Since ·individual subjects or respondents cannot 

be taken apart piece by piece, they are sampled in order to generalize to 

those not included in the study. This problem is best described by 

Hammond: 

Note the asymmetry, however. Systematic arrange-
ment has no reference to the situation toward 
which the generalization is intended on the 
environmental side, while representative sampling 
has the statistical logic of inference to safe-
guard generalization on the subject side. 

If the logic of induction is required in 
order to generalize from elements present to 
elements absent on one side, why not on the 
other? To require some logical defense for 
generalizations over subjects but none for 
generalization or inference over conditions 
is to employ a double s tandr.rd [ 9, p. 2] . 
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Thus, the Brunswik Lens ~odel incorporates this representative de-

sign of experiments in favor of the systematic design to increase a 

study's generalizability. 

Ideographic-Statistical Approach. Ideographic simply implies 

that each person's behavior is unique. This term is contrasted with 

nomothetic which implies generality. The term "ideographic-statistical" 

simply means that each.subject or respondent's behavior must meet a sta-

tistical test of significance. This step obviously demands that a 

sufficient number of situations be given to each subject to perform 

the appropriate statistical tests. Hammond states: 

Indeed, conventional methodology often cheats; 
exchanging the number of subjects for the 
number of situations and trials and (wrongly) 
using this number in testing generalizations 
over conditions [9, p. 3]. 

Schematically, the Lens Model is shown in Figure 2.2 Each 

subject is required to make quantitative evaluations of a fairly 

large number of cases, each of which is defined by certain cue 

dimensions or characteristics. These cue dimensions must be 

quantifiable, if only to the extent of a O - 1 relationship 

(e.g., high vs. low, yes vs, no, etc.). The left side of the sche-

matic contains the criterion value and re,n represents the correla-

tion between each cue and the criterion value. This criterion 

value is the "true state" or the correct answer and achievement rep-

resents the level of accuracy between the subject's judgment and the 

"true state". The right side of the schematic contains the subject's 
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Achievement 

Cue 1 

Cue 4 
Validity (Re1n) Cue utilization (Rs1n) 

Figure 2.2 

Brunswik's Lens ?iodel 



-25-

judgment based on the utilization of the cues. The term "r " re-s ,n 
h 1 • f h b" I • d • h h .th presents t e corre ation o t e su Ject s JU gment wit t e 1~ cue 

and can therefore be called the cue utilization coefficient. 

TWO STUDIES UTILIZING BRUNSWIK'S LENS MODEL 

In 1969 Slovic conducted a study of how stockbrokers rated the 

growth potential of 128 stocks using the Lens Model [9]. He selected 

two stockbrokers who evaluated the potential of the stocks based on 

11 factors (e.g., past year's performance, volume, trend, etc.) 

taken from Standard and Poor's reports. Using analysis of variance 

he constructed a quantitative description of configural and non-

configural cue (11 factors) utilization. That is, he rated each 

factor (cue) for each stockbroker by the magnitude of effect that it 

had on the judgment process. Each stockbroker also gave his sub-

jective impressions of the relative importance of each o= the 11 

factors. 

Results showed there was little agreement between the two stock-

brokers with regard to the degree of importance that they placed on 

each of the 11 factors. On the one hand, stockbroker A ranked near 

term prospects, price/earnings ratio and earnings quarterly trend as the 

three most important factors in the judgment process. On the other 

hand, stockbroker B ranked earnings yearly trend, price/earnings ratio 

and profit margin trend as the three most important factors in the 
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judgment process. Configural cue usage for both stockbrokers was 

considered negligible. Results also indicated that Stockbroker A 

had a much higher correlation between the subjective impression 

of the factors' importance and the objective evaluation (judgments) 

based upon the cues. 

In 1974 Ashton used a~alysis of variance to study cue usage, 

decision rule form, subjective cue usage and decision consistency and 

consensus of auditors' judgments and decision related to internal 

control [1]. The focus of the study was to judge the strength of 

a payroll internal control subsystem on a six point scale. The ex-

pert judges were 63 practicing auditors from four firms. Each sub-

ject was given 32 cases represented by six dichotomous indicators 

of internal control. The cases were constructed using a 1/2 frac-

tional replication of a 26 factorial design. Six to thirteen weeks 

later, a second administration of the experiment was given to the 

same 63 subjects. 

Results showed that the auditors' judgments were highly consis-

tent for each administration and had an average coefficient of cor-

relation of .81. The auditors also showed a great deal of judgment 

consensus between themselves because the average correlation between 

pairs of auditors' judgments was .70. Two-thirds of the subjects made 

significant use of at least five of the six factors. The two most 

important factors in the auditors' decision models dealt with sepa-

ration of duties. 



-27-

These two studies utilizing the Lens Model are only examples of 

its usage in business related research. There appears to be much 

potential for this methodology, particularly in the study of execu-

tive modeling, decision making and performance. 

SUMMARY 

The work of a Chief Executive Officer can be broken down into 

specific roles which can be described as being either strategic or 

operational in nature. The importance of these roles lies in the 

fact that they best describe what a manager "does". Although dif-

ferent researchers identified different roles, the sets of roles 

noted by each researcher are, in fact, very similar. 

Although these sets of roles describe CEO work, not much is 

known of their relative importance. Prior studies appear to indicate 

that in small firms the operational aspects dominate. To gather 

data to determine the relative importance of these roles, a unique 

(to strategic management) methodology has been employed. This method-

ology is called the "Brunswik' s Lens Model" and has been used in over 

200 studies since 1964. In essence, a subject is required to make 

quantitative evaluations of a fairly large number of cases, each of 

which is defined by certain cue dimensions. By utilizing analysis 

of variance, these cue dimensions are assigned weights as to their 

relative importance. In this study the cue dimensions will represent 

/ 
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the roles utilized and, thus, the roles will have weights which show 

their importance relative to each other. 

Although new to research in the strategic management area, 

this methodology appears to have much potential. In more and more 

business research studies it is being utilized and appears to have 

many applications which are still untapped. 
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CHAPTER III 

SOURCES AND METHODS OF It-.'VESTIGATION 

This chapter will describe the definitions, research hypotheses, 

methodology and data analysis utilized in this study along with back-

ground information on the firms that were used in the sample. 

DEFINITIONS 

This project will attempt to determine the relative importance of 

the managerial work roles incumbent upon CEOs in small furniture manu-

facturing firms. These work roles are divided into operational or stra-

tegic components. Other researchers have observed that managers have a 

predilection toward operational roles. This research will determine if 

this is true for the CEOs included in this study. This project also 

will determine whether the size of the firm influences the CEO in his/ 

her perceptions toward the importance of the operational and strategic 

work roles. Roles are defined as" .•• a categorizing process, a some-

what arbitrary partitioning of the managers' activities into affinity 

groups" [10, p. 53]. Small furniture manufacturing firr.,s are defined 

as those which have annual sales between $1 million and S25 nillion. 

-30-
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These parameters of sales were selected as the criterion for size be-

cause CEO work roles are largely dependent upon the size of the mana-

gerial and support staff [4]. Cohn and Lindberg state: 

We feel that below $1 million in sales, companies 
require operating skills but not a great deal of 
management skill. The number of employees is 
usually so small that pronounced organizational 
differentiation is rare. Above $1 million, 
differentiation begins to be clear and the need 
for a separate, distinctive administration emerges. 
At the $5 million level the differentiations have 
become almost universal and the need has become 
very clear indeed. The next threshold of 
organizational change is somewhere around $25 
million because it entails the next generation 
of management practices -- that marks the point 
at which a firm moves out of the small firm 
category [4, p. VIII]. 

Ansoff, Taylor and Chandler have delineated two distinct types of 

management: strategic and operating management [1, 5, 2). Rawls, Rawls 

and Radosevich also utilized this distinction and their definitions were 

used in this study [11). They defined strategic management as being 

" primarily concerned with the relationships between the firm and 

its environment." Strategic managers are externally oriented; they 

must deal with financiers, suppliers, customers and representatives 

of governments to develop the potential for accomplishment of the 

firm's objectives [11, p. 74). Operating management is defined as 

" the utilization of the potential developed by strategic manage-

ment through conversion of inputs to outputs on a day-to-day routine 

basis." Operations managers are internally oriented; they must deal with 

a myriad of internal issues to put into action this potential for accom-

plishment [11, p. 75). 
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The roles to be examined in this study will be those described 

by Hemphill in his study of 93 executives from five large manufacturing 

firms [8]. His study included three levels of management within the 

five firms: upper, middle and beginning management. Although 

Hemphill's study consisted of large firms and different layers of ma-

nagement within those firms, the roles uncovered are appropriate for 

use in this study of CEOs in small manufacturing firms for three major 

reasons. First, CEOs of small firms do not normally have the managerial 

and staff support that is prevalent in larger firms [3, 4]. Therefore, 

CEOs appear to assume roles and responsibilities of several layers of 

management. Second, Hemphill's study provided concise descriptions of 

roles which emanated from a factor analysis of 575 descriptive role 

items. Finally, the resulting questionnaire was designed to study in-

dividual job positions. Hemphill stated: 

It is suggested that the revised question-
naire will serve a distinct purpose in re-
search on the abilities or personal qualities 
required in executive work by making it pos-
sible to conduct studies en more homogeneous 
classes of positions [8, p. XIV]. 

Hemphill's role variables which are included in this study were 

defined as follows [8] (In this study, each role variable was identified 

as either "operating" or ''strategic".): 

A. Providing a staff service in non-operational areas. 

Renders various staff services to supervisors: selects 
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employees, checks statements, gathers information and 

makes recommendations (operating role). 

B. Supervision of work. 

Plans, organizes and controls the work of others; con-

cerned with the motivation of subordinates, efficiency 

of operations and the maintenance of a work force 

(operating role). 

C. Business control. 

Concerned with the maintenance of proper inventories, 

cost reductions, budget preparations, determination of 

goals and definition of supervisor responsibilities 

(operating role). 

D. Technical concerns with products and markets. 

Concerned with activities of competitors, development 

of new markets and assisting salesmen (strategic role). 

E. Human, community and social affairs. 

Participation in community affairs, maintenance of 

company goodwill in the community and speaking before 

the public (strategic role). 

F. Long-range planning. 

Concerned with the future of the company and is broad 

in nature (strategic role). 
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G. Business reputation. 

Concerned with proGuct quality and public relations 

{strategic role). 

H. Preservation of assets. 

Concerned with capital expenditures and preservation 

of company assets {strategic role). 

These roles are represented on the instrument utilized in this 

study by specific work activities as shown by Table 3.1. Hemphill, 

in his study of managerial roles, isolated various work activities 

which describe each role through factor analysis. Those activities 

which had high factor loadings on each role will be used to represent 

that role. There are two reasons for this. First, the respondents 

must have a consistent frame of reference in evaluating the roles. 

That is, one respondent may perceive the role of "preservation of 

assets" differently from another respondent, thus making comparisons 

across the CEOs being studied more difficult. Second, the use of spe-

cific work activities precludes the respondent from being aware of the 

main focus of the study. In other words, the respondents will not be 

aware that this is a study of their perceptions as to the importance 

that they place on the managerial roles they perform. This should 

help to minimize any bias they may have toward specific roles. 

These roles (work activities) have a level of ability (either ex-

cellent or poor) assigned to each which will create a hypothetical 
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Table 3.1 

Hemphill's Managerial Work Roles 
and Their Associated Work Activities 

Work Role 

Providing a staff service 
in a non-operational area. 

Supervision of work. 

Business control 

Technical concerns with 
products and market. 

A) 

B) 

A) 

Work Activities 

Selection of new employees. 

Assign jobs to subordinates. 

Trouble shoot special 
problems as they arise. 

B) Plan the best use of 
available facilities. 

A) Review of budgets for 
operations. 

B) Maintenance of proper 
inventories. 

A) 

B) 

Assist sales people in 
securing important accounts. 

Anticipate new or changed 
demand for products. 
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Table 3.1 (continued) 

Work Role 

Human, community and 
Social affairs. 

Long range planning. 

Business reputation. 

Preservation of assets. 

Work Activities 

A) Active in com.~unity affairs. 

B) Promotion of company to 
public. 

A) Fonnulation of long-run 
objectives for organization. 

B) Determination of business 
activities to be engaged in. 

A) 

B) 

A) 

Oversees delivery schedules. 

Oversees the quality of 
company products. 

Oversees capital expendi-
tures. 

B) Determines utilization of 
capital assets. 

Source: Hemphill, J. K., Dimensions of Executive Positions, (Columbus, 
Ohio: Bureau of Business Research, Ohio State University, 
1960) • 



-37-

"profile" of a CEO based on his/her abilities en each role (see Fi-

gure 3.1). The respondent will then predict the effectiveness of this 

hypothetical CEO, based upon this profile, on a scale from one (extreme-

ly ineffective) to nine (extremely effective). That is, the respondent 

evaluates the CEO profile based on the levels of ability shown for the 

eight types of work activities. The respondents are instructed to judge 

each CEO profile with regard to how well he/she would perform in their 

firm or similar firms. 

RESEARCH HYPOTHESES 

The primary thrust of this research is to investigate the impor-

tance that CEOs place upon the work roles previously ascribed to that 

position. The main research questicn to be addressed is: which work 

roles are perceived as more important relative to the other roles? The 

basic theoretical hypothesis to be tested is that certain roles will 

emerge as being of primary importance relative to other roles which 

stated in null and alternate for:n are: 

H0 : There is no difference in the degree of perceived importance 

of the eight work roles. 

HA: There is a difference in the degree of perceived importance 

of the eight work roles. 
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Work Activities 

Selection of new employees 
Assign jobs to subordinates 

Trouble shoot special problems as they 
arise 

b) Plan the best use of available facilities 

a) 
b) 

a) 

b) 

a) 
b) 

a) 

b) 

a) 
b) 

a) 
b) 

1 

Review of budgets for operations 
Maintenance of proper inventories 

Assist sales people in securing 
important accounts 
Anticipate new or changed demand 
for products 

Active in community affairs 
Promotion of company to public 

For~ulation of long-run objectives 
for organization 
Determination of business activities 
to be engaged in 

Oversees delivery schedules 
Oversees the quality of company 
products 

Oversees capital expenditures 
Determines utilization of capital 
assets 

2 3 

Predicted Effectiveness 
of Performance 

4 5 6 7 

extremely 
ineffective 

average 
effectiveness 

Figure 3.1 

Chief Executive Office Profile #1 

8 

Level of Ability 

Excellent 

Excellent 

Poor 

Poor 

Excellent 

Poor 

Excellent 

Poor 

9 

extremely 
effective 
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It is hypothesized that operatir.g-oriented roles will be perceived 

as more important than strategic-oriented roles. Thus, the operational 

hypotheses which flow from the theoretical hypothesis are: 

The operating-oriented role of providing a staff service in 
a non-operational area will be perceived as being significant-
ly more important than the strategic-oriented role of techni-
cal concerns with products and markets. 

H1b: The operating-oriented role of providing a staff service in a 
non-operational area will be perceived as being significantly 
more important than the strategic-oriented role of human, 
community, and social affairs. 

The operating-oriented role of providing a staff service in a 
non-operational area will be perceived as being significantly 
more important than the strategic-oriented role of long-range 
planning. 

H1d: The operating-oriented role of providing a staff service in a 
non-operational area will be perceived as being significantly 
more important than the strategic-oriented role of business 
reputation. 

!i • 
2a· 

The operating-oriented role of providing a staff service in a 
non-operational area will be perceived as being significantly 
more important than the strategic-oriented role of preserva-
tion of assets. 

The operating-oriented role of supervision of work will be 
perceived as being significantly more important than the 
strategic-oriented role of technical concerns with products 
and markets. 

H2b: The operating-oriented role of supervision of work will be 
perceived as being significantly more important than the 
strategic-oriented role cf human, community and social affairs. 

The operating-oriented role of supervision of work will be 
perceived as being significantly more important than the 
strategic-oriented role of long-range planning. 
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H2d: The operating-oriented role of supervision of work will be 
perceived as being significantly more important than the 
strategic-oriented role of business reputation. 

The operating-oriented role of supervision of work will be 
perceived as being significantly more important than the 
strategic-oriented role of preservation of assets. 

The operating-oriented role of business control will be 
perceived as being significantly more important than the 
strategic-oriented role of technical concerns with products 
and markets. 

H3b: The operating-oriented role of business control will be 
perceived as being significantly more important than the 
strategic-oriented role of human, community and social affairs. 

H3c: The operating-oriented role of business control will be 
perceived as being significantly more important than the 
strategic-oriented role of long-range planning. 

H3d: The operating-oriented role of business control will be 
perceived as being significantly more important than the 
strategic-oriented role of business reputation. 

H3e: The operating-oriented role of business control will be 
perceived as being significantly more important than the 
strategic-oriented role of preservation of assets. 

These operational hypotheses were set up to test statistically 

whether operational-oriented roles are more important than strategic-

oriented roles. Prior research has indicated that CEOs do, in fact, 

perceive operational roles to be of paramount importance [1, 3, 4, 8, 

15]. Thus, each of the three operational roles will be tested against 

each of the five strategic roles. 

The testing of these operational hypotheses will also aid in the 

determination of the relative importance of all eight work roles. 
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Therefore, it will also be possible to answer the basic research ques-

tion. 

METHODOLOGY 

The primary thrust of this research centers on the judgment of CEOs 

as to their perception of the relative importance of the work roles 

previously identified with their position. Do CEOs place more impor-

tance on operational roles relative to strategic roles? Various methods 

exist to uncover such information, ranging from intensive case studies 

to simplistic approaches in which the incumbent is asked to rank the 

importance of the various roles. However, another approach which has 

proven to be effective in modeling the judgment of decision makers is 

called "Brunswik's Lens Model"[6]. This "lens model" approach provides 

a quantified, descriptive summary of the way an individual weighs and 

combines information [6, 12]. In essence, it provides a mathematical 

analysis of the decision maker. Basically, the decision makers evaluate 

a large number of profiles or cases based upon the same set of cues. In 

this study, the decision makers are the CEOs and the cues will be the 

eight roles previously described. The judgment of the CEOs is the de-

pendent variable and the eight work roles are the independent variables 

in the model. Zach CEO in the study was presented with 36 profiles 

describing a hypothetical CEO based on his/her abilities to handle each 

of the eight roles. That is, each CEO profile included the eight roles 
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and a corresponding level of ability, excellent or poor. These dimen-

sions were chosen since they best describe ability levels with a minimum 

of a.'tlbiguity. By varying the co~~inations of excellent and poor, it 

was possible to determine the relative weights of importance that each 

CEO places on each role. This "lens model" design utilizes an ideo-

graphic-statistical approach to significance testing. Hammond stated: 

Brunswik uses the term ideographic-statistical 
to indicate that each person's behavior should 
meet a statistical test of regularity or depend-
ability before the behavioral data can be de-
fined as a function of situational variables. 
Ideographic-statistical therefore means that 
significance tests should be applied to each 
subject's behavior [6, p. 3]. 

The judgments of the CEOs pertaining to the importance of each 

role is assumed to be captured most effectively in a linear model. 

On this topic Slovic stated: 

Researchers interested in simulating financial 
and managerial decisions have independently 
discovered the value of linear models .•. 
Psychologists have found linear models to be 
remarkably successful in predicting judgments 
of such diverse phenomena as psychiatric 
diagnoses, job performance ••• [13, p. 785). 

Slovic and Lichtenstein also add, "As we shall see, the linear model 

does a remarkably good job of predicting human judgments" [14, p. 659]. 

