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ABSTRACT: The goal of this study is to analyse how the stpatermation process takes
place; studying the relevance of the integrativespective and the use of the variables
rationality, involvement and vision; Verifying theelationship between an integrative
strategy formation process and the management ok aod the consequences of this
relationship in terms of performance, identifyitng tcauses for a better fit; Also, verify the
propositions that have been formulated and lookimghew variables that could affect the
relationship between strategic process and workagement. It has been adopted a
gualitative methodology through a study case. Attercase analysis it has been identified
two different variables (flexibility and the rold the middle manager) that can have an
influence in the subject of study; also, it hasrb&mund that if there is an important fit
between the variables that define an integrativegesgy formation process and the design
variables used in the management of work, the gmoceill be more efficient and,
consequently, the organisation will obtain betesuits.
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1.INTRODUCTION
ne of the most relevant subjects in the field onkigement is the

study of strategy formation process (Mintzberg &tév/s, 1985;
Hart, 1992; Andersen, 2004a & b). On the other haihe
characteristics of work have been analysed fronfemiht
approaches (Perrow, 1967, 1970; Mintzberg, 197%jisP&
Herrera, 1988; Donaldson, 2001; Moreno Luzon, P&is
Gonzélez, 2001). All these authors analyse fromcaaorganisational perspective or consider
work as a variable that explains the overall desifrthe organisation. Consequently, this
research focuses on the study of strategy formgbimtess from a microorganizational
perspective and on its relationship with the mareage of the different types of work in the
organization. This proposal tries to follow the pweal of Johnson, Melin and Whittington
(2003); but it is new, as it analyses the micronizgtional level of work in greater depth.
The idea is that this is the way of obtaining atdyefit and a greater efficiency between

strategy and work management

The main goals of this work are the following: @nalysing how the strategy
formation process takes place; studying the relewasf the integrative perspective and the
use of the variables rationality, involvement andion; (ii) Verifying the relationship
between an integrative strategy formation process tae management of work (Perrow,
1967, 1970, Ouchi, 1980, Peesal, 2006) and the consequences of this relatiorishgrms
of performance, identifying the causes for a befiter(iii) Verifying the propositions that
have been formulated and looking for new variabibes could affect the relationship between
strategic process and work management. The resqagegtions are the following: Q1: How,
in which kind of environments and through which ightes can an integrative strategic
process be more efficient and generate better teeqdrticularly in the management of
complex work?Q2: Is there any new variable that could better laxp the relationship
between an integrative strategy formation process the management of the different types
of work?To achieve those goals, that is, the studwloy andhow, with an emphasis onow
the processes take place, it's adopted a quaktatiethodology (simple case (Eisenhardt,
1989)) studying how does the strategy formatiorcess develop (Johnsat al, 2003:11;
Regnér, 2003; Jarzabkowski & Wilson, 2002; Jarzalgkd, 2003; among others, use the
gualitative methodology in their research works)l fwow does the organisation manage the
different types of work (Perrow, 1967, 1970, Oud880, Periet al, 2006) confirming its
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relationship and the results of the fit in termsoofanisational performance. The case study
was carried at Universit of Valencia (intentionesimple) where it has been used semi-
structured interviews and direct observation iemfiting to answer these research questions
and contrast the hypotheses proposed accordingettheoretical framework. As an advance
of one of the results in this study is that it'bedentified two different variables (flexibility
and the role of the middle manager) that can havmffuence in the subject of study; also,
it's found (as it was proposed after the theorétiemiew) thatif there is an important fit
between the variables that define an integrativategy formation process and the design
variables used in the management of work, the p®ceill be more efficient and,

consequently, the organisation will obtain bettesults.

