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Book Reviews 

authors get to critiquing TheoryZ for, among other things, a 
lack of empirical foundation, they have destroyed their own 
credibility. 

The ambition of the three authors was to present a compre- 
hensive analysis of the Japanese management system, but 
the final result of their efforts is merely a compendium of old 
stereotypes. Its concluding pages well summarize their dilem- 
ma. If the system is so oppressive, increasingly rejected by the 
population, inherently ineffective, and unable to adjust, why do 
so many Japanese firms continue to maintain their competitive 
advantage? Unable to answer, the authors revert to the ulti- 
mate position of the Japan-bashers, namely, unfair trade prac- 
tices. Again, as throughout the whole book, a few valid points 
are buried in simplistic rhetoric. This is unfortunate for a topic 
that certainly deserves a more balanced and rigorous 
approach. 

Vladimir Pucik 
Assistant Professor 
Graduate School of Business 
University of Michigan 
Ann Arbor, Ml 48109 
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Leaders and Managers: International Perspectives on Man- 
agerial Behavior and Leadership. 
James G. Hunt, Dian-Marie Hosking, Chester A. Schriesheim, 
and Rosemary Stewart, eds. New York: Pergamon, 1984. 487 
pp. $32.50. 

This book is from the seventh biennial symposium on lead- 
ership initiated by Hunt. Unlike the titles of previous symposia, 
this one includes leaders and managers; the site was Oxford 
University rather than Southern Illinois University at Carbon- 
dale; and two of the editors, Hosking and Stewart, are from 
the United Kingdom. The result is a conceptually and interna- 
tionally diverse set of papers on managerial leadership and 
behavior that should be interesting to a much broader audience 
than were previous leadership symposia. 
In the last symposium, "Leadership: Beyond Establishment 
Views," Mintzberg's (1982) integrative commentary was high- 
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ly critical of the narrow focus and limited audience of lead- 
ership research. He argued that current leadership research 
would only be interesting to leadership researchers and quickly 
identified his own research as focusing on managerial be- 
havior, not leadership. Stewart also dissociated herself from 
leadership research by prefacing her paper as an outsider's 
contribution to leadership research (Stewart, 1982). The inclu- 
sion of Stewart as an editor for the current symposium reflects 
a broader definition of the field. The diversity in this sympo- 
sium suggests that the field encompasses any research on 
-leaders - not just leadership as seen from social psychological 
perspectives particularly managerial leadership and be- 
havior. This moves the symposia beyond establishment views 
on leadership; however, it blurs the distinctions between 
Bass's (1982: 1 5) rhetorical "academy of leadership" and the 
Academy of Management views. The broadened audience of 
this volume may not include many practicing managers, as 
advocated by Mintzberg (1982), but it does include a large 
number of ASQ readers who reject the establishment views 
on leadership. 
In addition to diversity, ASQ readers should find this volume 
interesting because of the overall quality of contributions. Over 
200 abstracts were submitted for the conference, and only 1 6 
edited papers are included in the final volume. This rigorous 
selection process was complemented by judiciously invited 
commentaries from individuals on the opposite side of the 
Atlantic from the contributors. The 16 submitted papers and 
one invited paper by Lawler are organized into five sections 
with 22 introductory statements, commentaries, and integra- 
tive comments. The book closes with an epilogue summarizing 
more than 200 works in progress and concluding comments 
on the study of leadership. 

Part 1, "New Perspectives on Leadership and Management," 
includes four conceptual papers that remain within the tradi- 
tional structural-functionalist framework. Limitations of this 
framework are apparent in Tsui's treatment of a multiple- 
constituency definition of managerial effectiveness. In the 
functionalist framework, systems are assumed to be purpos- 
ive, and a system's or subsystem's effectiveness can be 
assessed in terms of fulfilling purposive functions that are 
independent of the observer. From the multiple-constituency 
perspective, however, effectiveness is an evaluative state- 
ment tied to individual observers' goals for the observed 
leader. Different constituencies frequently have conflicting 
goals for managers and consequently arrive at different evalua- 
tions of a manager's effectiveness. A logical implication of this 
perspective is that it negates the possibility of general state- 
ments of a manager's (or an organization's) effectiveness. 
Tsui did not recognize this implication, but remained in the 
structural-functionalist framework by introducing organization- 
al effectiveness as the ultimate evaluative criterion in the 
final section. A preferable conclusion from the multiple- 
constituency framework would be the rejection of structural 
functionalism in favor of conflict models of leadership and 
managerial behavior (Turner, 1978). 
Part 2, "Research Methodologies for Exploring Managerial 
Behavior," presents a mix of experiential and observational 
techniques. Burgoyne and Hodgson discuss important theoret- 
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Book Reviews 

ical assumptions in using stimulated recall and protocol analy- 
sis. Very rich, detailed, and innovative observational strategies 
are described in three other papers, including a triangulation of 
leadership concepts with qualitative and observational tech- 
niques by Martinko and Gardner. The depth and variety of raw 
data generated by the observational techniques suggest that a 
grounded-theory approach would facilitate reduction of the 
behavioral observations into meaningful and parsimonious 
categories. As noted by several commentators, greater 
theoretical development would strengthen the observational 
techniques. Forsblad's commentary also supplements the 
papers' sparse literature reviews by enumerating 16 impor- 
tant observational studies of managerial behavior. 