Finally, Kerlinger corr.mented: 

In most studies using factorial designs, 
the main effects are probably of most 
interest. Interactions .•• for the most 
part seem not to be significant [9, p. 256]. 
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The research design to be utilized in this study is a fixed-effect 

28 factorial ANOVA. Each of the eight roles will be described in terms 

of two levels: excellent or poor. A one-eighth fracticnal replication 

design is used instead of a completely crossed factorial arrangement. A 

completely crossed factorial design would involve using 256 CEO profiles 

that each subject would make judgments on. This was not deemed desir-

able or even feasible, primarily for three reasons. First, it has been 

shown that a subject's concentration would drift and that it would be 

highly unlikely that anyone could effectively (or reliably) make 256 

such judgments [5, 9]. Second, the time it would take to complete such 

an undertaking would be prohibitive to the subjects of this study. This 

study is using CEOs as its subjects (not students on a campus). To them, 

time is extremely important. Finally, as Cochran and Cox stated: 

•.. Fractional factorial designs have the advan-
tage of allowing five or more [this study includes 
eight] factors to be included simultaneously in 
an experiment of practicable size, so that the 
investigator can discover quickly which factors 
have an important effect .•. [S, p. 244]. 

This fractional replication design produced a set of thirty-two 

hypothetical CEO profiles. In addition to these original profiles, 

repeated measures will be taken on four of the profiles in order to 

assess each subject's intra-judge reliability. Therefore, each subject 

will make 36 judgments in all (see Appendix B for the set of profiles). 

~his set of profiles was given to ten CEOs of furniture manufacturing 

fi:rr.ts in Virginia selected from the Directory of Virginia Manufacturers 

(1980 Edition). 
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DATA ANALYSIS 

Two basic analytical techniques were utilized in this study: cor-

relation and ANOVA. The correlation analyses employed are the Pearson 

Product Moment correlation coefficient and pairwise correlations. This 

correlation analysis permitted an assessment of the CEO's judgment re-

liability (the degree to which the CEO produced the same judgment given 

repeated administrations of a single profile) and judgment consensus 

(the degree to which different CEOs produced the same judgment on a 

single profile). First, individual correlations were computed between 

the original CEO profiles and the repetitions for the four repeated pro-

files for each CEO included in the study. These were tested for sig-

nificance through the use oft-tests. These calculations and tests of 

significance assessed the intra-judge reliability or judgment consis-

tency. The level of significance was set at .10 for two reasons. First, 

the exploratory nature of the research precludes using prior evidence 

that would justify setting a lower alpha level. second, there is no 

reason to assume that a Type I error is more noxious than a Type II 

error. On this topic Hays and Winkler have stated: 

In other words, the conventional practice of 
setting alpha at some very small level is based 
on the notion that one kind of error is extreme-
ly important and must be avoided if possible. 
This is quite reasonable in some contexts, such 
as the study of the safety of a new medicine or 
the guilt of an accused man. On the other 
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hand, in many situations, there is no basis 
for assuming that one error is much more 
serious than the other f7, p. 255], 

Judgment consensus was assessed by calculating pairwise cor-

relations over the 32 primary profiles for all pairs of subjects. 

Once again the alpha level was set at .10 for the reasons given 

above. The results of this correlation analysis are summarized and 

displayed in a table such as shown by Table 3.2. 

To measure the influence of each role, an ANOVA was performed 

on each CEO's response. This technique is used because of its ability 

to describe linear aspects of the judgment process [9, 14]. In addi-

tion, within the framework of the model, it is possible to calculate 

two indices of importance of individual use of a factor relative to 

other factors. One is the standard calculation of the magnitude of 

the effect, based upon the degree to which the mean judgment shifted 

as the levels of a factor varied. A second index, omega ( w) is a 

2 function of the squared magnitudes of effect ( w) gives the proportion 

of variance accounted for in the dependent variable when the indepen-

dent variables are qualitative. This index provides an estimate of 

the proportion of the total variance in a subject's judgments that 

can be attributed to a particular main effect (see Table 3.3). 
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Table 3.2 

Inter-Judge Correlation Coefficients for 
the 10 Chief Executive Officers Over 

the 32 Original Profiles 

CEO/I 1 2 3 ... 

1 rll 

2 r21 r22 

3 r31 r32 r33 

. . . . . .. 
. . . . . .. 
. . . . . .. 

10 rlOl rl02 rl03 ... 

10 

rlOlO 
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The operational hypotheses Hla through H3e were tested for signifi-

cance by the use of F-tests. This was performed on each of the 10 CEOs 

included in the study. The level o: significance was set at .10 for 

reasons given previously. 

BACKGROUND INFORMATION 

The sample of firms used in this study consisted of ten furniture 

manufacturing firms who are located in the State of Virginia. Each 

is listed in the 1980 Edition of the Virginia Directory of Manufac-

turers under Standard Industrial Classifications #2511, wood house-

hold furniture, except upholstered, and #2512, wood household furni-

ture, upholstered. Although not included in the sample, the president 

of the Southern Furniture Manufacturing Association, Mr. Douglas 

Brackett, was visited to provide pertinent background information on 

the furniture industry. Other industry information was provided by 

Mr. Jerry Epperson, who is a security analyst for Wheat First Securities, 

and who is a specialist in analyzing the furniture industry. The infor-

mation and data collection took place from July 21, 1980 to August 20, 

1980. 

Each CEO of the firms included in the sample was contacted by an 

introductory letter or via a phone call. Dates and times for personal 

visits were then set up. Each CEO was then interviewed and the data 

collection inst~Jment was completed in the author's presence. The 
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completion of the instrument took approximately one hour and the visits 

lasted from about three hours at a minimum to approximately seven hours 

at a maximum. Due to the time constraints on some of the CEOs, only 

the basic and necessary information could be coll~cted. Other visits 

lasted almost all day and included factory tours, informal talks with 

other top management and a chance to observe the CEO in his/her work 

environment. A brief description of the firms and CEOs included in the 

sample are presented in Appendix A. 

SUMMARY 

This chapter contains a statement of operational definitions, re-

search hypotheses, methodology and data analysis. The concepts of stra-

tegic and operational management are explained in detail. The instrument 

used to collect the data is explained also. 

The null and alternative hypotheses are stated, and supporting 

theory is presented. Fifteen operational hypotheses were generated and 

divided into three groups. In essence, each "group" of hypotheses 

tested whether a specific operational role was significantly more im-

portant than any of the five strategically oriented roles. 

To "capture" the judgment of the CEOs, an approach called "Bruns-

wik's Lens Model" is utilized. This "Lens Model" approach provides a 

quantified, descriptive summary of the way an individual weighs and 

combines information. Thus, it is possible to determine the importance 
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that each CEO places on the eight work roles. The research design uti-

lized is a fixed-effect 28 factorial ANOVA. A one-eighth fractional 

replication is used instead of a completely crossed factorial arrange-

ment. Along with ANOVA, correlation analyses were performed to assess 

the judgment reliability and judgment consensus. The level of signifi-

cance was set at .10. 

Each of the ten CEOs included in the study was interviewed, and 

each completed the data collection instrument in the author's presence. 

This involved making 36 judgments as to the predicted effectiveness 

of hypothetical CEO profiles constructed by varying the combinations 

of the level of ability assigned to each of the eight work roles. Vi-

sits ranged from one hour to seven hours in duration. 
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CHAPTER IV 

RESULTS OF THE STUDY 

This chapter contains a discussion of the correlation analyses 

including CEO judgement reliability and judgment consensus. Each CEO 

interviewed will be discussed individually as well as the ANOVA that 

was performed on each CEO's set of responses. Finally, the results 

of the significance tests on the hypotheses generated will be 

discussed. 

CEO JVDGMENT RELIABILITY 

To assess the intra-judge reliability (or consistency) for each 

subject, four repeat profiles were included in the total set of 36 

profiles given to each CEO studied. A Pearson Product Moment 

correlation coefficient was calculated for each subject and an a 

priori level of significance of .10 (for reasons stated in Chapter III) 

was selected (see Table 4.1). Since these correlation coefficients 

were based en a sample of only four observations (N=4), slight 

deviations in one or more paired responses could markedly affect the 

significance level. Five of the 10 CEOs had correlation coefficients 

that were not significant at the .10 level. 

On the definition and measurement of reliability, Kerlinger 

stated: 

It is possible to approach the definition of reliability 
in three ways. One approach is epitomized by the question: 
If we measure the same set of objects again and again (as 
was done in this study) with the same measuring instrument, 

-53-
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TABLE 4.1 

Intra-Judge Reliability Correlation Coefficients for 10 Chief 
Executive Officers Based on Four Repeated Profiles 

CEO Number r 

1 .85** 

2 .95* 

3 .52** 

4 .90* 

5 .98* 

6 .30** 

7 -.24** 

8 0. OQ1c* 

9 .92* 

10 .96* 

*Significant at .10 level 

**See Table 4.2 for actual results and absolute differences 
between original and repeat profiles. 
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will we get the same or similar results. This question 
implies a definition of reliability in stability, depend-
ability, predictability terms ••• Reliability is the 
accuracy or precision of a measuring instrument (4, p. 443]. 

The error variance of the measuring instrument is the important index 

for reliability. The absolute differences (or variance) between the 

original and repeat profiles can be used to judge the reliability 

of an instrument [4]. Table 4.2 shows responses to the original 

and repeat profiles for those CEOs whose correlation coefficients 

were not significant at the .10 level. The five CEOs, while not 

achieving the .10 significance level for reliability, did indeed 

respond in a very consistent manner. While three of the CEOs had an 

absolute difference of three, two had an absolute difference of five. 

Since the scale went from one to nine and there were four paired 

responses, these small absolute differences do not invalidate the 

reliability of the instrument utilized. 

DISCUSSION OF A..~OVA RESULTS 
A}.'1) HYPOTHESES TESTING 

The operational hypotheses were tested for significance and 

ANOVA was performed on the data set for each of the CEOs included in 

the study. To conduct the ANOVA, the predicted effectiveness 

variable was divided into three groups to represent extremely 

effective, average effectiveness and extremely ineffective performance. 

These dimensions were listed on the original instrument. This 

trichotomizing technique was justified because a variable such as 

predicted effectiveness is viewed more as an ordinal variable 
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Table 4.2 

Actual Results and Absolute Differences Between Original and 
Repeat Profiles for Those Chief Executive Officers Whose 

Correlation Coefficients Were Not Significant at the .10 Level 

Original Repeat Total 
CEO Profile Profile Absolute 

Number Score Score Difference 

3 2 
1 5 4 3 

4 3 
4 4 

6 5 
3 6 7 3 

4 5 
6 6 

4 3 
6 5 4 3 

5 5 
4 5 

4 2 
7 5 5 5 

3 6 
4 4 

7 4 
8 5 6 5 

3 4 
5 5 
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vis-a-vis continuous variable [4]. Furthermore, it was believed that 

this instrument was not so refined as to measure small distinctions. 

Therefore, categories rather than continuous data were discussed in 

examining this variable. These results plus discussion of other 

pertinent information obtainetl in the interviews will be presented 

here. 

Chief Executive Officer #1 

This CEO has spent his whole working life (35 years) in the 

furniture industry and has been CEO for the past 19 years. The firm 

had 1979 sales of $20 million and had 400 employees of which 30 are 

considered management (above first line supervisors). Table 4.3 and 

Figure 4.1 present the results of the analysis for this CEO. 

CEO 1 exhibited four significant (p<.10) effects. Their ranking, 

magnitude of effect (based upon the degree to which the mean judgment 

shifted as the levels of a factor varied), and proportion of variance 
') 

accounted for (w-) are shown in Table 4.4. 

Thus, 46.8 percent of the variance in the rating by this CEO can 

be accounted for by these four roles. The remaining four roles 

combined accounted for only 7 percent of the total variance explained 

by the model. The first three significant roles ("preservation of 

assets," "long range planning" and "technical concern with products 

and markets") are strategically oriented roles and the fourth 

("providing a staff service in a non-operational area") is an 

operationally oriented role. The negative magnitude of effect on the 

fourth role is due to the fact that the mean judgment shifted from 



Table 4. 3 

The Relative Importance of the Eight Work Roles for Chief Executive Officer 111 Based Upon 
Each Role's Magnitude of Effect and Its Percentage of Variance Explained 

Role(+) ___J,ellel Des~rintion .Jud!!ment Mean Magni tud~ ·t+) Mean 2 (+++) 
w 

Level 1 Level 2 Level 1 Level 2 of Effect SQuare 

A Poor Excellent 1. 637 1. 312 -.375 1.125** .124 
B Poor Excellent 1.588 1. !100 -.188 .282 .020 
C Poor Excellent 1. 562 1. 437 -.125 .125 .001 
D Poor Excellent l. 307 1. 63L . 324 . 809:', .085 
E Poor Excellent 1.M2 l. 388 -.254 . 507 • ()!18 

F Poor Excellent 1.333 1.714 . 381 1.1421°': .126 
G Poor Excellent 1. 571 1. 4/i/1 -.127 .126 . 001 
H Poor Excellent 1. '350 1. 750 .400 l. 200-b', .133 

(+) I\: Providing a staff service in a E: Human, community and social 
non-operational area(o) affairs(s) 

B: Supervision of work(o) F: Long range plannlng(s) 

C: Business control(o) G: Business reputation(s) 

D: Technical concerns with products and II: Preservation of assets(s) 
markets(s) 

(++) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(+++) Percentage of variance explained. 
* p < .10 

i<-J< p < • 01 

I 
Ln 
OJ 
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.. 

1) 

Role 

-~ 

A: Providing a staff service 
in a non-operational area(o) 

B: Supervision of work(o) 
C: Business control(o) 
D: Technical concerns with 

products and markets(s) 

Figure 4 .1 

.. . .. 

.... 

.I: H 

E: Human, community and social 
affairs(s) 

F: Long range planning(s) 
G: Business reputation(s) 
H: Preservation of assets(s) 

Bar Graph of the Magnitudes of 
Effect for Each Role for Chief Executive Officer 11 
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Table 4.4 

Work Roles with Significant Effects 
for Chief Executive Officer Ill 

Role Magnitude of Effect 

Preservation of Assets(s) .400 

Long Range Planning(s) .381 

Technical Concerns with 
Products and Market(s) .324 

Providing a Staff Service 
in a Non-Operational Area(o) -.375 

2 w 

13.3% 

12.6% 

8.5% 

12.4% 
46.8% 
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1.687 to 1.312 when the level of that factor went from poor to 

excellent. In essence, this means that this role is in fact the least 

important role of the eight. These results are not consistent with 

prior statements that operationally oriented roles are perceived as 

more important to CEOs of sraall firms than strategically oriented 

roles [1,2,3,5,6]. In fact, these results clearly support the 

contention that strategically oriented roles are perceived as the 

most important roles for the CEO of this small firm. The negative 

magnitude of effect of the one significant operationally oriented 

role also supports this contention because this CEO perceives this 

operationally oriented role as the least important role. 

For CEO 1, the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the 

relative importance of the eight work roles. The ANOVA produced an F 

value of 5.71 which was significant at the .0005 level. Table 4.5 

displays a sununary of the 15 operational hypotheses. None of the 

three operationally oriented hypotheses were perceived by CEO 1 as 

being significantly more important relative to any of the five stra-

tegically oriented roles. Thus each of the 15 operational hypothe-

ses was rejected. 

One possible explanation for this CEO's emphasis on strategically 

oriented roles may be that he has 30 employees who were considered 

management (above the level of first line supervisor) out of a total 

of 400 employees. Thus there appears to be sufficient management 

depth available to monitor and maintain the operational activities of 
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Table 4.5 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer #1 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 
H23 : Technical concerns with product and market(s) 

H2b: Human, community and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H3a: Technical concerns with products and markets(s) X 

H3b: Human, conmunity and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) 

X 

X 

X 

X 
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the firm while allowing the CEO to concentrate on the strategic 

activities of the firm. Another possible explanation may lie in the 

fact that this person has been the CEO for 19 years and is therefore 

far removed from his prior positions (e.g., time study engineer, 

purchasing manager) which required an operational orientation. 

CEO 1 made numerous comments during the interview pertaining to 

the working roles and other activities within the firm. There was a 

definite perception that activities related to the financial operation 

of the firm are the most important which also agrees with the results 

from the statistical analysis of the data collected. Some of the 

comments on the topic were: 

All CEOs should never relinquish their review and dispo-
sition of capital assets. 

A CEO should oversee all types of expenses and not just 
capital expenditures. 

A CEO must be aware of and pay proper attention to the 
control of working capital. Collection periods and cash 
flows must be reviewed periodically. The financial area 
is extremely important to a CEO. 

This CEO also expressed his thoughts about his own decision 

making process. Short-term and/or operationally oriented decisions 

are mostly made on an intuitive basis with little or no use of 

"formal" decision making techniques (i.e., EOQ modeling, etc.). This 

is consistent with prior findings as to how CEOs manage small firms 

[1,5]. A typical comment on this topic is: 

To run this business you don't need "systems," you need 
a "feel in the pants." Most decisions can be made on 
gut feelings which are generated from experience. Very 
few decisions come your way which aren't weighted heavily 
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one way or another. Other decisions delegated to immediate 
subordinates to let them improve their own "gut" feelings. 
I want to make as few decisions as possible. 

However, long-term planning and decision making are viewed 

much differently. CEO 1 feels that such decisions often need a more 

"formalized" decision making approach. This is consistent_ with the 

results generated from the CEO's responses to the instrument utilized 

in the study since long range planning is perceived to be the second 

most important role that a CEO plays. On the subject of selecting a 

replacement for a top management position (certainly a "typical" 

long range decision) this CEO states: 

To select a new CEO or other top level managers I would 
go through a time consuming and costly procedure utilizing 
a management consultant firm to select the best person 
for the position. Such long term decisions are not made 
on the 'gut' or 'intuitive' level. · 

Overall, it is clear that CEO 1 does perceive a significant 

difference in the importance of four of the eight working roles. 

Moreover, there is much more importance placed on the value of 

strategically oriented roles relative to operationally oriented roles. 

This finding contradicts prior statements that CEOs of small firms 

find operationally oriented roles most important in the management of 

the firm. 

Chief Executive Officer #2 

This CEO has spent his whole working life (12 years full time and 

10 years part time) in the furniture industry and has been the CEO for 

the past five years. The firm had 1979 sales of $4.5 million and had 

120 employees of which five are considered management (above first 
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line supervisors). Table 4.6 and Figure 4.2 present the results of 

the analysis of this CEO. 

CEO 2 exhibited four significant (p<.10) effects. Their ranking, 
2 magnitude of effect and proportion of variance accounted for (w ), 

are shown in Table 4.7. Thus, 53.7 percent of the variance in the 

rating by this CEO can be accounted for by these four roles. The 

remaining four roles combined accounted for only .4 percent of the 

total variance explained by the model. With the exception of 

"preservation of assets" which is a strategically oriented role, this 

CEO places most importance on the operationally oriented working roles. 

Although only one, "business control" was significant, the other two 

operationally oriented roles ("providing a staff service in a non-

operational area" and "supervision of work") had magnitudes of effect 

in a positive direction. This means that as the level of those 

factors went from poor to excellent, the judgment means increased in 

a positive manner. These results are generally consistent with 

prior statements that operationally oriented roles are perceived as 

more important to CEOs of small firms than strategically oriented 

roles [1,2,3,5,6]. 