2. THEORETICAL REFERENCE
2.1 Integrative strategy formation process

This research focuses on the study of the integraipproach (a balance between a
rational and planned strategy (Ansoff, 1965; Andre®971, Porter, 1980) and an emergent
one (Mintzberg, 1973; Quinn, 1978; Farjoun, 200&Mmen analysing the strategy formation
process. This integrative approach is presentenvibrks of Mintzberg and Waters (1985);
Hart (1992); Hamel and Prahalad (1994) and alsmane recent contributions as shows the
works of Johnsorgt al. (2003); Andersen (2000, 2004 a, b) or Elbanna, 200

Authors as Johnsoet al. (2003) point out the significance of the actistéeveloped
in the organisation; taking them as a starting fpdimese authors have studied the strategy
formation process. That is, they propose that thrategly should emerge from the
microorganisational level, where the task developmiakes place. From this micro-level the
organisation can achieve important benefits; tlsatim very competitive and complex
environments more people and more frequently awlved in the strategy formation
process, what requires greater decentralisatiobarifla’'s work (2006) follows the same
direction as well. This research work indicates the strategy formation process must follow
an integrative pattern, with a balance betweeomatity and those other emergent issues. The
author acknowledges that significant initiatives cme from the inside organisation. The
arguments of Andersen (2004 a, b) is also followdeen he points out that the dynamic
interaction between emergence and planning mustameysed. Following this work
(Andersen, 2004b) some important concepts has dxablished for this research. First of all,
the concept of decentralised strategy formatiois; itha process that facilitates the emergence

of different strateqgic contributions that come frdnmse managers belonging to the lowest
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levels of the organisationb¢ttom-up influende (Andersen, 2004b:1274). This author
emphasise also the concept of strategic plannidgla need of analysis when firms have to
adopt a strategic decisiotop-down influence Thus, it can be affirmed that an integrative
strategy formation process considers the needdetantralised strategic process and the need

of a strategic planned process jointly (Anders@@4d:1276).

Considering theplanning processthe most important variable isationality. A
rational process is an analytical one, with a @ertkegree of formalisation (Ansoff, 1987;
1991). In contrast the concept of emergermetom-upperspective) appears. This concept
considers that strategy must not be imposed fromttip; and that strategy can emerge
(strategic initiatives) as a consequence of workimgroups. So the most relevant concept in
this framework is the concept imfvolvemenit Furthermore, the inductive model presented by
Regnér (2003:78) or the strategic role of theldle managein the classification of Floyd
and Lane (2000) assume the existence of an imgatégree of involvement in the managers
of lower levels. If both, rationality and emergemast reach a coherent fit, they need to be
integrated. The umbrella that integrates both Wemisvision (Weick, 1989; Hart, 1992;
Mintzberg and Waters, 1985 when they talk aboublmtgcal or umbrella processes, and
Hamel & Prahalad, 1994 when defining the “stratdgtent” and the concept of “strategic
architecture”). When there is a clear vision tatommunicated; when the objectives and
mission are explicit; and when the leader is abledmmunicate and transmit it, then the
initiatives have a common goal, they emerge inrtaneorder, influenced by the rational and

planned processes.

Aditionally, the relevance of adopting an integratistrategy formation process is
related to the importance of studying the varigil@ggformanceand how and in which extent
an integrative strategy formation process can aftee results of the firm. The relationship
betweenstrategy formation procesand performancehas already been analysed in the
literature (Slater, Olson & Hult, 2006) and alsce tinfluence of a more flexible and
decentralised strategy formation processperformance(Goll & Rasheed, 1997; Brews &
Hunt, 1999). Recent works (Andersen, 2000, 2004) aeinforce this integrative perspective

and its relationship witperformance.

2.2 Microorganisational perspective — analysis ohe types of work
It's necessary to know which characteristics of woek are in order to achievefih
with the design variables. As a result, it has beeaslysed the works of Perrow (1967, 1970)
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Management. The contribution of Perrow charactatiferent types of models (bureaucratic,
non bureaucratic, complex, technological) for agaoisation. As the work has different
characteristics as a consequence of the differeiusts and services that are elaborated; and
taking into account that the different types of kvanfluence the management of the
organisation and following Perrow’s proposal (1970)can be said that the work can be
classified agoutine, engineering, professional and non routiRggure 1 presents a revised
version of Perrow’s Model, with an advantage: thlationship among the types of work and
the fundamental organisational variables (in tigsire formalisation (F), centralisation (C)
and human resource policies (P)). L1 (Labor) isringine work, L2 engineering work, L3
professional work and L4 qualified and creative kvdfrom now on those works will be
named as follows: routine and repetitive work, witkv levels of qualification (L1), non-
routine work with mid-low levels of qualificatiorL2), professional work (L3) and qualified
and creative work (L4), (Moreno-Luzoet al, 2001; Periset al.2001 & 2006).