Part 3, "Symbolism, Metaphors, and Manipulation of Mean- 
ing," is possibly the most stimulating section of the book. Siehl 
and Martin conducted a quasi-experiment on transmission of 
organizational culture to new employees in a two-week train- 
ing program conducted by a high-technology firm. They used a 
variety of novel techniques for assessing individuals' cultural 
knowledge and ideological commitment, including a vocabu- 
lary test of special language and jargon unique to that organiza- 
tion. Respondents were also given short stories and, for each 
story, were forced to choose one of three morals, only one of 
which was correct for that organization. These techniques 
were very appropriate for the authors' purposes and suggest 
numerous variations for quantitative studies of organizational 
culture and climate. 

The Huff chapter describes a case study of problem formula- 
tion and reformulation resulting from new information and new 
decision criteria. Special-interest groups had an advantage over 
neutral managerial decision makers because they could legiti- 
mately structure problems by advancing a particularistic inter- 
pretation of ambiguous situations. This paper clearly moves 
beyond the dominant structural-functionalist framework to a 
conflict perspective that suggests that minority interest groups 
can prevail when they are represented by a vigorous and 
articulate advocate who is dedicated to one cause. Morley's 
insightful commentary on this paper underscores the impor- 
tance of the symbolic function of leaders, but he fails to note 
that both managers and non-managers (leaders and non- 
leaders) use symbolism and that research on symbolism is 
thus not uniquely leadership research. 

Part 4, "Participation Research: European and United States 
Perspectives," includes-the only invited paper in the sympo- 
sium to provide the United States' perspective, because of the 
relative scarcity of leadership research in participative settings 
in the United States. Thus, Lawler's contribution is limited to 
partially supported speculations on the different skills and 
abilities required in participative rather than autocratic settings. 
The Drenth and Koopman chapter, however, is an empirical 
study of contingency variables affecting the effectiveness of 
participative decision making in various types of decisions and 
different phases of the decision process. 

Part 5, "Think Pieces on Overcoming the Ruling Paradigmatic 
Orthodoxy," falls short of its promise to offer new ideas. For 
example, Osborne, Morris, and Connor emphasize leadership 
as patterning, but refer only to mainstream leadership research 
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rather than to the growing literature on organizational culture 
and symbolism. The basic premises of part 5 are questioned by 
Clark's commentary, on the grounds that the ruling orthodoxy 
is neither homogeneous nor limiting. He argues that Katz and 
Kahn's (1978) open-systems perspective is sufficiently flexible 
to encompass any new ideas in this section. Although this 
open-systems perspective may be compatible with the 
structural-functionalist papers in this section, it is inconsistent 
with the more innovative papers in the symposium. 

The concluding chapter in this volume provides the editors a 
forum to argue that leadership research is undergoing a para- 
digm shift away from structural functionalism. Kuhn (1970), 
however, would probably argue that the field is pre- 
paradigmatic. Few of the contributors are likely to abandon 
structural functionalism, particularly Rauch and Behling, who 
argue for a stricter adherence to this perspective. 

The symposium was intentionally structured to increase di- 
versity, and it reflects an amalgam of schools that lack a 
common definition of the focal phenomena. The contributions 
span many interest areas of ASQ readers, from leadership to 
strategic decision making, from performance appraisals to 
organizational culture, from managerial behavior to participa- 
tive decision making. Rather than creating a scientific revolu- 
tion in leadership research, this symposium is likely to stimu- 
late innovative research in several different areas. 

William H. Glick 
Assistant Professor of Management 
University of Texas at Austin 
Austin, TX 78712 
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Organizations and Experiments: Designing New Ways of 
Managing Work. 
Malcolm Warner. New York: Wiley, 1984. 194 pp. $24.95. 

Although this book is quite modest in size (1 63 pages of text), 
it has a very ambitious purpose. As the author states in the 
preface, "In this book I have tried to explain how new ideas 
about organizing work came into being." Warner attempts to 
accomplish this task by initially devising an analytical 
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