For CEO 2 the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the 

relative importance of the eight work roles. The ANOVA produced an F 

value of 5.42 which was significant at the .0007 level. Table 4.8 

displays a summary of the 15 operational hypotheses. Of the t~ree 

operational roles, "business control" was found to be significantly 

more important than "technical concerns with products and markets," 



Table  4.6 

The  Relative  Importance  of  the  Eight  Work  Roles  for  Chief  Executive  Officer  #2Based  Upon 
Each  Role's  Magnitude  of  Effect  and  Its  Percentage  of  Variance  Explained 

(+) 
~~~  D~s~ri~tion Judgment  Mean Magnitud~-t+) Mean 

2 (+++) 
Role w 

Level  1  Level  2  Level  1  Level  2 of  Effect SQuare 

A Poor Excellent 2.062 2.187 .125 .125 .000 

B Poor  Excellent - 2.11.7 2.133 .016 .002 .000 

C Poor Excellent 1.937 2.  312 .375 1. 1251, .081 

D Poor Excellent 2.3')7 2.000 -.307 . 730* .047 

E Poor  Excellent 2.500 1.833 -.667 3. 500*''' .285 

F Poor Excellent 2.055 2.214 .159 .198 .002 

G Poor  Excellent 2. 214 2.055 -.159 .198 .002 

H Poor Excellent 1.950  2.416 .466 1.633** .124 

(+) A: Providing  a  staff  service  in  a E: Human,  community  and  social 
non-operational  area(o) affairs(s) 

B: Supervision  of  work(o) F: Long  range  planning(s) 

C: Business  control(o) G: Business  reputation(s) 

D: Technical  concerns  with  products  and H: Preservation  of  assets(s) 
markets(s) 

( ·H·) Based  on  the  degree  to  which  the  mean  judgment  changes  as  the  level  of  the  factor  changes. 

(+++) Percentage  of  variance  explained. 

* p < .10 
** p < .01 
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... 

D 

Role 

l 

Providing a staff service 
in a non-operational area(o) 
Supervision of work(o) 
Business control(o) 
Technical concerns with 
products and markets(s) 

Figure 4.2 

·-

... 

... 

H 

E: Human, community and social 
affairs(s) 

F: Long range planning(s) 
G: Business reputation(s) 

H: Preservation of assets(s) 

Bar Graph of the Magnitudes of 
Effect for Each Role for Chief Executive Officer #2 
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Table 4. 7 

Work Roles with Sig~ificant Effects 
for Chief Executive Officer #2 

Role Magnitude of Effect 

Preservation of Assets(s) .466 

Business Control(o) .375 

Technical Concerns 
With Products and 
Markets(s) -.307 

Human, wmmunity and Social 
Affairs (s) -.667 

2 
w 

12.4% 

8.1% 

4.7% 

28.5% 

53. n 
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Table 4.3 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer #2 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 
H2a: Technical concerns with product and market(s) 

H2b: Human, community and social affairs(s) 

H? : Long range planning(s) 
-C 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H : Technical concerns with products and markets(s) 
3a 

X 

X 

X 

X 

H3b: Human, coII!Ilunity and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) X 
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"human, community and social affairs" "business reputation" and 

"long range planning." Thus, the operational hypotheses H3a' H3b' 

H3c and H3d were accepted. 

One possible explanation for this emphasis on operationally ori-

ented roles (particularly "business control") could lie in the fact 

that this CEO had only five individuals in the organization (out of 

120) who held positions above the level of first line supervisor. This 

relative lack of management depth may help explain why this CEO places 

such importance on operationally oriented roles. Cohn and Lindberg 

had stated that this is a major reason why top managers of small firms 

do not (and cannot) place proper e~phasis on strategically oriented 

roles [ 2] . 

Another potential explanation for this emphasis on operationally 

oriented roles could be that this CEO has only been in this position 

for four years. Thus this individual is not that far removed from 

his prior positions within the firm (e.g., vice president production, 

general manager) which dictated a heavy operational orientation. This 

explanation is given further support because this person was unexpec-

tedly appointed CEO when the former CEO was killed in a plane crash. 

During the interview this CEO stated that the five em~loyees con-

sidered "management" have helped him considerably since becoming CEO 

four years ago. In fact, these five employees have a total of 122 

years experience with this firm. Although CEO 2 indicated that this 

allows him to concentrate more on strategic activities, it appears that 

their influence is having the opposite effect. His reliance on them 
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narrows his perspective and appears to hinder this CEO in his attempt 

to manage the firm. 

CEO 2 sees "coordination between family and management" as an ex-

tremely important (and time consuming) aspect of his job. Government 

regulations and paperwork ar~ a big probl2m because of the time it 

takes away from himself or his management team. Of the 45-50 hours 

worked per week, less than 10 percent is spent out of the office. 

This appears to be consistent with his operational orientation. 

Chief Executive Officer #3 

This CEO has spent 30 years (complete working life) working in the 

furniture industry and has been CEO for the past ten years. The firm 

had 1979 sales of $350,000 (smallest firm included in study) and em-

ployed 18 people of which one is considered management (above level of 

first line supervisor). Table 4.9 and Figure 4.3 present the results 

of the analysis of this CEO. 

CEO 3 exhibited six significant (p < .10) effects. Their ranking, 

2 magnitude of effect and proportion of variance accounted for Cw) are 

presented in Table 4.10. Thus 53 percent of the variance in the rating 

by this CEO can be accounted for by these six roles. The remaining two 

roles combined accounted for only .2 percent of the total variance ex-

plained by the model. 

Clearly this CEO places r:1ost importance on "preservation of as-

sets," "business reputation" and "long range planning" which are all 

strategic roles. In fact, all three of the operationally oriented roles 

had negative magnitudes of effect (two of three significant) which means 



Table 4.9 

The Relative Importance of the Eight Work Roles for Chief Executive Officer II 3 Based Upon 
Each Role's Magnitude of Effect and Its Percentage of Variance Explained 

Role(+) Judgment Mean Magnitud1++) Mean 2 (+++) __J..rureLD"s"rintion w 
Level 1 Level 2 Level 1 Level 2 of Effect Square 

A Poor Excellent 2.125 2.000 -.125 .125 .002 
B Poor Excellent 2.176 1.933 -.243 .471* .045 
C Poor Excellent 2.187 1.937 -.250 .500* • 01+9 
D Poor Excellent 2.076 2.052 -.024 .004 .000 
E Poor Excellent 2.285 1.888 -.397 1. 2!10** .142 
F Poor Excellent 1.944 2.214 .270 .573* .058 
G Poor Excellent 1.857 2.222 .365 1.049** . ll8 
H Poor Excellent 1..9000 2.333 .433 1.1108** .125 

(+) A: Providing a staff service in a E: Human, community and social 
non-operational area(o) affairs(s) 

B: Supervision of work(o) F: Long range planning(s) 

C: Business control(o) G: Business reputation(s) 
D: Technical concerns with products and H: Preservation of assets(s) 

markets(s) 
(++) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(+++) Percentage of variance explained. 
* p < .10 

** p < .01 

I ....... 
h.J 
I 
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Figure 4. 3 
Bar Graph of the Magnitudes of 

Effect for Each Role for Chief Executive Officer if 3 
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Table 4. iO 

Work Roles with Significant Effects 
for Chief Executive Officer #3 

Role Magnitude of Effect 

Preservation of Assets(s) .433 

Business Reputation(s) .365 

Long Range Planning(s) .270 

Supervision of Work(o) -.243 

Business Control(o) -.250 

Human, C.Ommunity and Social -.397 
A ffairs(s) 

2 
w 

12.5% 

11.8% 

5.8% 

4.5% 

4.9% 

14.2% 

53.7% 



-75-

that they had little, if any, relative importance. That is, as the 

level of ability shifted from poor to excellent on these roles, the 

magnitude of effect decreased. These results are not consistent with 

prior statements that operationally oriented roles are perceived as 

more important to CEOs of small firms than strategically oriented roles 

[1,2,3,5,6]. Moreover, these results clearly support the contention 

that strategically oriented roles are perceived as the most important 

roles for the CEO of this small firm. The two significant and the one 

non-significant negative magnitudes of effect for the three operational 

roles also support this contention. 

For CEO 3 the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the rela-

tive importance of the eight work roles. The ANOVA produced an F value 

of 6.17 which was significant at the .0003 level. Table 4.11 displays 

a summary of the 15 operational hypotheses. None of the three opera-

tional roles were perceived by CEO 3 as being significantly more im-

portant relative to any of the five strategically oriented roles. Thus 

each of the 15 operational hypotheses was rejected. 

Although this CEO indicated a significant preference toward 

strategically oriented roles as being of primary importance, he did 

make a comment which contradicted this. He stated: 

The roles "providing a staff service in a non-
operational area," "supervision of work," "busi-
ness control" and "business reputation" are the 
most important roles and represent the 'ideal' 
CEO. 

The first three roles mentioned are all operationally oriented roles. 

However, the analysis of variance showed negative magnitudes of effect 
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Table 4.11 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer# 3 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 

H2a: Technical concerns with product and market(s) 

H2b: Human, community and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H : Technical concerns with products and markets(s) 
3a X 

X 

X 

X 

H3b: Human, corrmunity and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) X 
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for these roles which indicates that the Mean judgment shifted in a 

negative direction when the levels of those factors went from poor 

to excellent. Therefore, there is an obvious conflict between what 

he "says" and what his responses "say." 

This obvious contradiction as to which roles this CEO feels are 

most important may be explained by the fact that he answered the in-

strument in a manner in which he thought a CEO "should" respond. His 

contradictory comment came hours after completing the instrument and 

could be a more accurate indication of how this CEO actually runs his 

firm. Therefore, his candid comment is consistent with prior state-

ments that operationally oriented roles are perceived as more important 

to CEOs of small firms than strategically oriented roles, but the anal-

ysis of variance of his responses to the instrument does not [1,2,3,5, 

6] • 

Chief Executive Officer 14 

This CEO spent 32 years (complete working life) working in this 

firm in the furniture industry and has been CEO for the past 15 years. 

The firm had 1979 sales of $71 million and employed 1200 people of 

which SO are above the level of first line supervisor. This organi-

zation has eight plants and is the largest firm included in the study. 

Table 4.12 and Figure 4.4 present the results of the analysis of this 

CEO. 

CEO 4 exhibited seven significant (p < .10) effects. Their ranking, 

magnitude 2 of effect and proportion of variance accounted for (w) are 

presented in Table 4.13. This 89.9 percent of the variance in the 



Table 4 .12 

The Relative Importance of the Eight Work Roles for Chief Executive Officer #4Based Upon 
Each Role's Magnitude of Effect and Its Percentage of Variance Explained 

Role {+J I,elle1 n •scriotion Jud2ment Mean Magnitud~++) Mean 2(-f-H-) 
(j) 

Level 1 Level 2 Level 1 Level 2 of Effect · Square 
A Poor Excellent 1.687 2.062 .375 1.125** .094 
B Poor Excellent 1.588 2.200 .612 2.982** .255 
C Poor Excellent 2.125 1.625 -.500 2 .OOO,'t* .170 
D Poor Excellent 1.692 2.000 .308 .730** .060 
E Poor Excellent 1.928 1.833 -.095 .071 .003 
F Poor Excellent 1. 777 2.000 .223 .388** .030 
G Poor Excellent 2.142 1.666 -.476 1.785** .152 
H Poor Excellent 2.050 1.583 -.467 1. 633** .138 

(+) A: Providing a staff service in a E: Human, community and social 
non-operational area(o) affairs{s) 

B: Supervision of work(o) F: Long range planning(s) 
C: Business control(o) G: Business reputation(s) 
D: Technical concerns with products and ll: Preservation of assets(s) 

markets(s) 
(++) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(+++) Percentage of variance explained. 
* p < .10 

** p < .01 

I 
-...J 
00 
I 
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Figure 4 .4 
Bar Graph of the Magnitudes of 

Effect for Each Role for Chief Executive Officer #4 
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Table 4.13 

Work Roles with Significant Effects 
for Chief Executive Officer# 4 

Role Magnitude of Effect 

Supervision of Work(o) .612 

Providing a Staff Service in 
a Non-Operational Area(o) .375 

Technical Concerns with .308 
Products and Markets(s) 

Long Range Planning(s) .223 

Preservation of Assets(s) -.467 

Business Reputation(s) -.476 

Business Control(o) -.500 

2 
w 

25.5% 

9.4% 

6. O,~ 

3.0% 

13.8% 

15.2% 

17.0% 

89.9% 
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rating by this CEO can be accounted for by these seven roles. The 

remaining role accounted for only .003 percent of the total variance 

explained by the model. 

This CEO places primary importance on the operationally oriented 

roles of a CEO. Thie first two rankings "supervision of work" and 

"providing a staff service in a non-operational area" are both opera-

tionally oriented roles. Moreover, two strategically oriented roles 

"technical concerns with products and markets" and "long range 

planning" are also deemed relatively important. These results are not 

generally consistent with prior statements that operationally oriented 

roles are perceived as more important to CEOs of small firms while 

strategically oriented roles are more important to CEOs of large firms 

[1,2,3,5,6]. Since this firm must be considered a large firm by virtue 

of its 1979 annual sales of $71 million, it would be expected that 

strategically oriented roles would be perceived as more important. 

Overall, this CEO feels that these four roles dominate his job. 

Three of the other four roles had negative magnitudes of effect meaning 

that they were the least important roles. The other role had non-signi-

ficant results. 

For CEO 4 the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the rela-

tive importance of the eight work roles. The A.~OVA produced an F 

value of 39.38 which is significant at the .0001 level. Table 4.14 

displays a summary of the 15 operational hypotheses. Two of three 

operationally oriented roles, "supervision of work" and "providing a 

staff service in a non-operational area" were significantly more im-
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Table 4.14 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer# 4 

Hypotheses Accepted Rejected 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) X 

H1b: Human, community and social affairs(s) X 

H1c: Long range planning(s) X 

H1d: Business reputation(s) x 

H1e: Preservation of assets(s) X 

Supervision of work(o) is more important than: 
H23 : Technical concerns with product and market(s) 

H2b: Human, community and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 
H : Technical concerns with products and markets(s) 

3a 
H3b: Human, conmunity and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 
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portant than all five of the strategically oriented roles. Thus, the 

operational hypotheses Hla through Hle and H2a through Ze were ac-

cepted. 

This operational orientation which e~erged from the analysis of 

the CEOs objective responses is very consistent with his subjective 

feelings. On strategic versus operational aspects of managing his 

firm, the CEO stated: 

Operating effectiveness is more desirable than long-
range planning or other strategic roles for a CEO. 
This is because the desired tradeoff between opera-
tional and strategic roles is to emphasize the opera-
tional orientation and hope (emphasis his) he can 
plan to an acceptable degree. It is easier to get a 
'planner' to help in the long run than an operationally 
oriented person to run things in the short run. 

This CEO further stated that 80 percent of the CEO's job should be 

operationally oriented, while 20 percent should be strategically ori-

ented. Clearly this CEO does not feel that large firms must have a 

strategically oriented CEO. As he stated, he feels he can hire some-

one to help him in those aspects of the job, but it is up to him per-

sonally to oversee and help if necessary in the operational aspects of 

the firm. 

Once again these results do not support the widely held contention 

that CEOs of large firms are more strategically than operationally ori-

ented. One possible explanation for this operational orientation may 

lie in the fact that he has been CEO for only five years. This may bias 

his preceived importance of operationally oriented roles because he is 

not far removed from his prior positions (e.g., vice president of manu-

facturing, vice president-controller) which primarily involved opera-
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tionally oriented roles. 

Chief Executive Officer #5 

This CEO has spent 17 years working in the furniture industry and 

has been founder and CEO of this firm for the past four years. The 

firm had 1979 sales of approximately $2 million and had twenty-five 

employees of which none are considered management (above first line 

supervisors). Table 4.15 and Figure 4.5 present the results of the 

analysis of this CEO. 

CEO 5 exhibited five significant (p < .10) effects. Their ranking, 

magnitude of effect and proportion of variance accounted for (w2) are 

presented in Table 4.16. Thus, 86.7 percent of the variance in the 

ranking by this CEO can be accounted for by these five roles. The re-

maining three roles combined accounted for only .3 percent of the total 

variance explained by the model. 

This CEO placed tremendous importance on one role '~usiness con-

trol" which is operationally oriented. This role alone accounted for 

65.1 percent of the variance. The only other role which had a positive 

magnitude of effect was "business reputation" which is a strategically 

oriented role but this role only accounted for 1.2 percent of the 

variance. The other three roles which had significant (p < .10) effects 

were all strategically oriented roles and were negative. This means 

that as the level of those factors went from poor to excellent the judg-

ment means decreased. Thus this CEO definitely perceives operational 

aspects of the firm as far more important than strategic aspects. These 

results are generally consistent with prior statements that operationally 



Table 4.15 

The Relative Importance of the Eight Work Roles for Chief Executive Officer H 5 Based Upon 
Each Role's Magnitude of Effect and Its Percentage of Variance Explained 

Role(+) Magnitud~i+) Mean 2 (+H-) I.exel De!:!trintion Jud2ment Mean w 
Level 1 Level 2 Level 1 Level 2 of Effect Sauare 

A Poor Excellent 1.625 1.562 -.063 .031 .000 
B Poor Excellent 1.647 1.533 -.114 .103 .003 
C Poor Excellent 1.062 2.125 1.063 9.031** .n51 
D Poor Excellent 1. 81,6 1.421 -.425 1. 39'•** .097 
E Poor Excellent 1. 785 1.444 -. 341 .917** .062 
F Poor Excellent 1. 722 1.428 -.294 .679** .045 
G Poor Excellent 1.500 1.666 .166 .218* .012 
H Poor Excellent 1.600 1.583 -.017 .002 .000 

(+) A: Providing a staff service in a E: Human, community and social 
non-operational area(o) affairs(s) 

B: Supervision of work(o) F: Long range planning(s) 

C: Business control(o) G: Business reputation(s) 
D: Technical concerns with products and H: Preservation of assets(s) 

markets(s) 
(++-) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(-H+) Percentage of variance explained. 
* p < .10 

** p < .-01 

I 
00 
Vl 
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Bar Graph of the Magnitudes of 

Effect for Each Role for Chief Executive Officer ij S 
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Table 4 .16 

Work Roles with Significant Effects 
for Chief Executive Officer# 5 

Role Magnitude of Effect 

Business Control(o) 1.063 

Business Reputation(s) .166 

Long Range Planning(s) -.294 

Human, C.Jmmunity and Social -.341 
Affairs ( s) 

Technical Concerns with -.425 
Products and Harkets(s) 

2 w 

65.1% 

1.2% 

4.5% 

6.2% 

9. 7% 

86.7% 
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oriented roles are perceived as more i~portant to CEOs of small firms 

than strategically oriented roles [1,2,3,5,6]. 

For CEO 5 the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the rela-

tive importance of the eight work roles. The ANOVA produced an F 

value of 26.53 which was significant at the .0001 level. Table 4.17 

displays a summary of the 15 operational hypotheses. Of the three 

operationally oriented roles, "business control" was found to be sig-

nificantly more important than the five strategically oriented roles. 

Thus, the operational hypotheses H3a through H3e were accepted. 

Certainly one potential explanation for this CEO's emphasis on 

operational factors could lie in the fact that he is the only person in 

his firm considered to be a manager. That is, of his 25 employees 

none are above the level of first line supervisor. Thus, he may often 

be required to assume responsibility for operational activities due to 

the dearth of management depth. The fact that he has been a CEO for 