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

L Non Routine

Low Qualification L Routine,
High centralization i i Rzgﬁgﬁ';/:d
Low Formalisatio i +C

i Formalised

-Pc e
""""" ["Creativeand -F +F Professional and
qualified b iQualified
Low centralisation I L4 L3 iLow centralized

Low formalisation ¢

iFormalised

+Pc

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

Figure 1: Work Characteristics
Source: Adapted from Perrow (1970) & PERISal. (2006).

It's important to point out the significance of thariables centralisation (C),
formalisation (F) and human resource policies (}heey are variables that are underlying
every issue in the organisation. Considering threalskes C, F and P, the essential question is
how those variables contribute to the design andagement of work, taking into account
that centralisation can be structural (relatechtohierarchy) (€ or related to the supervision
of work (G.). Formalisation can be referred to planning amdbal organisational mechanisms

(Fs) or to the way in which work can be normaliggd. Finally, human resource policies (P)
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professional career or promotions; and complemgnpaticies (Pc) corresponding to the
different ways of measuring, evaluating and colitrglperformance, and also the systems of
compensation and incentives (promotion, rewardsetits...) (Periset al, 2006). Bearing in
mind these variables it has been designed a simptiel that characterises with greater detalil
the types of work, from the most simple works (kd the most complex ones (L4); and the

prescribed use of the different design variabléguife 2).

AC +C
A

+(Cg C) -F, +Fs +(FLFs) +(CgC)

-Pc+Pe Y 4Pe-Pe

L2 | Lz’
F +F
d | L3
+(PEPo) + (P, Po)
-(Ce C)) -F +Fs + (FL, Fs) -(Cg C))
-C .
0 F

Figure 2: Levels of Centralisation, Formalisatiblyman Resource Policies and Types of Work
Source: Adapted from Moreno-Luzéhal (2001:224).

The routine work (1), has a low qualification, there are no changesxaeptions in
its development; it is easy to analyse it; andsitlharacterised by certain levels of explicit
knowledge; it has a medium-high degree of formabsa(+F) with norms, standardised
procedures and rules, and a medium-high centrialist+C). The non-routine work4.2),
with medium-low qualification is characterised lneduent changes and exceptions in its
development. It doesn't integrate relevant explaittacit knowledge; it is easy to measure
and evaluate it, and consequently centralisatiorefficient (+C), with low levels of
formalisation (-F) in order to achieve flexibilitand adaptation (Perigt al, 2006).
Professional work L(3), with medium-high qualification, experiment leskanges but is
difficult to analyse it. This work integrates a grelegree of explicit and tacit knowledge, as it
includes professional training and/or relevant exgoee. It is formalised (+F) but the level of
centralisation is lower (-C). With this kind of woit’s important to generate the commitment

of the employee, through complementary human resopolicies (compensation systems)

1
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difficult to analyse it. It embraces a great degmdevery important explicit and tacit
knowledge. In this situation the commitment andpsration of the employee is necessary.
This type of work is not formalised (-F) nor cefiszed (-C), as a control mechanisms based
on formalisation and centralisation could destrogeativity and commitment. The
complementary human resources policies (+Pc) ateeraely important; the convergence
between individual and organisational objectivereguired (Ouchi, 1980) when the work is
complex and managers have difficulties to contrml eneasure it. This work requires a great
degree of involvement. It is difficult to analysd [difficulties on measurement), as the work
is very complex and managers of upper levels cakmotv the content of the work in depth;
consequently, they are not able to control it. Theplexity of work or the great levels of
cognitive complexity (Boisot & Child, 1999) in therganisation will require less planned

strategy formation processes, but a certain degfremergence, vision and involvement.

2.3 The integrative strategy formation process foan efficient management of work

As it has been pointed out, an integrative strafegyation process that combines in a
balanced way rationality and emergence facilitatéetter management of work, particularly
of complex work. Hence, the key idea is that argrative strategy formation process is more
efficient when there is a fit with those designiahles that manage work in the organisation,
particularly complex work. On the other hand, meaatonal and analytical approaches fit
better with more simple and routine works. The grdgive process is more efficient in the

management of complex work (as recent literatugees).