only four years may bias his perceived importance of these roles be-

cause he is not far removed from his prior positions (e.g., vice presi-

dent of purchasing, production manager) which primarily had operational 

orientations. 

During discussions with this CEO, he made it clear that he feels 

that a knowledge and control of the organization's "budgets" are a key 

for any CEO. He stated: 

Budgets are the core cf the operations. They let 
me know all my strengths and weaknesses. You don't 
look at dollars, you look at percents. The guy at 
the top should be the only one concerned with this. 
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Table 4.17 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer# 5 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 

H23 : Technical concerns with product and market(s) 

H2b: Human, community and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H3a: Technical concerns with products and markets(s) X 

X 

X 

X 

X 

H3b: Human, community and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) 
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I am not going to use intuition to make decisions 
I'm going to use facts generated from the budget. 
If a CEO is active in the budget he knows everything 
that goes on in the firm. 

Along with budgeting, inventory control is also important. He stated: 

If CEOs can handle delivery then he is controlling 
inventory and purchasing. I turn my inventory over 
24 times a year and I don't know anybody in the in-
dustry who can say that. If a person cannot review 
budgets and maintain inventories he would not be an 
acceptable CEO. 

When it was brought up that possibly his preference for operationally 

oriented roles may be due to the small size of his firm and lack of 

management staff, he noted: "Even if I sold $40 million I'd run this 

business the same way." Obviously this CEO feels that the preponder-

ence of the CEO's job is operationally oriented. 

Chief Executive Officer 06 

This CEO has spent his complete working life of 27 years in the 

furniture industry and has been founder and CEO of this firm for the 

past 10 years. The firm had 1979 sales of approximately $2 million 

and had 55 employees of which five 2re considered management (above 

first line supervisor). Table 4.18 and Figure 4.6 present the results 

of the analysis of this CEO. 

CEO 6 exhibited four significant (p < .10) effects. Their ranking, 
2 magnitude of effect and proportion of variance accounted for (w) are 

presented in Table 4.19. Thus 40 percent of the variance in the rating 

by this CEO can be accounted for by these four roles. The remaining 

four roles combined 3ccounted for only 2 percent of the total variance 

explained by the model. This CEO places primary importance on the two 



Table 4 .18 

The Relative Importance of the Elght Work Roles for Chief Executive Officer IJ 6Based Upon 
Each Role's Magnitude of Effect and Its Percentage of Variance Explained 

Role{+) Magnitudi++) Mean 2 (+++) ---1.ellel De§~riQtion Judgment Mean w 
Level 1 Level 2 Level 1 Level 2 of Effect Square 

A Poor Excellent 1.937 2.125 .188 .281 .020 
B Poor Excellent 2.058 2.000 -.058 .027 .000 
C Poor Excellent 2.062 2.000 -.062 .031 .000 
D Poor Excellent 2.076 2.000 -.076 .04.5 .000 
E Poor Excellent 2.214 1.888 -.326 .8331· .098 
F Poor Excellent 1.888 2.214 .326 .8331< .098 
G Poor Excellent 2.214 1.888 -.326 .833* .098 
H Poor Excellent 1.900 2.250 .350 .918* . llO 

(+) A: Providing a staff service in a E: Human, community and social 
non-operational area(o) affairs(s) 

B: Supervision of work(o) F: Long range planning(s) 

C: Business control(o) G: Business reputation(s) 

D: Technical concerns with products and II: Preservation of assets(s) 
markets(s) 

(+f-) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(-H+) Percentage of variance explained. 

* p < .10 

** p < .01 

I 
\0 
r--' 
I 
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Figure 4.6 
Bar Graph of the Magnitudes of 

Effect for Each Role for Chief Executive Officer 16 
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Table 4 .19 

Work Roles with Significant Effects 
for Chief Executive Officer# 6 

Role Magnitude of Effect 

Preservation of Assets(s) .350 

Long Range Planning(s) .326 

Business Reputation(s) -.326 

Human, Community and S::>cial -.326 
Affairs(s) 

2 w 

11.0% 

9.8% 

9.8% 

40.4% 
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strategically oriented roles of "preservation of assets" and "long 

range planning." The other two significant (p < .10) roles were also 

strategically oriented but both had negative magnitudes of effect which 

means as the levels of those factors went from poor to excellent the 

mean judgment shifted do\ffiward. All three operationally oriented roles 

had non-significant results. These results are not consistent with 

prior statements that operationally oriented roles are perceived as 

more important to CEOs of small fir:ns than strategic oriented roles 

(1,2,3,5,6]. 

For CEO 6 the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the rela-

tive importance of the eight work roles. The Ai.~OVA produced an F 

value of 3.46 which was significant at the .009 level. Table 4.20 

displays a summary of the 15 operational hypotheses. None of the three 

operational roles were perceived by CEO 6 as being significantly more 

important relative to any of the five strategically oriented roles. 

Thus each of the 15 operational hypotheses was rejected. 

One potential explanation for this CEO's emphasis on strategically 

oriented roles may lie in the fact that he has been CEO for 10 years 

and is far removed from his prior positions in other firms (e.g. plant 

supervisor, production manager) which entailed a heavey operational 

orientation. Also, the fact that he "founded" this firm may contribute 

to his preference for strategically oriented roles. 

Certainly one decision that he made a few years ago supports the 

fact that this CEO does manage his firm strategically. This firm has 
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Table 4. 20 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer# 6 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 
H23 : Technical concerns with product and market(s) 

H2b: Human, community and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H : Technical concerns with products and carkets(s) 
3a 

X 

X 

X 

H3b: Human, community and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) X 

H3e: Preservation of assets(s) X 
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only two product lines: dentist chairs and sleeper sofas. Due to the 

rising costs of making dentist chairs, the price of them has risen 

considerably (most were over $10,000 just for the chair). Coupled 

with an oversupply of dentists (according to this CEO), this price rise 

dramatically reduced the demand for this product line. The oversupply 

of dentists affected the demand for dentist chairs because it became 

very hard to start a regular practice and banks made it much harder to 

borrow money to set up an office. CEO 6 was aware of this trend and 

had made a decision to go more heavily into sleeper sofas. He saw the 

growing need for his product and made a commitment to develop a 

distinctive competency in them. He stated: 

We began emphasizing our sleeper sofas after a few years 
of research indicated that these sofas were a good product 
given the trends such as apartment living, condos, etc. 
People were looking for dual purpose furniture due to the 
space limitations in this type of living. 

Ironically, this CEO was the only one of the 10 who did not attend 

college, yet he was as knowledgeable (if not more so) aobut his firm's 

environment and the importance of the strategically oriented roles in 

the management of his firm as the other CEOs. 

Another possible explanation for this CEO's emphasis on strate-

gically oriented roles is that he feels that he has competent people 

in other management positions. He stated: 

I lean very heavily on the controller and sales manager 
for help in the operational areas. I had to wear many hats 
when we were smaller. This firm was started by three people 
ten years ago. We have been fortunate to have good employees. 
I plan for the long run and then sound it off the other 
management. My position does entail initiating this planning. 
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On the aspect of delegating responsibilities, the CEO noted: 

Delegation is important but hard in a small firm. When 
you are extremely small, you actually work with the other 
employees. After you grow, you must 'boss' them and it 
can create identity problems. 

This CEO is aware of some inherent advantages and disadvantages 

because of his firm's relative small size within the furniture 

industry. He felt that: 

The responsibilities of a small firm are greater especially 
in the area of finance. We do not have the luxuries that 
larger firms have such as idle cash, large staff, etc. 
However, we are extremely flexible in our operations relative 
to large firms and we can move much quicker than Basset~ 
(a large firm within the furniture) can. 

Chief Executive Officer #7 

This CEO has spent 57 years working in the furniture industry. 

He founded and has been CEO of his present firm for the past 51 years. 

The firm had a 1979 sales of approximately $3 million and had 145 

employees of which five are considered management (above first line 

supervisors). Table 4.21 and Figure 4.7 present the results of the 

analysis of this CEO. 

CEO 7 exhibited two significant (p<.10) effects. Their ranking, 

magnitude of effect and proportion of variance explained (w2) are 

presented in Table 4.22. Thus 28.6 percent of the variance in the 

rating by this CEO can be accounted for by "preservation of assets" and 

"long range planning." The remaining six roles combined accounted for 

only 4.4 percent of the total variance explained by the model. This 

CEO clearly places primary importance on the two strategically 

oriented roles as identified in Table 4.22. In fact, the magnitudes 



Table 4.21 

The Relative Importance of the Eight Work Roles for Chief Executive Officer #7 Based Upon 
Each Role's Magnjtude of Effect and Its Percentage of Variance Explained 

Role(+) Judgment Mean Magnitud~++) Mean 2 (+++) 
Lev.el Descrintion w 
Level 1 Level 2 Level 1 Level 2 of Effect Sauare 

A Poor Excellent 1.625 1.437 -.188 .281 .005 
B Poor Excellent 1.647 1.400 -.247 .486 .026 
C Poor Excellent 1.625 l.437 -.188 .281 .005 
D Poor Excellent 1.538 1.526 -.012 .001 .000 
E Poor Excellent 1. 6t.2 1.444 -.198 .310 .008 
F Poor Excellent 1. 333 1. 785 ~ .452 1.611* .136 
G Poor Excellent 1. 571 1.500 -.071 .040 .000 
H Poor Excellent 1.350 1.833 .483 1.1s2 1, .150 

(+) A.: Providing a staff service in a E: Human, community and social 
non-operational area(o) affairs (s) 

B: Supervision of work(o) F: Long range planning(s) 

C: Business control(o) G: Business reputation(s) 

D: Technical concerns with products and II: Preservation of assets(s) 
markets(s) 

(++) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(+++) Percentage of variance explained. 

* p < .10 

** p < .01 

I 

'° 00 
I 
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Table 4. 22 

Work Roles with Significant Effects 
for Chief Executive Officer# 7 

Role 

1. Preservation of Assets(s) 

2. Long Range Planning(s) 

Magnitude of Effect 

.483 

.452 

2 w 

15.0% 

13.6% 

28.6% 
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of effect for the remaining six roles were all negative. This means 

that as the factor level went from poor to excellent the judgment mean 

decreased. Clearly this CEO feels that "preservation of assets" and 

"long range planning" are of paramount importance. These results are 

not consistent with prior statements that operationally oriented roles 

are perceived as more important to CEOs of small firms than strategi-

cally oriented roles [1,2,3,5,6]. 

For CEO 7 the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the 

relative importance of the eight work roles. The ANOVA produced an F 

value of 2.64 which was significant at the .03 level. Table 4.23 

displays a summary of the 15 operational hypotheses. None of these 

operationally oriented roles are perceived by CEO 7 as being signifi-

cantly more important relative to any of the five strategically 

oriented roles. Thus each of the 15 operational hypotheses was 

rejected. 

One possible explanation for this CEO's emphasis on strategically 

oriented roles could lie in the fact that he has been CEO for 51 years 

and therefore has become more and more removed from the operational 

aspects of the firm. He does delegate quite a lot of responsibility 

because he does feel he has a good management team under him. He 

commented: 

I do delegate quite a lot but I still want to know every-
thing that goes on. Although I depend on my management 
team I expect them to keep me informed of anything 
important. 
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Table 4.23 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer# 7 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 

H2a: Technical concerns with product and market(s) 

H2b: Human, conununity and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H3a: Technical concerns with products and markets(s) X 

X 

X 

X 

X 

H3b: Human, cornmuni;y and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) 
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Another potential explanation for this CEO's lack of emphasis 

on operationally oriented roles could be due to his age. He was born 

October 30, 1902 and he cannot do as much in the office as he used to. 

Thus for this CEO of this small firm, the operationally oriented roles 

of the CEO are not nearly as important as the strategically oriented 

roles. 

CEO 7 also emphasized the importance of financial aspects of 

managing his small firm. He stressed: 

Due to the economy, control of finances is most 
important for me. Anything concerning the cash 
flow I get involved in. This is probably due to 
my upbringing; that is working in 1929 made us 
appreciate the value of money. If I were to 
select a replacement for myself I would look for 
a person with general all around skills with an 
emphasis on finance to be a CEO for a firm of 
my size. 

Chief Executive Officer #8 

This CEO has spent 23 years working in the furniture industry, 

all of which were with the same firm. He has been CEO for the past 17 

years. The firm had 1979 sales of $15 million and employed 300 people 

of which 15 are considered management (above first line supervisors). 

Table 4.24 and Figure 4.8 present the results of the analysis of this 

CEO. 

CEO 8 exhibited three significant (p<.10) effects. Their ranking, 

2 magnitude of effect and proportion of variance explained (w) are 

presented in Table 4.25. Thus, 46.9 percent of the variance in the 

rating by this CEO can be accounted for by "long range planning," 

"preservation of assets" and "business control." The remaining five 



Table 4.24 

The Relative Importance of the Eight Work Roles for Chief Executive Officer #8Based Upon 
Each Role's Magnitude of Effect and Its Percentage of Variance Explained 

Role(+) T,puol n. scrintion Judgment Mean Magni tud~ ++) Mean 2(+++) 
w 

Level 1 Level 2 Level 1 Level 2 of Effect Square 

A Poor Excellent 2.000 2.000 000 .000 .000 
B Poor Excellent - 2.058 1. 933 -.125 .125 .000 
C Poor Excellent 2.312 1.687 -.625 3.125** .175 
D Poor Excellent 2.153 1.894 -.259 .518 .015 
E Poor Excellent 2.142 1.888 -.254 .507 .014 
F Poor Excellent 1. 722 2.357 .635 3.174** .180 
G Poor Excellent 1.928 2.055 .127 .126 .000 
H Poor Excellent 1.800 2.333 .513 2 .133* .114 

(+) A: Providing a staff service in a E: Human, community and social 
non-operational area(o) affairs (s) 

B: Supervision of work(o) F: Long range planning(s) 

C: Business control(o) G: Business reputation(s) 

D: Technical concerns with products and H: Preservation of assets(s) 
markets(s) 

(++) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(+++) Percentage of variance explained. 
* p < .10 

** p < .01 
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--

D 

Role 

--

A: Providing a staff service 
in a non-operational area(o) 

B: Supervision of work(o) 
C: Business control(o) 
D: Technical concerns with 

products and markets(s) 

Figure 4.8 

.. 
... 

. 

' 

H 

E: Human, community and social 
affairs(s) 

F: Long range planning(s) 
G: Business reputation(s) 
H: Preservation of assets(s) 

Bar Graph of the Magnitudes of 
Effect for Each Role for Chief Executive Officer 18 
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Table 4. 25 

Work Roles with Significant Effects 
for Chief Executive Officer #8 

Role Magnitude of Effect 

Long Range Planning(s) .635 

Preservation of Assets(s) .533 

Business Control(o) -.625 

2 
w 

18.0% 

11.4% 

17.5% 

46.9% 
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roles combined accounted for only 2.9 percent of the total variance 

explained by the model. The first two significant roles were 

strategically oriented roles and the third was an operationally 

oriented role. The positive magnitudes of effect for the first two 

roles and the negative magnitude of effect for the third indicate the 

distinct priority that this CEO gives to the strategically oriented 

roles of managing his firm. The negative magnitude of effect for the 

one significant (p<.10) operationally oriented role meant that as the 

factor level went from poor to excellent the judgment mean decreased. 

In essence, this shows that this role is the least important role of 

the eight. These results are not consistent with prior statements 

that operationally oriented roles are perceived as more important to 

CEOs of small firms than strategically oriented roles [1,2,3,5,6]. In 

fact, these results clearly support the contention that strategically 

oriented roles are perceived as the most important roles for the CEO 

of this small firm. The negative magnitude of effect of the one 

significant operationally oriented role also supports this contention. 

For CEO 8 the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the 

relative importance of the eight work roles. The ANOVA produced an F 

value of 4.44 which was significant at the .002 level. Table 4.26 

displays a summary of the 15 operational hypotheses. None of the 

three operationally oriented roles were perceived by CEO 8 as being 

significantly more important relative to any of the five strategically 

oriented roles. Thus each of the 15 operational hypotheses was 

rejected. 
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Table 4.26 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer# 8 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 

H23 : Technical concerns with product and market(s) 

H2b: Human, connnunity and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H3a: Technical concerns with products and markets(s) X 

H3b: Human, community and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) 

X 

X 

X 

X 
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One possible explanation for this CEO's emphasis on strategically 

oriented roles may be that he has 15 employees who are considered 

management (above the level of first line supervisor) out of a total 

of 300 employees. Thus there appears to be sufficient management 

depth available to monitor and conduct the operational activities of 

the firm. This would allow the CEO to concentrate on the strategic 

activities of the firm. In addition, the fact that this person has 

been the CEO for 17 years and is therefore far removed from his 

prior positions (e.g., plant manager, production manager) which require 

an operational orientation. 

CEO 8 stated during the interview that he felt that long range 

planning was the most important aspect of his job. Results of the 

ANOVA clearly support this statement because that role was, in fact, 

ranked most important. Moreover, CEO 8 stated that if a CEO was not 

adequate (or better) in long range planning than no matter how well 

he/she performed other managerial functions, that person "would not 

be an acceptable CEO." 

Chief Executive Officer #9 

This CEO has spent 29 years working in the furniture industry. 

He founded this firm 10 years ago and has been CEO since then. The 

firm had 1979 sales of $2.5 million and employed 70 people of which 

five are considered management (above first line supervisors). 

Table 4.27 and Figure 4.9 present the results of the analysis for 

this CEO. 

CEO 9 exhibited four significant (p<.10) effects. Their ranking, 



Table 4. 27 

The Relative Importance of the Eight Work Roles for Chief Executive Officer #9 Based Upon 
Each Role's Magnitude of Effect and Its Percentage of Variance Explained 

Role(+) Magnitud~++) Mean 2 (+++) J~~e1 Des~rintion Judgment Mean w 
Level 1 Level 2 Level 1 Level 2 of Effect Square 

A Poor Excellent 1.750 1.750 000 .000 .000 
B Poor Excellent 1.941 1.533 -.408 1.325** .116 
C Poor Excellent 1.875 1.625 -.250 .500* .035 
D Poor Excellent 1.615 1.842 .227 .396 .025 
E Poor Excellent 1.928 1.611 -.317 . 793* .064 
F Poor Excellent 1.666 1.857 .191 .285 .014 
G Poor Excellent 1. 785 1. 722 -.063 .031 .000 
H Poor Excellent 1.500 2.166 .666 3.333** .314 

(+) A: Providing a staff service in a E: Human, community and social 
non-operational area(o) affairs(s) 

B: Supervision of work(o) F: Long range planning(s) 

C: Business control(o) G: Business reputation(s) 

D: Technical concerns with products and H: Preservation of assets(s) 
markets(s) 

(++) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(+++) Percentage of variance explained. 
* p < .10 

** p < .01 
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l) 

Role 

... 

Providing a staff service 
in a non-operational area(o) 
Supervision of work(o) 
Business control(o) 
Technical concerns with 
products and markets(s) 

Figure 4. 9 

... 

... 

.L. 

H 

E: Human, cormnunity and social 
affairs(s) 

F: Long range planning(s) 
G: Business reputation(s) 

H: Preservation of assets(s) 

Bar Graph of the Magnitudes of 
Effect for Each Role for Chief Executive Officer !I 9 
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Table 4. 28 

Work Roles with Significant Effects 
for Chief Executive Officer #9 

Role Magnitude of Effect 

Preservation of Assets(s) .666 

Business Control(o) -.250 

Human, Community and social -.317 
Affairs (s) 

Supervision of Work(o) -.408 

2 
w 

31.4% 

3.5% 

6.4% 

11.6% 

52.9% 
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magnitude of effect and proportion of variance explained (w2) are 

presented in Table 4.28. Thus 52.9 percent of the variance in the 

rating by this CEO can be accounted for by "preservation of assets," 

"business control," "human, community and social affairs" and 

"supervision of work." The remaining four roles combined accounted for 

only 3.9 percent of the total variance explained by the model. Only 

the role with the highest ranking, which is a strategically oriented 

role, had a magnitude of effect in a positive direction. This 

positive magnitude of effect coupled with the negative magnitudes of 

effect for the two significant operationally oriented roles indicate 

that this CEO perceives the strategic aspects of the firm to be more 

important than the operational aspects. This is also supported by the 

fact that the only other operationally oriented role "providing a 

staff service in a non-operational area" had a neutral magnitude of 

effect (see Table 4.27). That is, as the level of ability shifted 

from poor to excellent for this role the magnitude of effect was 

unchanged. These results are not consistent with prior statements 

that operationally oriented roles are more important to CEOs of small 

firms than strategically oriented roles [1,2,3,5,6]. 

For CEO 9 the null hypothesis was rejected and the alternative 

hypothesis was accepted. That there is indeed a difference in the 

relative importance of the eight work roles. The ANOVA produced an F 

value of 5.75 which was significant at the .0004 level. Table 4.29 

displays a sununary of the 15 operational hypotheses. None of the three 

operationally oriented roles were perceived by CEO 9 as being 
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Table 4. 29 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer #9 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 
H2a: Technical concerns with product and market(s) 

H2b: Human, community and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H3a: Technical concerns with products and markets(s) X 

X 

X 

X 

X 

H3b: Human, conmunity and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) 
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significantly more important relative to any of the five strategically 

oriented roles. Thus each of the 15 operational hypotheses was 

rejected. 

One possible explanation for this CEO's emphasis on strategic 

aspects of the firm could be his trust in his management team and his 

feelings about delegation of responsibility. On this topic, he 

stated: 

I try not to make any decisions and let my 
subordinates do it themselves. I don't get 
involved in employee selection because I have a 
plant manager. A CEO should have the abilities 
to 'trouble shoot.' Inventory control is also 
delegated. Our mini-computer helps me control 
in this and other areas. Formulation of long 
run objectives is really what the job is. 

His comments appear to support the results shown that he perceives the 

strategically oriented roles to be of paramount importance in 

managing his small firm. The role "long range planning" was not 

rated significantly more important than the other roles. It did have 

a positive magnitude of effect as the level of ability went from poor 

to excellent. This is consistent with his subjective impressions. 

Another potential reason that CEO 9 stressed strategically 

oriented roles may be due to the fact that he "founded" this firm. 

This requires a strategic orientation to some degree and probably 

contributes to his preference for strategically oriented roles. 

Finally, this preference for strategically oriented roles may lie in 

his working background. For 19 years prior to his starting this firm, 

CEO 9 was employed strictly in "sales'.' within the furniture industry. 

This type of background appears consistent with this CEO's perception 
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that operationally oriented roles are not as important as strategically 

oriented roles. 

Since he was the founder of this firm, he had some comments 

pertaining to its growing pains and present objectives. 

The biggest problem in the beginning was the lack 
of financial background in regard to costs and 
selling price. A layman's working knowledge of 
finance (cash flow, etc.) is extremely important. 
This is probably what kills most CEOs. The actual 
'workings' of a business (overhead, insurance, etc.) 
is also important. It took me about five years to 
get a niche and solidify my directions. 

My objective is not to reach a certain sales level. 
I'm not in this business to be the biggest furni-
ture manufacturer, rather I hope to make a 
comfortable living and then sell the firm. 

Chief Executive Officer #10 

This CEO has spent 40 years working in the furniture industry 

including part-time work when he was a young boy. He has been with 

the present firm since it started in 1955 and has been CEO for 13 

years. The firm had 1979 sales of $47 million and employed 1500 

people of which 100 are considered management (above first line super-

visors). Table 4.30 and Figure 4.10 present the results of the 

analysis of this CEO. 

CEO 10 exhibited six significant (p<.10) effects. Their rank-
2 ing, magnitude of effect and proportion of variance explained (w) are 

presented in Table 4.31. Thus, these six significant roles account 

for all of the variance explained by the model. The only two roles, 

"long range planning" and "preservation of assets" which had positive 

magnitudes of effect were both strategically oriented. Two of the 



Table 4. 30 

The Relative Importance of the Eight Work Roles for Chief Executive Officer #lOBased Upon 
Each Role's Magnitude of Effect and Its Percentage of Variance Explained 

Role(+) T .... ,.., n,,.,,.rintion Judgment Mean Magnitud~++) Mean 2 (+++) 
w 

Level 1 Level 2 Level 1 Level 2 of Effect Sauare 
A Poor Excellent 1. 750 1.750 0 .000 .000 
B Poor Excellent 1.941 1. 533 -.408 1.325** .160 
C Poor Excellent 1.875 1. 625 -.250 . 5oo~H .057 
D Poor Excellent 1. 769 1. 736 -.033 .008 .000 
E Poor Excellent 1. 857 1.666 -.191 .285* .031 
F Poor Excellent 1.500 2.071 .571 2. 571 .315 
G Poor Excellent 1.857 1.666 -.191 .285 .031 
H Poor Excellent 1.550 2.083 • 533 2.133** .261 

(+) A: Providing a staff service in a E: Human, conununity and social 
non-operational area(o) affairs(s) 

B: Supervision of work(o) F: Long range planning(s) 

C: Business control(o) G: Business reputation(s) 

D: Technical concerns with products and H: Preservation of assets(s) 
markets(s) 

(++) Based on the degree to which the mean judgment changes as the level of the factor changes. 

(+++) Percentage of variance explained. 
* p < .10. 

** p < .01 
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-...J 
I 



-118-

--.60 .. 
. so 
.40 
• 30 

,I.J 
tJ .20 (IJ ... ... .10 l;<l ... 0 0 - i 
(IJ -.10 't:I 
::, 
,I.J -.20 ..-1 
i:: -- -- -
bO -.30 Clj 
~ 

-.40 --
-.so 
-.60 

I 

A B C l) R 

Role 

A: Providing a staff service E: Human, community and social 
in a non-operational area(o) affairs(s) 

B: Supervision of work(o) F: Long range planning(s) 

C: Business control(o) G: Business reputation(s) 

D: Technical concerns with H: Preservation of assets(s) 
products and markets(s) 

Figure 4.10 
Bar Graph of the Magnitudes of 
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Table  4.  31 

Work Roles  with  Significant  Effects 
for  Chief  Executive  Officer #10 

Role Magnitude  of  Effect 

Long  Range Planning(s) .571 

Preservation  of  Assets(s) .533 

Business  Reputation(s) -.191 

Human,  Community 
and  Social  Affairs(s) -.191 

Business  Control(o) -.250 

Supervision  of  Work(o) -.408 

2 
w 

31.5% 

26.1% 

3.1% 

3.1% 

5. 7% 

16. ~~ 

85.5% 
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three operationally oriented roles were significant (p<.10) but had 

negative magnitudes of effect while the third operational role had a 

neutral magnitude of effect. This clearly indicates that this CEO 

perceives the strategic aspects of the firm to be more important than 

the operational aspects. These results are consistent with prior 

statements that operationally oriented roles are perceived as more 

important to CEOs of small firms while strategically oriented roles 

are more important to CEOs of large firms [1,2,3,5,6]. Since this 

firm must be considered a large finn by virtue of its 1979 annual sales 

of $47 million, it is expected that strategically oriented roles 

would be perceived as more important 

For CEO 10 the null hypothesis was rejected and the alternative 

hypothesis was accepted that there is indeed a difference in the 

relative importance of the eight work roles. The ANOVA produced an F 

value of 5.42 which was significant at the .0008 level. Table 4.32 

displays a summary of the 15 operational hypothesis. None of the 

three operationally oriented roles are perceived by CEO 10 as being 

significantly more important relative to any of the five strategically 

oriented roles. Thus each of the 15 operational hypotheses was 

rejected. 

One possible explanation for this CEO's emphasis on strategically 

oriented roles may lie in the fact that he has been CEO for 13 years. 

Thus, CEO 10 is far removed from his prior positions (e.g., vice presi-

dent of manufacturing, general manager) which entailed a much heavier 

operational orientation. This CEO also expressed a great deal of 
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Table 4. 32 

Summary of Significance Tests (p < .10) 
of Operational Hypotheses for 

Chief Executive Officer #10 

Hypotheses 

Providing a staff service in a non-operational 
area(o) is more important than: 

H1a: Technical concerns with products and market(s) 

H1b: Human, community and social affairs(s) 

H1c: Long range planning(s) 

H1d: Business reputation(s) 

H1e: Preservation of assets(s) 

Supervision of work(o) is more important than: 
H2a: Technical concerns with product and market(s) 

H2b: Human, conununity and social affairs(s) 

H2c: Long range planning(s) 

H2d: Business reputation(s) 

H2e: Preservation of assets(s) 

Business Control(o) is more important than: 

Accepted Rejected 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

H3a: Technical concerns with products and markets(s) X 

X 

X 

X 

X 

H3b: Human, community and social affairs(s) 

H3c: Long range planning(s) 

H3d: Business reputation(s) 

H3e: Preservation of assets(s) 
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confidence in his management team and he did state that he will "not 

hesitate to delegate responsibilities." 

CEO 10 connnented on the competitive nature of the furniture 

industry. He expressed that this is the reason that "long range 

planning" is so vitally important. This CEO also suggested that 

"Washington is the businessman's biggest problem." He recognized the 

necessity of monitoring consumer demands. He felt a large part of 

his job "was to anticipate new or changed demands." Finally, he 

commented on the fact that furniture is a postponable purchase and 

that the present economy is a major threat to his firm and the 

industry in general. Clearly, this CEO is strategically oriented. 

The analysis of his responses on the data collection instrument and 

his subjective impressions both strongly support this conclusion. 

SUMMARY OF INDIVIDUAL CEO RESULTS 

There is a great deal of diversity as to how each CEO perceives the 

relative importance of the eight work roles. Clearly, two strategi-

cally oriented work roles "preservation of assets" and "long range 

planning" stand out as the two most important roles among the eight. 

Table 4.33 shows how many times each role had a significant (p<.10) 

effect in its ranking by the 10 CEOs. For example, "preservation of 

assets" was significantly rated as being the most important role by seven 

of the CEOs and ranked second by two of them. "Long range planning" was 

ranked first in importance by two CEOs and second by four of them. 
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Table 4. 33 

Overall Ranking of Work Roles Based Upon 
Significant (p <,10) Effects From the 

Ai~OVA on Each of the 10 Chief Executive Officers 

Role and Final Rank 

1, Preservation of 
Assets(s) 

2. Long Range Plan-
ning(s) 

3, Business Reputa-
tion(s) 

4. Business control 
(o) 

5/5.Providing a 
Staff Service 
on a Non-Opera-
tional Area(o) 

5/5.Technical Concerns 
with Products and 
Markets(s) 

7. Supervision of 
Work(o) 

8. Human, Community 

Individual Rankings by Each CEO 
1 2 3 4 5 6 7 8 

7 2 0 0 0 1 0 0 

2 4 0 0 1 1 0 0 

0 2 1 0 0 0 3 0 

1 2 0 0 0 1 1 2 

0 0 1 0 0 0 0 1 

0 0 1 1 0 0 1 1 

0 1 0 0 0 1 0 2 

and Social Affairs(s) O 0 0 0 0 1 2 3 

Overall 

Score(~ 

1. 70 

2.63 

4.67 

4.85 

5.5 

5.5 

6. '.) 

7.13 

(+) Determined by dividing the total of the individual rankings by the 
number of times the role had significant effects (the lower the 
score the higher the ranking). 
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An overall ranking score was derived by totalling the individual 

rankings by the number of times the role had significant effects. 

For example, "preservation of assets" had seven number one rankings, 

two number two rankings and one number three ranking. Thus seven 

(7xl) was added to four (2x2) and 6 (lx6). The total score (17) was 

then divided by the number of times that role had significant effects 

(in other words how many times was it significantly ranked). In this 

case, 17 divided by 10 and an overall score and ranking (the lower the 

score the higher the ranking) is obtained. Each of the eight work 

roles was ranked in this manner. 

With the exception of "human, connnunity and social affairs" 

which was ranked as the least important role and the two most important 

roles ("preservation of assets" and "long range planning"), there was 

much disagreement as to the relative importance of the remaining five 

roles. For instance the operationally oriented role "business con-

trol" was ranked fourth overall. A close inspection of Table 4.33 indi-

cates that three CEOs rated it most important or second in importance 

while four CEOs rated it either sixth, seventh or last in importance. 

The dominance of the strategically oriented roles in the ranking 

of relative importance is not consistent with prior observations (see 

Chapter I) that operationally oriented roles are dominant. Three 

important factors can help explain this diversion from previous obser-

vations. First, according to the CEOs themselves and other industry 

experts, the furniture industry can be characterized as utilizing a very 

stable technology. As one CEO put it, "we make this wood furniture 

basically the same way we did thirty years ago." Thus, internal 
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operations are stabilized and probably less complex than internal 

operations of firms that face a more turbulent technological environ-

ment. The CEOs of firms in this industry can therefore manage more 

"strategically" than CEOs of other firms in industries which utilize a 

less stable technology in their operations. 

Second, this industry is characterized by heavy competition. In 

fact, the industry sales leader in 1979 captured less than three per-

cent of total industry sales. This intense competition forces CEOs 

in the industry to be aware of their external environment. They must 

monitor changes in consumer demand, competition and other "strategic" 

factors to meet the demands of the external environment. 

Third, years of tenure as a CEO appears to affect this predirection 

toward strategic management. Every CEO who had a predominately stra-

tegic orientation also had at least ten years experience as CEO of their 

respective firms. 

These three factors, stability of technology, intensity of compe-

tition, and years of CEO tenure appear to help explain why the results 

of this study do not agree with prior observations. Certainly, addi-

tional research is needed to support the importance of these three 

factors. 'Moreover, any future study or discussion of the relative im-

portance of managerial work roles should include the fact that industry 

characteristics (such as technology, competition, etc.) probably effect 

these perceptions of relative importance. Perhaps it is time to describe 

the importance of roles within industries (instead of across industries). 

Thus, work roles should be viewed in contingency terms because it appears 



CEO w 2(+) 

1 46.8% 

2 54.1% 

3 53. 7% 

4* 89.9% 

5 86.7% 

6 40.4% 

7 28.6% 

8 46.9% 

9 52.9% 

10 _.. 85.5% 
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Table 4. 34 

Summary of the ANOVA for Each of 
the Ten Chief Executive Officers 

Mean Standard 1979 
Rating Deviation Sales 

of 
Firm 

(Million§} 
1.500 . 341 20 

2.125 .416 4.5 

2.062 . 330 .35 

1.875 .184 71 

1.594 • 241 2 

2.031 . 371 2 

1. 531 .476 3 

2.000 .523 15 

1. 750 . 381 2.5 

1. 750 .197 47 

(+) Percentage of variance explained. 

Significant 
Effects(++) 

s,s,s,-o 

s,o,-o,-s 

s,s,s,-o,-o,-s 

o,o,s,s,-s,-s,-o 

o,s,-s,-s,-s 

s,s,-s,-s 

s,s 

s,s,-o 

s,-o,-s,-o 

s, s ,-s' -s ,-o ,-o 

(++) "s" denotes strategic role and 110 11 denotes operational role; 
minus sign(-) denotes negative effect. 

(*) Firm is not considered "small" since sales exceed $25 million. 
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that industry characteristics affect the importance of various roles. 

This aspect will be discussed further in Chapter V. 

Table 4.34 summarizes some of the results of the ANOVA of each 

CEO. The percentage of variance explained ranged from 28.6 percent to 

89.9 percent with a mean of 58.5 percent. The mean ratings of the de-

pendent variable ("predicted effectiveness of performance") ranged from 

1.500 to 2.125. This was based on a maximum score of three. The grand 

mean was 1.821. Since 1.5 would be "average," it appears that the CEOs 

rated the set of CEO profiles in a "better than average" light. The 

standard deviations ranged from .184 to .523. 

The 1979 sales of the firm and a breakdown of the significant 

effects are also presented in Table 4.34. This breakdown clearly shows 

the dominance of strategically oriented roles over operationally 

oriented roles. 

CEO JUDGMENT CONSENSUS 

To assess the inter-judge consensus, pairwise correlations over 

the 32 primary profiles for all pairs of subjects were calculated. These 

results are shown in Table 4.35. The degree of consensus (or lack of) 

across the CEOs can provide useful insights as to why these individuals 

rated the set of profiles the way they did. As such, two sets of CEOs 

who had significantly similar patterns of responses and have possible 

explanations based on firm or individual CEO background data will be 

discussed. 

Set I which consisted of CEOs #1, 6, 7, 8, 9. These CEOs had 

significant correlations at the .05 level or better. This indicates 



Table 4. 35 

Inter-Judge Correlation Coefficients for 10 Chief Executive 
Officers Over the 32 Original Profiles 

CEO II 1 2 3 4 5 6 7 8 

1 1.00 

2 .07 1.00 

3 . 21 .43* 1.00 

4 .10 -.21 -.44* 1. 00 

5 -.18 .38** -.003 -.38** 1.00 

6 • 39*** . 35** .24 -.27 .09 1.00 

7 .55* . 34** .42** -.22 -.-4 .52* 1.00 

8 .51* .13 .35** .09 -.32** . 43* .37** 1.00 

9 .46* .23 . 26 -.23 -.21 .47* • 35** .20 

10 .46* .20 .03 .02 -.03 .52* .32*** .31*** 

*Significant at .01 level 
**Significant at .05 level 

***Significant at .10 level 

9 10 

I 
I-' 
N 
00 
I 

1.00 

.55* 1.00 
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that these six CEOs all responded to the set of 32 profiles in a very 

similar fashion. Analysis of the different firms and the individual 

CEOs' backgrounds showed one distinct similarity. Each of these six 

CEOs has had a minimum of ten years experience being the CEO of his 

respective firm. Of the remaining four CEOs included in the study, 

only one had more than ten years experience as a CEO. This one de-

viation can possible be explained since that one CEO manages a firm 

whose annual sales (1979) totaled $350,000 while the six firms whose 

CEOs responded alike had a minimum sales level of $2 million. Cer-

tainly, years as a CEO could play a major role in how one would 

evaluate potential CEOs. These results support this contention and 

should be considered as a possible explanation as to why these CEOs 

responded in such a similar fashion. 

Set 2 which consisted of CEOs #2, 3, 5, 6 and 7. These CEOs had 

significant correlations at the .10 level or better. These five firms 

all had annual sales (1979) under $5 million. In fact, of the remain-

ing five firms included in the study, only one had annual sales under 

that figure. Thus, five of six firms who had annual sales (1979) 

under $5 million all responded in a significant similar manner. On the 

aspect of relating desired management skills to the size of a firm 

Cohn and Lindberg state: 

We feel that below $1 million in sales, companies 
require operating skills but not a great deal of 
management skill. The number of employees is 
usually so small that organizational differentia-
tion is rare. Above $1 million, differentiation 