When considering strategy formation process itefering both to formulation and
implementation; and as it is very difficult to smpee and control the development of the
work, managers decide to decentralise and empowekens, as they know more effectively
how to manage their own work. At the same time, tieeessary knowledge they have
developed give capacity to them to participatenm decision making process, not only at the
implementation stage but also at the formulati@gyet suggesting new strategic options that

could represent litle or important changes in tingtsgic plan.

Additionally, if the environment experiments quickanges, the planned strategy has
to introduce emergent elements in order to takefitsrof the environment opportunities and
obtain competitive advantage. That balance dritiesfitm to the adoption of an integrative
strategy that is required for an efficient managaee work. The characteristics of the

combination (more rationality, more emergent eleislewill rely on the types of work that

| T o | V.Y | N P S P TR 1| . . S S [N T PR



Integrative strategy formation process and the ngemaent of complex work 115

model that summarises the variables that come from fiifferent literature approaches
revised; and puts the emphasis on the requiredhrfdng those variables. If the firm reaches a

certain level of fit, results will be better foratirm.

Environment

Implementatio

(+)++

Implementatia

1 1
1 1
1 1
1 1
] 1
l i
! . . 1 .
VL, L2 1 Rationality 1 Fit between
. A ! strategy and the
1 types of work
- (+) \ Ly P
1 - 0 !
1 The s 8 !
| Characteristics 0 s g !
1 work influence B2 !
| the way of Vision g% ! o
! managing it and L= ! >  Performance
| th > > ! >
| the strategy 22 ! +
! g g !
1 n n ! .
' (+) ! Fit between the
1 (++)++ v 1 components of
1 1
L3, L4 < » .. strate R, |
H ! Implication H and ﬂ?ey( )
1 X o g ;
1 1 environment
' H characteristics
i l
1 1
1 1
1 ]

Figure 3: Relationships among the Studied VariahtesPerformance
Source: Developed by the authors.

The strategy formation process is reflected in tmedel through the variables
rationality and involvement, together with the white vision. This variable is like an

umbrella, and is affecting both variables.

The arrows indicate the direct or indirect relasibips among the variables and the
different types of work. Horizontal arrows indicatalirect and positive relationship between
rationality and types of work L1 and L2; and invainent is positively related to types of
work L3 or L4. With L1 or L2 (less complex and rmg) the firm will adopt a more rational,
deliberate and planned process, where top manafese the strategy in the formulation
stage; and in the implementation stage top managénsse centralisation, formalisation and
lower degrees of complementary human resourceipsligVith the types of work L3 or L4

(creative, complex) the firm will adopt an integvat strategy formation process, with more
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emergent elements and more involvement; and imtpéementation stage managers will use
lower levels of centralisation and formalisatioogdising on the use of complementary human

resource policies (compensation systems) encowgawgotivation.

Finally, there are works (Goll & Rasheed, 1997;vizse& Hunt, 1999; Andersen,
2000, 2004 a, b) reinforcing the integrative pecsipe and its relationship witherformance.
Thus, the greater the fit between the managementook and the characteristics of the
strategy formation process the stronger the paesitiglationship between process and
performance. The Model includes the variables usdatie empirical analysis in the second
part of this research: Strategy (rationality, wis@nd involvement); environment (dynamism
and complexity); performance (organisational andcess); types of work (change and
complexity); and design variables (centralisatimnmalisation and human resource policies),
Table 1.

Table 1: Description of the study dymensions and vables

Variable Description Concept
Rationality: Formalisation and analysis in the deggsi — making
process
Vi Strategy Formation Vision: Value transmission
Involvement: Participation level (distributed autity) and decision
involvement
V2 Environment Change levels and environmental derity
V3 Performance Level of marker and organisatioaaiilts obtained by the organisation
Level of exceptions, change and complexity of tiféecent types of
V4 Types of work work, as a consequence of the different types oflyets and services
elaborated by the organisation
DeS|gn' . Variables Autonomy for deciding, definition of hierarquicaJels, structuring of
V5 centra!lsapon, the activities and functional and complementarywéel) Human
formalisation and HR -
Policies Resource policies.