begins to be clear and the need for a separate, 
distinctive administration emerges. At the .§_S 
million level the differentiations have become 
almost universal (emphasis mine .•• ) [2, p. VII). 
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These results seem to support Cohn and Lindberg's contention that $5 

million in sales appears to be a threshold in which different manage-

ment skills are desired because four of the remaining five firms had 

annual sales (1979) which ranged from $15 million to $71 million. The 

CEO of the largest firm (CEO #4) had negat~ve correlations with every 

other firm whose sales totalled less than $5 million. Clearly, the 

firm's amount of sales affects the manner in which CEOs evaluate the 

management skills that they feel are necessary in managing a firm. 

Overall of the 45 pairwise correlations, there were 18 signifi-

cant (at the .10 level) positive correlations and 3 significant (at the 

.10 level) negative correlations. It certainly appears that years as a 

CEO and the total sales of the firm are two factors which affect how a 

CEO evaluates management skills desired to manage a firm. It is also 

clear that there is much diversity as to how CEOs evaluate management 

skills necessary for their position. 

SUMMARY 

This study included a sample of 10 furniture manufacturing firms 

located in the state of Virginia. Each CEO was personally visited 

and the data collection instrument was completed in the author's pre-

sence. To assess the intra-judge reliability for each CEO, four pro-

files were includ~d in the total set of 36 profiles given to each CEO 

being studied. A Pearson Product Moment correlation coefficient was 

calculated for each CEO and an a priori level of significance of .10 

was selected. Five of the ten CEOs had reliability correlations signi-

ficant at this level. Although the other five CEOs did not achieve the 
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.10 significance level, they did show adequate reliability by an 

analysis of the absolute variance between the original and repeat pro-

files (see Table 4.2). This inspection is deemed necessary because the 

correlation coefficients are based on a sample of only four observations 

and therefore slight deviations in one or more paired responses can 

markedly affect the significance level. 

An analysis of variance was performed on each CEO's set of re-

sponses. This analysis permitted a ranking of the relative importance 

of the eight work roles by each of the 10 CEOs. For each CEO, an F test 

was performed to determine whether the alternate hypothesis could be 

accepted that there is indeed a difference in the relative importance of 

the eight work roles. The 15 operational hypotheses were also tested 

for significance (p<.10) for each of the ten CEOs. All 15 of the 

operational hypotheses were rejected for seven of the CEOs thus indicat-

ing the importance of the strategically oriented roles. Various opera-

tionally oriented roles were perceived as significantly more important 

than various strategically oriented roles for the remaining three CEOs. 

Two of the eight small (under $25 million) firms perceived certain 

operationally oriented roles to be most important while one of the two 

large (over $25 million) firms had results indicating that certain 

operationally oriented roles were more important than the strategically 

oriented roles. Thus 75 percent (6 of 8) of the CEOs of small firms 

included in this study are not consistent with prior statements that 

operationally oriented roles are more important than strategically 

oriented roles to CEOs of small firms [1,2,3,5]. These results cast 

serious doubt about the generalizability of that assumption because that 
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statement was basically generated from observation and not arrived at 

through statistical analysis. 

Three possible explanations for this preference toward strategi-

cally oriented roles by these CEOs were offered. First, the fact that 

the furniture industry utilized a "stable technology" simplifies the 

internal operations relative to an industry which utilizes a more 

"turbulent technology." Therefore a CEO can emphasize strategically 

oriented roles. Second, the industry is characterized by heavy compe-

tition. This intense competition "forces" the CEO to manage stra-

tegically the firm. They must be aware of consumer demand changes, 

competitive postures, etc. In short, the heavy competition makes it a 

necessity that a CEO monitors his/her external environment. Third, 

each CEO with a strategic orientation also had at least ten years 

experience as CEO of their firm. There appears to be strong support 

to suggest that the relative importance of the three operationally 

and five strategically oriented roles may be largely "contingent" 

upon the nature of the industry and years of tenure for the CEO. 

Finally, pairwise correlations were calculated over the 32 

primary profiles for all pairs of subjects to assess the inter-

judge consensus. Two sets of CEOs who had significantly (p<.10) 

similar patterns of responses and have possible explanations based 

on firm or individual CEO background data emerged. CEOs 1, 6, 7, 8, 

and 10 had significant correlations at the .05 level or better. These 

CEOs shared a distinct similarity, they all have had a minimum of 

ten years experience being the CEO of their respective firms. CEOs 
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2, 3, 5, 6 and 7 had significant correlations at the .10 level or 

better. Each of these firms had 1979 sales under $5 million. It 

appears that years as a CEO and sales of the firm are two factors which 

affect how a CEO views his/her work roles. 



1. Choran, I. 
University. 
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CHAPTER V 

CONCLUSION 

This chapter will present a brief overview of the entire study 

including background information, Research Question, Research Design, 

Data Analyses and the operational hypotheses. A short discussion on 

the results is also included. Finally, the implications and limitations 

of this study are presented along with suggestions for future research. 

Managerial work has been deliniated into operational or strategic 

components. To be effective, a manager must achieve a proper 

"balance" between these two sets of functions. The primary purpose of 

this study is to determine the perceived importance of the strategic 

functions of chief executive officers in the wood furniture industry 

relative to the operational functions. The work of a manager has also 

been defined in terms of "roles." Certain roles are operational in 

nature, while others are strategic in nature. The basic research 

question being addressed is: which work roles, if any, are perceived 

as more important to the position of a CEO in the furniture industry 

relative to the other roles? The subjects of this study consisted of 

ten CEOs of wood furniture manufacturing firms located in the state of 

Virginia. When each CEO was visited the data collection instrument 

was completed in the author's presence and each CEO was interviewed. 

The roles examined in this study were those described by 

Hemphill in his research on 93 executives from five large manufacturing 

firms (see Figure 2.1). These roles are represented on the instrument 
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utilized in this study by specific work activities which emanated from 

Hemphill's factor analysis of 659 descriptive work activities. Those 

work activities which had high factor loadings on each role are used 

instead of the role titles themselves (see Table 3.1). There are two 

primary reasons for this use of high factor loadings. First, it 

insures that the respondents have a consistent frame of reference. 

Second, the use of specific work activities precludes the respondent 

from being aware of the main focus of the study. That is, the 

respondents were not aware that this was a study of their perceptions 

as to the importance that they place on the roles that they perform. 

This should minimize any bias that they may have toward specific roles. 

The primary thrust of this research centers on the judgment of 

CEOs as to their perception of the relative importance of the work 

roles identified with their position. The approach used in this study 

to model the judgment of the CEOs is called "Brunswik's Lens Model." 

This "lens model" approach provides a quantified, descriptive summary 

of the way an individual weighs and combines information. In essence, 

it provides a mathamatical analysis of the decision maker. Each CEO 

was presented with a set of 36 profiles describing a hypothetical CEO 

based on his/her abilities to handle each of the eight roles. Based 

on this information, the CEOs rated the predicted effectiveness of the 

hypothetical CEOs. By manipulating these roles reflecting different 

levels of ability on each, it is possible to determine the relative 

weights or degree of importance that the CEOs place on each role. 
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The research design utilized in this study is a fixed 28 factorial 

ANOVA. Each role (factor) was described in terms of two levels: 

excellent or poor. A one-eighth fractional replication design produced 

a set of 32 hypothetical CEOs. In addition to the single replication 

of the 32 profiles for each subject, repeated measures were taken on 

four of the profiles in order to assess each subject's intra-judge 

reliability. Thus each subject made 36 decisions in all. With 

instruction by the researcher, each CEO made judgments as to the 

predicted effectiveness of each hypothetical CEO based on a scale of 

one to nine. 

Two basic analytical techniques were utilized in the study: 

correlation and ANOVA. The CEO's judgment reliability was assessed by 

using the Pearson Product Moment correlation coefficient. This shows 

the degree to which the CEO produced the same judgment given 

repeated adminstrations of a single profile. Due to the exploratory 

nature of this research, an a priori level of significance was set 

at .10. There is no reason to assume that a Type I error is more 

noxious than a Type II error. Five of the ten subjects had reliability 

correlations significant at the .10 level. Although the other five 

subjects did not achieve this level of significance, they did show 

adequate reliability py an analysis of the absolute variance between 

the original and repeat profiles (see Table 4.2). 

An analysis of variance was performed on each CEO's set of 

responses. All ten CEOs showed that there are significant differences 

in the relative importance of the eight roles being examined. Every F 

value calculated was significant to at least the .01 level. 
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Fifteen operational hypotheses were tested for significance (p<.10) 

for each CEO. In essence, the three operationally oriented work roles 

were individually tested for significance against the five strategically 

oriented roles in order to determine which role was perceived as most 

important. All fifteen of the operational hypotheses were rejected by 

seven of the CEOs. This indicated the importance they place on the 

strategically oriented roles. The remaining three CEOs perceived 

certain operational roles as being of primary importance. Eight of 

the 10 firms included in this study were considered small (under $25 

million sales) and six of them or 75 percent do not agree with prior 

statements that operationally oriented roles are more important than 

strategically oriented roles to CEOs of small firms. These results 

appear to cast doubt about that observation that operationally 

oriented roles are of paramount importance to CEOs of small firms. 

One potential explanation for this preference toward strategically 

oriented roles by these CEOs could be because of the static nature of 

the technology utilized in the wood furniture industry. Basically, 

the manufacturing operations have not changed much in the past 30 years. 

Therefore, CEOs may be able to focus more on strategic factors facing 

the firm which utilizes a "stable" technology than a firm which 

utilizes a more "turbulent" technology. 

Another explanation could be due to the heavy competition which 

permeates this industry. This is evidenced by the fact that the 

industry sales leader controls less than 3 percent of total industry 

sales. This intense competition appears to "force" the CEO to manage 

the firm strategically. 
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Finally, the years of tenure of the CEO can help explain this pre-

ference toward strategically oriented roles. Every CEO with a stra-

tegic orientation had a minimum of ten years as CEO of their respective 

firms. Thus, there appears to be support to suggest that the relative 

importance of the operationally and strategically oriented roles may be 

largely contingent upon the nature of the industry, and years of CEO 

tenure. 

Pairwise correlations over the 32 primary profiles for all pairs of 

subjects were calculated to assess the inter-judge consensus. Two sets 

of CEOs who had significantly similar patterns of responses and have 

possible explanations based on firm or individual CEO background data 

emerged. One set of six CEOs had significant correlations at the .05 

level. These CEOs shared one distinct similarity, they all have a mini-

mum of ten years experience being the CEO of their respective firms. A 

second set of five CEOs had significant correlations at the .10 level. 

Each of the firms had 1979 sales under $5 million. Thus, it appears that 

years as a CEO and sales of the firm are two factors which affect how a 

CEO viewed his/her work roles. 

IMPLICATIONS 

The implications of this research span three separate dimensions: 

strategic management researchers, top level executives and strategic 

management faculty. 

Implications for Strategic Management R~searchers. To date, 

empirical research has been almost exclusively of a case study nature. 

It is almost impossible to make generalizable statements from case 
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studies. This study permits some generalizations on the job of a CEO 

at least within the wood furniture manufacturing industry. 

The results of this study indicate that the strategically ori-

ented roles were perceived as more important than operationally ori-

ented roles. Two possible explanations for this were put forth: (a), 

the stability of the technology utilized and (b), the intense competi-

tion inherent to this industry. Certainly this "explanation" needs more 

scrutiny. If in fact these two "explanations" are plausible, then it is 

time to think about the strategic and operational management of the firms 

in "contingency" terms. Thus this research is a possible first step 

toward the formulation of a contingency theory of managerial work roles 

including the strategic and operational management of a firm. 

This research adds more clarity to the previous work of others who 

had identified managerial work roles. This study does attach degrees of 

importance to these indices of importance to these work roles. Cer-

tainly these indices of importance need more refinement. It is clear 

that these roles differ in relative importance and now more work can 

be done to distinguish further which roles are more important and why. 

Finally, these results cast doubt upon prior observations that 

CEOs of small firms are more involved in operational aspects of the 

firm and do little or no strategic management. Certainly much more 

empirical work is needed in this area. According to the results of 

this study, CEOs of small firms in the wood furniture industry 

generally regard the strategic management of the firm as more important 

than the operational management. Is this indigenous to this study, 

this industry or all small organizations? 
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Implications for Top Level Executives. The time of a CEO and 

most top level executives is extremely limited, the better its 

utilization, the more effective its results. To the best degree 

possible, operational oriented decisions should be delegated to a 

subordinate or covered by a specific policy. The instrument utilized 

in this study indicated the degree of importance that an individual 

places upon the operationallyandstrategically oriented roles inherent 

to top level executives. It has potential to be utilized to indicate 

individual preferences toward the operational versus the strategic 

management of the firm. The ranking that an individual places upon 

these roles permits a closer examination of the individual and an 

increased ability to match better the person with the job. This 

could also be extended beyond individuals to include all top level 

executives within certain departments or within the whole organization. 

It would be possible to develop a "strategic profile" for an individual, 

department or firm. This "profile" will indicate whether they are 

balanced properly between the operational and strategic management of 

the firm. 

Another implication for top level executives is that this clearer 

understanding of the roles of a CEO in a small firm will permit better 

evaluation, training and selection of CEOs. Current and potential CEOs 

with expertise in those roles of utmost importance would be more 

desirable than those with expertise in relatively minor roles. Based 

on the results of this study, a CEO (or potential CEO) with expertise 

in performing the role of "preservation of assets" or "long range 
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planning" would be more effective than a person with expertise in 

"supervision of work" or "human, connnunity and social affairs." 

This ability to rank the importance of managerial work roles permits a 

better fit between specific competencies and the relative role demands 

of a specific position. 

Implications for Strategic Management Faculty. The breakdown of 

managerial work roles into strategic and operational components adds 

clarity to the demands inherent to a top executive. It points out 

that a "balance" is needed between the two components. Students of 

strategic management may now better understand the complexity of a 

top executive's position. Although top executives are responsible for 

the strategic management of a firm, it is not to the exclusion of cer-

tain operational aspects. 

Previously, observations have been proffered that CEOs of small 

firms are operationally oriented. This study showed opposite results 

in 75% of the cases. Thus, it should force a re-examination of that 

"observation." Perhaps it is valid in certain industries or with 

certain individuals. These results cast doubt upon its generaliza-

bility and faculty members in strategic management should be aware of 

the potential inaccuracy or limitations of that "observation." 

These results indicate that the size of the firm and the tenure of 

a CEO affects how he/she views the relative importance of strategically 

oriented work roles relative to operational roles. Therefore, these 

two areas should be considered when strategic management is taught. 



-143-

LIMITATIONS 

The external validity or generalizability of this research ef-

fort is its primary limitation. Certainly the fact that it was con-

ducted solely on CEOs within the wood furniture manufacturing industry 

limits its generalizability outside of this industry. However, this 

tradeoff of limiting generalizability for a reduction in extraneous 

variables (differences across industries) was accepted. The intro-

ductory nature of this· re~arch precluded attempting to build a more 

"general" set of results. 

Another aspect, but not nearly as limiting to this study, needing 

attention is that of the construct validity. Do the factors being ex-

amined, in fact, account for the variance being explained? In other 

words, does this measuring instrument explain the differences in re-

sults? According to Kerlinger, "factor analysis is perhaps the most 

powerful method on construct validation [3, p. 468] ." This method 

basically reduces a large number of measures to a smaller (and usually 

more manageable) number called "factors" by isolating which ones "go 

together." The roles and the corresponding "factors" used on the data 

collection instrument in this study emanated from an extensive utili-

zation of factor analysis. Hemphill, in his major study of managerial 

work roles compiled an initial list of 1,500 statements describing 

managerial work of which he selected 575 [2 ]. This list of statements 

was evaluated by 93 executives and their responses were factor analyzed 

to produce the statements used on the data collection instrument in 

this study. Thus, this usage of factor analysis to arrive at the 
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constructs used in this research appears to suffer little from con-

struct validity. This is the main reason that Hemphill's managerial 

work roles were used instead of the far more popular (and similar) set 

of work roles identified by Mintzberg [ 4]. It was felt that use of 

Mintzberg's work roles would raise serious doubts on the construct 

validity of the instrument utilized. This is because Mintzberg used 

no statistical methods, such as factor analysis, to describe his roles. 

In addition, Mintzberg's study from which he developed his set of roles 

is based upon a sample of five. Hemphill's sample was 93. 

The internal reliability aspect was discussed at length in Chapter 

IV. As stated, even though five of the ten CEOs did not achieve a sig-

nificance level of .10 in the reliability tests, further analysis re-

veals this does not impinge seriously upon the reliability of this 

study. An analysis of the absolute variance between the four original 

and repeat profiles indicate that these results are indeed reliable. 

SUGGESTIONS FOR FUTURE RESEARCH 

The first suggestion for future research emanates directly from 

the methodology utilized in this study. Brunswik's Lens Model has 

been used in over 200 studies since 1964 and has been just recently 

introduced to various business disciplines. Topics have included 

investment decision making and bank lending policies. Basically, the 

"Lens Model" approach provides a quantified, descriptive approach of 

the way an individual weighs and combines information. In essence, it 

provides a mathamatical analysis of the decision maker. Its potential 
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usage in strategic management research appears strong. It will allow 

researchers another viable method of study to complement the plethora 

of case studies now prevelent. It also permits the utilization of 

more sophisticated research methods and statistical tools. Wortman 

states: 

Clearly, the time has come to move toward descrip-
tive ·studies of the functional type and to move 
away from descriptive studies of the casual type 
(exploratory case studies). In this way, the 
field of strategic management can move toward 
empirical laws or principles [5, p. 11, 12]. 

A second suggestion for future research is to extend this study 

beyond the wood furniture manufacturing industry. A comparison between 

the results of this study whose industry utilizes basically a "stable" 

technology with an industry utilizing a more "turbulent" technology 

could prove fruitful. Studies could be conducted across industries 

which would yield valuable insights. Regardless of the sample chosen, 

any similar research in a specific industry or across industries would 

complement this study well. 

The final suggestion for future research is concerned with the 

integration of performance measures with the analysis of managerial 

working roles. Is there any relationship between performance measures 

(profitability, sales, etc.) and perceived importance of the strategic 

or operational management of the firm? Are firms that are more stra-

tegically oriented actually more profitable? Needless to say, it is a 

complex task to develop answers to such questions. However, such 

performance measures must eventually be included in research of the 
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strategic management of the firm. This study hopefully provides 

a necessary first step toward that goal. 
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APPENDIX A 

Table A.l 

Personal Characteristics of Chief Executive Officers 

CEO Number 
Personal 
Characteristics 1 2 3 4 5 6 7 8 9 10 Hean 

Age 62 )6 52 53 39 46 78 50 46 48 51 

Educational 
level (years of 
college) 4 3 4 4 4 0 2 4 1 1 2.7 

Years in 
firm 35 22 30 32 4 10 51 23 10 25 24 

I ..... 
Years as CEO 19 '• 10 5 4 10 51 17 10 13 14 v, 

w 
I 

Salary (base) NR* $36,000 NR $100,000 NR $35,000 $40,000 NR $70,000 NR $56,200 

*NR: Not reported. 
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Table A.2 

Chara.:ter!stics of ·Firms 111 the Study 

Finn Number 
Characteristics ------of Firms 1 2 3 4 5 6 7 8 9 10 Mean 

Sales of firm 
(1979) ($mil-
1 ions) 20 4.5 .n 71 2 2 3 15 2.5 47 16.7 

Prof it Broke $3 mil- $}. 7 mil-
(19 79) $639,000 $300,000 even lion NR $60,000 $135,000 NR $175,000 lion $b67,000 

Number of 
employees 400 120 18 1200 25 55 145 300 70 1500 38) I 

I-' 
U1 
~ 

Number of I 
employees 
above first 
line of 
supervision 30 5 1 so l 5 s 15 s 100 22 

Age of firm 
(years) 54 91 so 74 4 10 51 40 10 25 41 

Date visited 8/19/80 8/5/80 8/1/80 8/6/80 8/11/80 8/9/80 8/7/80 8/4/80 8/14/80 7/30/80 

*NR: Not reported 
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APPENDIX B 

Data Collection Instrument 

INSTRUCTIONS 

Your task is to evaluate each chief executive officer (CEO) based on 

his/her level of ability shown for eight types of work activities. Your 

judgement will be on a scale from 1 to 9, with 1 representing predicted 

poor work performance, S meaning average work performance, and 9 being 

excellent work performance. You are free to use these numbers and the 

numbers in between them in any way that you wish to express gradations in 

your predictions of his/her work performance. 

Each CEO profile should be judged with regard to how well he/she 

would perform in your firm and/or similar firms. As you make each judge-

ment, keep in mind that all other pertinent variables (age, educational 

background, etc.) are considered equal. It is important that you maintain 

a consistent frame of reference and "style of judgment" throughout the 

evaluations. 
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C::::0 PROFIU: '1 

~ork Activities• 

l. a) Selection of new ei:rployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problei:is as they 
arise 

b) Plan the best use of ~vailable facilities 

3. a) Review of budgets for operations 
b) 'Maintenance of proper inventories 

4. a) Assist sales pe~ple in securin; 1::;,o=tant 
accounc:s 

b) Anticipate new or ch..n;ed ac::l\nd for products 

5. a) Active in co11:1unity aff~irs 
b) Prc:otion of co:pacy to public 

6. a) For.nulac:icn of long-run ob~ecti·1es for 
organization 

b) Det~r:iination of business activities to be 
engaged in 

7. a) Oversees delivery schedules 
b) Oversees the quality of company products 

8. a) Oversees ~pital expeccitures 
b) Determines uc:ilization of capital assets 

Predicted Effectiveness 
of P~rforuacce 

l 
extrei:,ely 

ineffective 

2 3 4 5 
avera~e 

effectiveness 

6 

Level of Abilit'V 

Excellent 

7 

Excellent 

!'oor 

Poor 

Excellent 

Poor 

Excellent 

Poor 

8 9 
extre::ely 
effective 
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CEO l'!lOFIU # 2 

lJorlt Aeti·n.ties 

1. a) Selection of new e=ployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special proble?IIS as they 

arise 
b) Plan the best use of available facilities 

3. a) R4view of budge:s for operations 
b) Maintenance cf proper inventories 

4. ~> Assist sales people ia·securing il:lporta~t 
accounts 

b) Anticipate new or changed de::iand for products 

S. a} Active in c~c:unity affairs 
b} Promotion of c~c:;:,~ny to public 

6. a) Fon:iulacion ~f long-run objectives for 
organization 

b) Oetercina.tion of business activities to be 
engaged in 

7. a) Overseas delivery •chedule• 
b} Oversees the quality of company products 

8. a) Oversees capital expenditures 
b) Determines utilization of capital assets 

Predicted Effectiveness 
of l'erfo=nce 

1 

extremely 
ineffective 

2 3 4 s 
average 

effectiven,ess 

6 

Level of Abilitv 

Excellent 

7 

Poor 

Poor 

Excellent 

Poor 

Poor 

Excellent 

9 
e:ttremely 
effective 
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CEO PROFILE #3 

'ilork Activities 

l. a) Selection of ne11 em;,loyees 
b) Assis.a jobs to suborciinatea 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of available facilities 

3. a) Review of budgets for 01erationa 
b) Maintenance of proper inventories 

4. a) Assist sales people in securing 1.crportaat 
accounts 

b) Anticipate ~ew or changed deoand for products 

5. a) Active iu coIJ:1unity affairs 
b) Promotion of coci;,any to public 

6. a) For.nulatioa of long-:un objectives for 
organization 

b) Deter::1.i.nation of business activities to be 
engaged in 

7. a) Oversees delivery schedules 
b) Oversees the quality of coapany products 

8. a) Oversees capital eiq,enditures 
b) Deten:ines ,,tili::ation of capital assets 

Predicted Effectiveness 
of Perfor=ance 

l 

extrei:i::ly 
ineffective 

2 3 4 s 
averag~ 

effectivnesa 

6 

Level of Abilitv 

Poor 

7 

Poor 

Excel.lent 

Excellent 

Excellent 

Poor 

Poor 

Excellent 

8 9 
ex:re::iely 
effective 
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CEO PROF!'..! #5 

\Jorlc Activi::ies 

1. a) Selection of new ei:rployee• 
b) Assign jobs to su!,ordinatea 

2. a) Trouble shoot special problems as they 
arise 

b) Pl..n the best use of available facilities 

3. a) Review of budgets for operationa 
b) Maintenance of proper inventories 

4. a) Assist sales people in securin& i:iportant 
accounts 

b) Anticipate new or changed decand for products 

5. a) Active in co1teunity affairs 
b) Procotion of coCi)any to public 

6. a) Fo:-i::ulation of l~ng-run objectives for 
organization 

b) Deter.nination of business activities to be 
engaged in 

7. a) Oversees delivery schedules 
b) Oversees the quality of company products 

8. a) Oversees capital expenditures 
b) Deter.nines utilization of capital assets 

Predicted Effectiveness 
of Perfot"Jlance 

l 

extre:nely 
ineffective 

2 3 4 5 

average 
effectiveness 

6 

Level of Abilitv 

Excellent 

7 

Poor 

Poor 

Excell~t 

Excellent 

Excellent 

Poor 

Poor 

8 9 
extreely 
effective 
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CEO PROFIU: #4 

';ork Activi::ies 

l. a) Selection of new e~loyees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of available facilities 

J. a) Review of budgets for operations 
b) Maintenance of proper inventories 

4. a) Assist sales people in securing illlportant 
accounts 

b) Anticipate new or c!unged decand for products 

S. a) Active i~ co::nunity affairs 
b) Promotion of cocpany to public 

6. a) For::iulation of long-run objectives for 
organization 

b) Deter:iination of business activities to be 
engaged in 

7. a) Oversees delivery schedules 
b) Oversees th~ quality of cocpany products 

8. a) Oversees capital expenditures 
b) Detenu.~es utilization of capital a:1se:s 

Predicted Effectiveness 
of Perfo=nce 

l 

ex:re1:1ely 
ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilit~ 

Poor 

- 7 

Excellent 

Excellent 

Poor 

Poor 

Excellent 

'Excellent 

Poor 

8 9 

ext?'=ely 
effective 
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C~ 'PllOFII.E 16 

\lork Activities 

1. a) Selection of new e~ployees 
b) Assign jobs to subor,ia.ates 

2. a) Trouble s~oot special problems as they 
arise 

b) Plan the best use of available facilities 

3. a) Rcviev of biidsecs for operations 
b) Mainten;inC'e of pro;,er inventories 

4. a) Assist sales pe~ple in securini i:portant 
accounts 

b) Anticipate r.r~ or ch.lnged dci:.,nd for products 

S. a) Active in coc:iunity affairs 
b) Promotion of co:pany to public 

6. a} For::~lation of long-run objectiveM for 
organization 

b) D .. tcr.::.inatioa of business activities to be 
eugased in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of coopany products 

8. a) Oversees capital eXj)enditures 
b) Deteri:dnes utilization of capital assets 

Predicted Effectiveness 
of Perforc.ance 

1 
extremely 

ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilit~ 

7 

Excellent 

Poor 

Excelle11t 

Poor 

Excelleut 

Poor 

Excelle11t 

Poor 

8 9 
extre::ely 
effective 
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CEO ?ROF!LF. #10 

l.ork Activities 

l. a) Selection of nl!V e:ployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of ~vailable facilities 

3, a) Review of budsets for operations 
b) ~iaintenance of pro;:er inventories 

4. a) Assist sales people in securing i:po~tant 
accounts 

b) Anticipate new or ch.lnged dc~nd for products 

5. a) Active in coc::unity aff~irs 
b) Pro:otion of co:pany to public 

6. a) For::iulation of long-run objectives for 
organization 

b) Detcr::iination of business activities to be 

eugai;ed in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of co1:1pany products 

8. a) Oversees ~pital ex;,enditures 
b) Detet'lllines utilization of capital assets 

Predicted Effectiveness 
of Perfor::iance 

l 
extrei:iely 

ineffective 

2 3 .. s 
average 

effectiveness 

6 

Level of Abilit~ 

7 

Poor 

Excellent 

Excellent 

Excellent 

Poor 

Poor 

Poor 

Excellent 

a 9 

extreely 
effective 
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cr.o nonu: #9 

'-'ork Activities 

1. a) Selection of nev ei:1ployees 
b) Assisn jobs to subordinates 

2. a) Trouble shoot special problr.n.s •• they 
arise 

b) Plan the best use of available facilities 

3. a) Review of budGets for operations 
b) ~intenance of proper 1nventorie5 

4. e) Assist aales people in securini i:?o~tant 
accounts 

b) Anticipate new ~r c!\.'lnged dc:and for products 

5. a) Active in co1C:1ur.icy affairs 
b) Procotion of co::i;,any co public 

6. e) For:iulation of long-run objectives for 
organization 

b) Dete~nacion of business activities to be 

enzased in 

7. a) Oversees delivery schedu.J.ea. 
b) Oversees the qtUlity of coi:1pany produces 

8. a) Ovetsees capital expenditures 
b) Determin~s utilization of capic.al assets 

Predicted Effectiveness 
of Perfo=ance 

l 
extremely 

ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilit~ 

Poor 

7 

Excellent 

Excellent 

Poor 

Excellent 

Poor 

Excellent 

Poor 

8 9 
u:tre::ely 
efhctive 
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C!O l'ROFIU #8 

l:ork Activities 

1. a) Selection of new e:ployees 
b) Assign jobs co subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of available facilities 

J. a) Review of budsecs for operations 
b) ~.aintenance of proper inventories 

4. a) Assist sales penple in securing i:portant 
accounts 

b) Anticipate new or changed dc::.,nd for prcducts 

S. a) A:tiva in coic:unity affairs 
b) Pro:otion of co~pany to public 

6. a) ror::iulat1on of loni-run objectives for .. 
organization 

b) Detcr-...1.nation of business activities to be 
engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quali~y of company products 

8. a) Oversees capital eX11enditures 
b) Deter:dnes utilization of capital assets 

Predicted Effectiveness 
of Perfor.:iance 

1 
extre:iely 

ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abil1t~ 

7 

Ezcallent 

Poor 

Poor 

!:cellect 

Poor 

Excellent 

Poor 

Excellent 

8 9 
extre::ely 
effective 
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C!.O i'ROFn.E #7 

~ork Activities 

1. a) Selection of nc-J ec;,loyees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of avail~blc: facilities 

3. a) Rcviev of budcets for operations 
b) Xaintenance of proper inventories 

4. A) Assist sales people in securing i:?ortanc 
accounts 

b) Anticipate nev or ch~nged dc~,nd for products 

S. a) Active in co=unity affairs 
b) Promotion of co:pany to public: 

6. a) ron::ulation o( long-run objectives for 
org3nization 

b) Deter.:iination of business activities to be 
engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the qu.ality of company products 

8. a) Oversees capital expenditures 
b) Deterl!lines utilization of capit&l. assets 

Predicted Effectiveness 
of Pe.rfon::anc:e 

l 

extrei::ely 
ineffective 

2 3 " 5 
average 

effectiveness 

6 

Level of Abilit~ 

7 

Poor 

Poor 

Poor 

Excellent 

Poor 

Excellent 

Excellent 

Excellent 

8 9 
extre::!ely 
effective 
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C;l> PROFILE #28 

l:ork Activities 

l. a) Selection of nev e:iployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot spe:ial problems as they 
arise 

b) Plan the best use of ~vailzble facilities 

3. a) Rcvicv of budsets for operations 
b) Maintenance of proper inventories 

4. a) A5sist sales penple in securing i:po:t~nt 
accounts 

b) Anticipate nev or ch.:uiged dc::and for products 

S. a) Active in co::iunity aff~irs 
b) Procotion of co:pany to public 

b. a) Formulation of long-run objectives for 
organization 

b) Deter:unation of business activities to be 

engaged in 

7. a) Oversees delivery schedules . 
b) Oversees the quality of cocpany products 

8. a) Oversees capital e:rpenditures 
b) Deter:unes utilization of capit.al asse~ 

Predicted Effectiveness 
of Perfor-....ance 

1 

extre-..el7 
ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abili t•: 

'Excellent 

7 

'Excellent 

'Excellent 

Poor 

Excellent 

Poor 

Poor 

Poor 

8 9 
e:w:tre:ely 
effective 
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c!D PRonu: 121 

l.'ork Activitie!! 

1. a) Selection of n~J e::ployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special proble::s as they 
arise 

b) Plan the best use of ~vailable facilities 

3. a) Rcviev of budsecs for operations 
b) )'!aintenance of pro?er inventories 

4. a) Assist sales people in securing i::?ortanc 
&ccouncs 

b) Anticipate ne-J or ch.ioged dc:i.~nd for products 

S. &) Active in co11:1unity aff~irs 
b) Promotion of co:pany to public 

6. a) :or:iulation of long-run objectives for 
organization 

b) Deter:rlnation of business activities to be 
engaged 1n 

7. a) Oversees delivery schedules 
b) Oversees the quality of company produces 

8. a) Oversees ca?ital eiq,enditures 
b) Deter:rlnes utilization of capital assets 

Predicted Effect:!.venesa 
of Perfo~c• 

l 

extrei:ely 
ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilitv 

7 

Poor 

txcellent 

txcelleot 

Excellent 

Poor 

Excelleut 

Poor 

8 9 
e:xtre::ely 
effective 
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CEO PP.OFIU: #26 

\:ork Activities 

1. a) Selection of n<!'J e=ployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special probl~ as th•y 
arise 

b) P!An the best use of available facilities 

3. a) Rcviev of budsets for operations 
b) Maintenance of proper inventories 

4. a) Assist sales people in securic; 1:r.;,ortant 
accounts 

b) Antic!pate n8'4 or ch.lnged dc!!:acd for products 

S. a) Active in co~unity aff3irs 
b) Pro=otioa of co:pany to public 

6. a) for:n~lati~n of long-run objectives for 
organizat!cn 

b) Det~r.:ination of business activities to be 

engaged in 

7. a) Oversees delivery schedule,. 
b) Oversees the quality of coopany products 

8. a) Oversees capital expenditures 
b) Determines ~tili~ation of capital assets 

Predicted Effectiveness 
of Perfor.:iance 

l 

extrei:iely 
ineffective 

2 3 4 s 
average 

effect1venes1 

6 

Level of Abilit~ 

7 

Excellent 

Excellent 

Excellent 

Poor 

Poor 

Excellent 

Poor 

Poor 

8 9 
extre:ely 
effective 
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cm PROFILE #25 

l.'ork Activities 

l. a) Selection of ne11 l!l:lployees 
b) Assign jobs to subordinates 

2. a} Trouble shoot special problems as they 
arise 

b} Plan the best use of availa~le facilities 

3. a) Review of bud;ets for operations 
b) Xaintenance of pro;,er inventories 

4. a} Assist sales penple in securing i::;,o~tanc 
accounts 

b) Anticipate new or ch..c;ed dc::and !or products 

S. a) Active in co::::iunity affairs 
b) Promotion of co~pacy to public 

6. a} Formulation of long-rue objectives for 
organization 

b) Deter--ination of business activities to be 

engaged~ 

7. a) Oversees delivery schedules. 
b) Oversees the q~lit_y of coi:pany products 

8. a) Oversees capital expenditures 
b) Deter.nines utilization of capital assets 

Predicted tffectivenesa 
of Perfoni.anca 

1 
extreatly 

icef!ectlve 

2 3 4 s 
average 

effectiveness 

6 

Level of A~ility 

7 

Poor 

!xcellaut 

Poor 

Excellent 

Excellent 

Excellent 

Poor 

8 9 
extrr-ely 
effe~tiVI\ 



-171-

C!O PP.OFIU: #24 

\:Ork Acti\'ities 

l. a) Selection of nc:w ecployees 
b) Assign jobs to suborcil.nates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of ~vail~ble facil1ties 

3. a) Review of bud&ets for operations 
b) Maintenance of proj)er inventories 

4. a) Assist sales pe~ple in securing i:j)ottacc 
accounts 

b) Anticipate new or c~nged dc::and !or products 

S. a) Active in coll:lunity aff~irs 
b) Pro=otion of CQ:pany to public 

6. a) For::i~lati~n of long-run objectives for 
organization 

b) Deter::linacion of business activities to be 

engaged 1n 

7. a) Oversees delivery schedules. 
b) Oversees the quality of company produces 

8. a) Oversees capital expenditures 
b) Deten:unes utilization of capital assets 

Predicted Effectiveness 
of Perforc.ance 

l 

extreJ:1ely 
ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilit~ 

7 

Poor 

Poor 

Excellent 

Excellent 

Excellent 

Excellent 

Poor 

l'oor 

a 9 
e:w:tre::ely 
effective 
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cm PP..OFIU: #23 

~ork Activities 

l. a) Selection of new ei::t:loyees 
b) Assign jobs to subordinate• 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of available facilities 

3. a) Rcviev of budsecs for operations 
~) Maintenance of pro;,er inventories 

4. a) Assist sales people in securing 1:r.;,ort3nt 
accounts 

b) A.~tic!pate ne~ or ch.lnged dct::.ind for products 

5. a) Active !n co1t:1unity affairs 
b) ?ro:otion of co:pany to public 

6. a) :o:-:nulation of long-run objectives for 
organization 

b) Deter:i.ination of business activities to be 
engaged in 

7. a) Oversees delivery schedules . 
b) Oversees the quali~y of company products 

8. a) Ove~sees ca9ital expenditures 
b) Determines utilization of capital assets 

Predicted Effectiveness 
of ?erfon:.ance 

l 

extrr"...ely 
ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilit~ 
Excellent 

7 

Excellant 

Excellent 

Poor 

Poor 

Poor 

Excellent 

Poor 

a 9 

e::ictre:ely 
effEctive 
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C!O l'ROF!U: #22 

\.'ork Acti\'"1 ties 

l. a) Selection of nev e:ployees 
b) Assi&n jobs to subordina~es 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the ?,est use of available facilities 

3. a) Review of buds~ts for operations 
b) ~!ntenance of proper inventories 

4. a) Assist sales people in securing 1:portant 
accounts 

b) Anticipate r.ew or changed dc::.,nd for products 

5. a) Activ~ in co::::unity affairs 
b} Procotioa of co:pany to public 

6. a} For:iulation of long-run objectives for 
organization 

b) Deter.:unation of business activities to be 
engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of company products 

8, a) Oversees capital expenditures 
b) Determines utilization of capit&l assets 

Predicted Effectiveness 
of Pe_rfomance 

l 
extre::iely 

ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of A?lilit•.· 

Excellent 

7 

Excellent 

Poor 

Excellent 

Excellent 

Poor 

Poor 

8 9 
extre::ely 
effective 
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cm PP..OFIU: 121 

\:ork Activities 

l. a) Selection of n1?11 ecployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of avail~ble facilities 

3. a) Roviev of budsets for operations 
b) Maintenance of pro;,er inventories 

4. a) Assist sales people in securinz i:portant 
accounts 

b) Anticipate nev or c~nged dc-...and for ;,roducts 

s. a) Active in co:c:unity affairs 
b) Proection of co:~any to public 

6. a) For:ulatioa of long-run objectives for .. 
organization 

b) Deter:iination of business activities to be 
engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of company products 

8, a) Oversees capital eiq:enditures 
b) Deterl:l.ines utilization of capital assets 

Predicted Effectiveness 
of Perfor:iance 

l 

excrei:aly 
ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abil!t~ 

Excellent 

7 

Poor 

Excellent 

Poor 

Poor 

Poor 

tzcellent 

Excellent 

8 9 
extre:el7 
effective 
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C!O PROF!U #20 

l.'ork Activit~.es 

l. a) Selec:ion of ne?V e!!!ployees 
b) Assii;u jobs :o subordinates 

2. a) Trouble shcot special proble:s as they 
arise 

b) Plan the best use of ~vailable facilities 

3. a) Review of budgets for operations 
b) Maintenance of pro?er inventories 

4. a) Assist sales pco?le i~ securing i:;,ortant 
accounts 

b) Anticipate new or c~nsed dc::.ind for products 

S. a) Active in coc:iunity affairs 
b) Procotion of co:pany to public 

6. a) fonnulation of long-run objectives for 
ori;aniza tion 

b) Deter:ur.ation of business activities to be 
engaged in 

7. a) Overs••• delivery schedules . 

b) Oversees the quality of company products 

8. a) Oversees capital expenditures 
b) Detel'l:li~es utilization of capital assets 

Predicted Effectiveness 
of Perforcance 

l 

extreoely 
ineffective 

2 J 4 s 
average 

effectiveness 

6 

Level of Abilit~ 

7 

Excellent 

Poor 

Excellent 

Excellent 

Poor 

Poor 

Excellent 

Poor 

8 9 
e::,;tre:ely 
effective 
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C!O PROFILE #19 

~ork Activities 

l. a) Selection of nC!'. employees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problel!IS as they 
arise 

b) Plan the best use of available facilities 

3. a) Raview of budgets for operations 
b) Maintenance of proper inventories 

4. a) Assist sales people in securin~ 1:po~tant 
accounts 

b) Anticipate nev or ch.lnged dc:and for products 

S. a) Aetive in coc:cunity affairs 
b) Prociotion of co:pany to public 

6. a) for:nulation of long-run objectives for .. 
organization 

b) Deter::i..ina:ion of business activities to be 
engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of company products 

8. a) Oversees capital expenditures 
b) Deteri:d.nes utilization of capital assets 

1 

utreoely 
ineffectlve 

2 

Predicted Effectiveness 
of Pe.rfor,:iance 

3 4 S 6 
average 

effectiveness 

Level of Abilit~ 

Poor 

7 

Poor 

Excellent 

?cor 

Excellent 

Excellent 

P.,or 

Excellent 

8 9 
extre:ely 
effective 
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cm I'ROFIU: #18 

'..'ork Activities 

1. a) Seleceion of n<rJ e:i;,loyees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special proble:s as they 
arise 

b) Pl.an the best use of ~vailable facilitie• 

3. a) Review of blld&ets for operations 
b) Maintenance of pro?er inventories 

4. a) Assist sales people in securinz i:port3nt 
accounts 

b) Anticipate new or ch.:ln&ed dc~and for products 

5. a) Active in coa=unity aff~irs 
b) Pro:otion of co:pany to public 

6. a) For::iulation of long-run objectives for 
organization 

b) Deter::ination of business activities to be 
engaged 1n 

7. a) Oversees delivery schedules. 
b) Oversees the quality of company products 

8. a) Oversees capital expenditures 
b) Deter.nines utilization of capi~l assets 

Predicted Effectiveness 
of Performance 

1 

extremely 
ineffective 

2 3 4 5 
average 

effectiveness 

6 

level of Abilit~ 

7 

Excellent 

txcelle:t 

Poor 

Excellent 

tzcellent 

Poor 

Poor 

Poor 

8 9 
e:nrcely 
effective 



-178-

C!.O PROFILE #17 

l.'ork Activities 

l. a) Selection of nl?'J employees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special proble:s as they 
arise 

b) Plan the best use of ~vailable facilities 

3. a) Review of budsets for operations 
b) Maintenance of proj)er inventories 

4. a) Assist sales people in securin; i:po=tant 
accounts 

b) Anticipate cev or ch..nged dc::.,nd for products 

S. a) Active in coc:iunity affairs 
b) Procotion of c:o:pany to public 

6. a) For:iulation of long-run objectives for 
organization 

b) I>eter.:unation of business activities to be 

engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of cocpany products 

8. a) Oversees capital expenditures 
b) Deter:zdnes utilization of capital assets 

Predicted tffectivenes1 
of Perforcance 

l 
extrei:ely 

ineffective 

l 3 4 5 
average 

effectiveness 

6 

Level of Abilit~ 

7 

Excellent 

Poor 

Poor 

Poor 

Excellent 

Excellent 

Excellent 

Poor 

8 9 
extre:ely 
effect1·.re 
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C~ PROFILE #16 

\:ork Activities 

l. a) Selection of ne-J ei:iployees 

b)  Assign  jobs to subordinates 

2. a) Trouble  shoot  special problems as they 

arise 

b) Plan the  best use of avail~ble facilities 

3. a) Review of budsets for  operations 

b) Xaintenance of proper inventories 

4, a) Assist sales penple in securing i::;,ortant 

accounts 

b) Anticipate ~~ or ch.lnged d~nd for  products 

5, a) Active  in co.c:runity aff3irs 

b) ?rocotion of cocpany to public 

6. a) FoI':llulation of long-run objectives  for 

organization 

b) ~ete~nation of  business activities to be 

engased in 

7, a) Oversees delivery  schedules 

b) Oversees the  quality  of company products 

8. a) Oversees  capital e~-penditures 

b) Decer:u.nes utilization  of capi~ assets 

Predicted Effectiveness 
of Performance 

1 

extre'!ll!ly 
ineffective 

2 3 4 5 

average 
effectiveness 

6 

Level  of Abilit~ 

7 

Excellent 

Excellent 

Poor 

Excellent 

Poor 

Poor 

Excellent 

Poor 

8 9 

e:.-:tre::!ely 
effec:ive 
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CEO PROFIU: #1.5 

~ork Activities 

1. a) Selection of new e:;,loyees 
b) Assign jobs to subordinates 

2. a) Trou~le shoot special problems as they 
arise 

b) Plan the best use of ~vailable facilities 

3. a) Rcviev of bud&ets for operations 
b} l-'.aintenance of pro;,er inventories 

4. a) Assist sales people in securin 6 i=?o=tant 
accounts 

b) Anticipate new or ch.:in~ed dc=and for products 

S. a) Active in C:Ot::::lunity af!~irs 
b) Pro:otion of co=pany to public 

6. a) For::iulation of long-run objectives for 
organi:?ation 

b) Deter::unation of business activities to be 
engaged in 

7. a) Oversees delivery schedules 

b) Oversees the quality of co:11pany products 

8. a) Oversees capital expenditures 
b) DeteI'l:lines utilization of capital assets 

Predicted Effectiveness 
of Pe_rf or::iance 

1 
extrei:ely 

ineffective 

2 3 4 s 
average 

effectiveness 

6 

level of Abilit~ 

Poor 

Excellent 

Excellent 

Excellent 

Excellent 

Poor 

Poor 

Poor 

7 a 9 
ettre:e!.y 
effective 
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C!O PROFILE #14 

'l.'.'ork Activities 

l. a) Selection of ncv ec;,loyees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special prcblems as they 
arise 

b) Plan the best usa of ~vaila~le facilities 

3. a) Review of budgets for operations 
b) Maintenance of ;,rope:- inventories 

4. a) Assist sales pe~ple in securing i:po:-tant 
accounts 

b) >.nticipate n~J or ch~nsed dc:iand !or products 

S. a) Active in co:::unity affairs 
b) Prococion of co:pany to public 

6. a) :or.:tulation of long-run objectives for 
organization 

b) Deter-..ination of business activities to ba 
engaged in 

7. a) Oversees delivery schedu.les 

b) Oversees the quality of company products 

8. a) Oversees capital expenditures 
b) Determines utilization of capital assac.s 

Predicted Effectiveness 
of Perfon:ance 

l 

extrecely 
in-.ffective 

2 3 4 s 
average 

effectiveness 

6 

Leo,.•el of Abilitv 

7 

Poor 

Poor 

Excellent 

!xcellant 

Poor 

Excellent 

Excellent 

8 9 

e:.-:~re:ely 
effective 
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C~ PROFILE #13 

\.'ork Activities 

l. a) Selection of new e:1ployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special proble:s as they 
arise 

b) Plan the best use of available faci!ities 

3. a) Review of budgets for operations 
b) M.iintenance of proper inventories 

4. a) Assist sales pe~ple in securing i:portant 
accounts 

b) Anticipate new or changed dc~and for products 

5. a) A.:tive in coa:::iunity ~ffnirs 
b) Procotion of co:pany to public 

6. a) !or::iulation of long-run objectives for 
organization 

b) Deter-..inntion of business activities to be 
engaged in 

7. a) Overs~es delivery schedules. 
b) Oversees the quality of company products 

8. a) Oversees capit3l expenditures 
b) Deteroines lltili.ation of capiUl assets 

Predicted Effectiveness 
of Pe_rfor.:iance 

l 
extreixly 

ineffective 

2 3 4 5 
average 

effectiveness 

6 

Level of Abili~ 

Poor 

7 

Excellent 

Poor 

Excellent 

Poor 

Excellent 

Poor 

Excellent 

8 9 
extre::ely 
effective 
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C~ PltOFlU: #12 

1.'ork Activities 

l. a) Selection of nev e::ployees 
b) Assign jobs co subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of ~vail~ble facilities 

3. a) Review of budgets for operations 
b) Maintenance of proper inventories 

4. a) Assist sales people in securin: i:portant 
accounts 

b) Anticipate new or ch..oged dc:iand for products 

5. a) Active in coc:iunity affairs 
b) Pro1tOtion of co:pany to public 

6. a) zor::iulat1on ~f long-run objectives for 
organization 

b) Deter:ination of business activities to be 
enga,ed in 

7. a) Oversees delivery schedules 
b) Oversees the quality of coi:ipany products 

8. a) Oversees capital ex;,enditures 
b) Deten:dnes utilization of capita.l assets 

Predicted Effectiveness 
of Perforcance 

l 

extre:11ely 
ineffective 

2 3 4 5 
average 

effectiveness 

6 

Level of Abilit~ 

Poor 

7 

Poor 

Excellent 

Excellent 

Poor 

Poor 

E::c:ellent 

Excellent 

8 9 
ettre:ely 
efhct1ve 



-184-

C~ ?ROF!I.! #11 

l.'ork Activities 

l. a) Selectioa of nC?'~ ecployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problems as they 
&Ti.Sa 

b) Plan the best use of ~vailable facilities 

3. a) Review of budsets for operations 
b) ~.aintenan:e of proper inventories 

4. a) Assist sales people in securing i:portant 
accounts 

b) Anticipate new or c~nged ac:::~nd for 9roducts 

S. a) Ac:iv~ in coa::iunity aff~irs 
b) Pro:iotion of co:pany to public 

6. a) :oI":l\ula:ion of long-run o,jectives for 
ori:aniza tion 

b) Detcr:i.ination of business activities to be 
engaged in 

7. a) Oversees delivery schedules 
b) Oversees tne quality of cocpsny products 

8. a) Oversees ca.pital expenditures 
b) Deter3!.nes utilization of capit..al assets 

Predicted Effectiveness 
of Perforcance 

l 

extrer.ely 
ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilit~ 

7 

Poor 

Poor 

Poor 

Poor 

Excellent 

Excellent 

Excellent 

Excellent 

8 9 
e:w:tre:el7 
effective 
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C!.O PRO'FlU: #35 

\.'ork Activities 

l. a) Selection of n'?V et:lilloyees 
b) Assign jobs to subor~ir:ates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best ~se of available facilities 

3. a) Rcviev of budsets for operations 
b) l'!aintenance of pro?er inventories 

4. A) Assist sales people in sccurici i:?ort3nt 
accounts 

b) Antici?ate nr~ or c~n;e~ dc:.,nd for products 

5. a) .kcive in ccc:iunity affairs 
b) Promotion of co::;>any to public 

6. a) for.nulacion of long-run objectives for 
organi%ation 

b) Det~r::.ination of business activities to be 

engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of cocpany products 

8. a) Oversees capital expenditures 
b) Determines utilization of capital assets 

Predicted Effectiveness 
of Perforcance 

1 
extre:.ly 

ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abili tY 

7 

Poor 

Poor 

Excellent 

Excellent 

EJccellent 

Poor 

l'oor 

Excellent 

8 9 
e:xtre:ely 
effective 
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C!:O PROFIU #34 

\:ork Acdvities 

l. a) Selection of new eeployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of ~vailable facilities 

3. a) lcviev of budsets for operations 
b) Maintenance of pro?er inventories 

4. a) Assist s~les penple in securing i::;,o=tant 
accounts 

b) Anticipate nev or ch.inged dce~nd for products 

5. a) Active in co1C:1unity affairs 
b) Proeotion of co::;,any to public 

6. a) Fo~ulation of long-run objectives for .. 
organization 

b) Deter.:dnation of business activities to be 
ei:.gaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quali~y of company products 

8. a) Oversees capital expenditures 
b) Deter.nines utilization of capital assets 

Predicted Effectiveness 
of Perfor=ance 

1 
extremely 

ineffective 

2 3 4 5 
average 

effectiveness 

6 

Level of Abil!t~ 

7 

!xc:ellant 

Poor 

Poor 

Excellent 

Poor 

Poor 

Excellent 

Excellent 

8 9 

extre::ely 
efhctive 
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CEO PROFiu:#33 

\.'ork Acti\'ities 

1. a) Selection of nev e=ployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special proble::is as they 
arise 

b) Plan the best use of avail~ble f~cilities 

3. a) Review of budgets for operations 
b) Maintenance of proper inventories 

4. a) Assist sales people in .securing i:portant 
accounts 

b) Antici?ate new or changed dct1.1nd for products 

5. a) Active in coc:unity affairs 
b) Pro:otion o! co:pany to public 

6. a) :or.:iula~ion of long-ru:1 objectives for 
organiution 

b) Detcr:unation of business activities to be 
engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the qu.ality of com;,any produces 

a. a) Oversees capital expenditures 
b) Deter.nines utilization of capit.al assets 

Predicted Effectiveness 
of Perfoti:1ance 

l 

extremely 
ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilit~ 

Excellent 

7 

Excellent 

Poor 

Poor 

Excellent 

Poor 

Excellent 

Poor 

8 9 
extre::ely 
effee:ive 
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C~ l'ROFIU: #32 

1:ork Activities 

1. a) Selection of nev e~ployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of avail~ble faci1ities 

3. a) Rcviev of budsets for operations 
b) Maintenance of proper inventories 

4. a) Assist sales peeple in sec:urin; i:portant 
accounts 

b) Antic:ipa:e nev or c~n;~d dc:.,nd for products 

.5. a) Acti·,re in co=unity affairs 
b) Pro:otion of co:pany to public 

6. a) For:iulation of long-run objectives for 
organization 

b) Dete~nation of business activities to be 
engaged in 

7. a} Oversees delivery schedules 
b) Oversee~ the q~lity of company product• 

8. a) Oversees capital expenditures 
b) Deter'l!lines utili~tion of capi~ assets 

Predicted Effectiveness 
of Performance 

l 
extre:ialy 

ineffective 

2 J 4 .5 
average 

effectiveness 

6 

Level of Abilit~ 

Poor 

7 

Poor 

Excellent 

Excellent 

Excellent 

Excellent 

Pt>or 

8 9 
extre:ely 
effective 
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C:0 l'ROFn.t #31 

\:ork Ac:ivities 

1. a) Selection of nC!W e::ployees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special proble:ns as they 
arise 

b) Plan the best use of ~vzilable f~cilities 

3. a) Review of budgets for operations 
b) Maintenan~e of proper inventories 

4. a) Assist sales pecple in securing i:por~nt 
accounts 

b) Anticipate new or c~nged dc:and for products 

S. a) Active in coi:::iunity affairs 
b) Promotion of co:pany co public 

6. a) foni.~lation of long-run objectives for .. 
organizac:!.on 

b) Deter.:u.nation of business activities to be 
engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of company pr~ducts 

a. a) Oversees capital expenditures 
b) Deter.nines utilization of capital assets 

Predicted Effectivene.a 
of Perfor:iance 

1 
extrc:ely 

ineffective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abil!:~ 

Excellent 

7 

Excellent 

Excellent 

Excellent 

Poor 

Poor 

Poor 

Poor 

8 9 
e.xtre::dy 
effective 
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cm PltOFIU: #30 

\.'or!c Activities 

l. a) Selection of new em;,loyees 
b) Assign jobs to subordinates 

2. a) Trouble shoot s~ecial proble:is as they 
arise 

b) Plan the best use of available facilities 

3. a) llcviev of budscts for operations 
b) Maintenance of proper inventories 

4. a) Assist sales people in securing i:portant 
accounts 

b) Anticipate ne~ or chan;ed dc::and for products 

S. a) .\etive in co::::unity affairs 
b) Pro=otioa of co:pany to public 

6. a) Formulation of long-run objectives for .. 
organizatioit 

b) I>eter:ination of business activities to be 

engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of cccpany products 

8. a) Oversees capital expenditures 
b) Determines utilization of capit&l assets 

Predicted Effectiveness 
of Pe_rf or:iance 

1 
extrei:ely 

ineffective 

2 3 4 5 
average 

effectiveness 

6 

Level of Abilit·~ 

1 

Excallent 

Poor 

Excellent 

Excellent 

Poor 

Excellent 

Poor 

8 9 
extre::ely 
effective 



-191-

cm P!'.OFIU: #29 

l:or!< Activities 

l. a) Selection of new ecployees 
b) Assi;n jobs to subordin.ates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of available facilities 

3. a) Rcviev of budsets for operations 
~) ~.aintenan~e of proper inventories 

4. a) Assist sales people in securing i:portacc 
accounts 

b) Anticirate nrJ or ch~nged dc::!.lnd for products 

S. a) Active in co1C:1unity affairs 
b) Procotioc of co:pany to public 

6. a) For.:iulation of long-run objectives for 
organization 

b) D~ter.:iination of business activities to be 
enga&ed in 

7. a) Oversees delivery schedules 
b) Oversees the quality of cocpany produces 

8. a) Ove=sees capital expecditures 
b) Deterz:iines utilization of capital assets 

Predicted Effectiveness 
of Pe.rforcance 

1 
extre:iely 

inef:ective 

2 3 4 s 
average 

effectiveness 

6 

Level of Abilit~ 

Excelleat 

7 

Poor 

Poor 

Poor 

Poor 

Excellent 

Excellent 

Excellent 

8 9 
extre::ely 
effective 
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CEO PROFILE #36 

~ork Activities 

1. a) Selection of new e?:j)loyees 
b) Assign jobs to subordinates 

2. a) Trouble shoot special problems as they 
arise 

b) Plan the best use of available facilities 

3. a) Review of budgets for opQrations 
b) Maintenance of proper inventories 

4. a) Assist sales people in securing i:po~tant 
accounts 

b) Anticipate new or chAnged dc::.,nd for products 

S. a) Active in co11::1unity affairs 
b) Procotion of co:pany to public 

6. a) For.iiulation of long-run objectives for .. 
organization 

b) Deter:iination of business activities to be 
engaged in 

7. a) Oversees delivery schedules. 
b) Oversees the quality of co-=pany products 

8. a) Oversees capital expenditures 
b) Determines utilization of capit&l assets 

Predicted Effectiveness 
of Perfor.:iance 

1 
extremely 

ineffective 

2 3 4 5 
average 

effectiveness 

6 

Level of Abilit~ 

Poor 

7 

Excellent 

Excellent 

Poor 

Poor 

Excellent 

Excellent 

Poor 

8 9 
enre:el7 
effective 
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AN ANALYSIS OF THE WORK ROLES OF 
CHIEF EXECUTIVE OFFICERS IN 

SMALL FURNITURE MANUFACTURING FIRMS 

By 

Richard M. Castaldi 

(Abstract) 

This dissertation reports an analysis of the work roles of chief 

executive officers in small furniture manufacturing firms. Certain 

roles are operational - nature, while others are strategic in nature. 

The basic research question being addressed is: which work roles, if 

any, are perceived as more important to the position of a CEO in small 

furniture manufacturing firms? The subjects of this study consisted of 

ten CEOs of wood furniture manufacturing firms located in the state of 

Virginia. 

The roles examined in this study were those described by Hemphill 

in his research on 93 executives from five manufacturing firms. The 

approach used in this study to model the judgment of the CEOs is called 

"Brunswiks Lens Model.'' This lens model approach provides a quantified, 

descriptive summary of the way an individual weighs and combines infor-

mation. 

The research design utilized in this study is a fixed 28 factorial 

ANOVA. Two basic analytical techniques were employed: correlation and 

ANOVA. An analysis of variance was performed on each CEO's set of 



responses. All ten CEOs showed that there are significant differences 

in the relative importance of the eight roles being examined. 

Fifteen operational hypotheses were tested for significance 

(p < .10) for each CEO. All 15 of the operational Hypotheses were 

rejected by seven of the CEOs. This indicated the importance they 

place on the strategically oriented roles. The remaining three CEOs 

perceived certain operational roles as being of primary importance. 

Three potential explanations have been proffered to account for 

this preference toward strategically oriented roles by these CEOs. 

First, the~. dtic nature of the technology utilized in the wood furni-

ture manufacturing industry may allow the CEO to focus more on strategic 

factors facing the firm. Second, the heavy competition within this in-

dustry may "force" the CEO to manage the firm st_rategically if they are 

to be successful. Third, every CEO who had a pr~ference for strategicaily 

oriented roles v1ere CEOs of their firm for a minimum of ten years. 

Thus, there appears to be support to suggest that the relative 

importance of the operationally and strategically oriented work roles 

of CEOs may be largely contingent upon the technology utilized, competitive 

structure of the industry and the tenure of the CEO. 
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