Source: Developed by the authors.

Hence, taking into consideration the different stadanalysed and the different
typologies revised; and recognising the positiviuence of the fit between the strategic
process and the management of work on performamcean be stated the following
propositions:

Pl The adoption of an integrative strategy formatiprocess, in complex and

dynamic environments, is positively related toablievement of greater performance levels.

P2 For a type of work with the characteristics of Lddal 2 (simple, low complexity)
the firm will adopt a rational, deliberate and plaed strategy formation process, where top

managers chose the strategy.
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P3. For a type of work L3 and L4 (creative, more céemp the firm will adopt an
integrative strategy formation process, with a dezadevelopment of participation and

involvement, and more emergent elements.

P4. The adoption of an integrative strategy formatiprocess is positively related

with firm’s results, when it manages complex wa (4).

3. METHODOLOGY

A qualitative methodology was applied, through tiethod of simple case study. This
is an explicative study, as it tries to answer sauestions atiow and whyon the other
hand, it was considered this study is also as eafoy, because it is trying to find out new
relevant variables that could help to identify atefine the different types of work and the
relationship between the management of the diffetgpes of work and the strategy
formation process. This new variables and furthealysis will contribute to generate new

propositions.

Research Design The design of this research follows a six-stagecess: (i)
Establishing the research objectives; (ii) Esthlnlig the theoretical research framework; (iii)
Defining the unit and level of analysis; (iv) Seleg the study case; (v) Studying a pilot case;

and (vi) Ellaborating the protocol for the casedgtanalysis (Pérez Aguiar, 1999:231).

Unit and level of analysis:After designing the objectives (introduction) amndlding
the theoretical framework it's defined the orgati®@g considered as an open system as the
unit of analysis. It is focusing on the analysis tbé strategy formation process in the
organisation and the study of how rationality amgesgence are combined in this process.
The relevant level of analysis in this researcthnésmicroorganisational one that includes the

different types of work (L1-L4) and the way in whithey are managed.

Selection of the caseThe main reason for the selection of this casmehored in the
intentionality of the case (Eisenhardt, 1989). Thse is, following Yin (1994), a critical case
for studying the variables analysed, that is, tha@s@bles characterising the different types of
work and how they are managed, together with tteegjic variables (rationality, vision and

involvement).

Moreover, other reasons have also guided the sgmiegrocess: the needed to
guarantee the viability of the study (the Univergiermitted the study, and this fact responds

to the criteria of accessibility/convenience); aldtad the possibility of analysing an
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organisation that could offer the opportunity tarle and to have new perspectives about the

topic has been focusing on.

That fact could let to extend (Eisenhardt, 1989)verify (Yin, 1993) the existent
theory. In addition, it was selected a public ssevorganisation (education — University of
Valencia) with a great size, which guarantees taitetevel of development of the strategic

process.

Guide case:the selection process was based on the possiildibave access to the
information; also, it was an important, technolagiirm, with a big size and developing
different types of work, particularly complex woilkwas a firm from the transport sector that

makes/manufactures trains and diesel-locomotivesng other products.

Following the qualitative methodology, were develdpsemi-structured interviews
with open questions. The first stage in the inawidevelopment process took place in the
pilot case, from May to September of 2006. The ltesaf this process permited to improve

and extend the protocol of the case study.

Protocol of the case analysighe protocol includes two different steps: a) Searof
evidence and data collecting procedures and b)dieiel analysis. The first step required the
use of three different techniques: (i) in-deptlemiews with different members of the firm —
the interviews were open and flexible, through misstructured questionnaire due to the
exploratory nature of this research. It's been ted a pre-planning of the interviews, with
a timetable including the duration, level in therarchy, and instruments used in each case
(Table 2).

The major parts of the interviews were developeth@nmanagerial level, as they have
information both of strategic issues and of workarelcteristics. The interviews were

recorded, in order to analyse its content.

This fact facilitated the triangulation of the imfeation; (i) document analysis
referred to the organisation studied (the documelaisorated by the organisation itself, that
is, the strategic plan, organigrams, job deschiptpromotional material, different economic
and general reports, web information, internal atilons, institutional videos and published
information in academic or sector journal and neapsp). (iii) Direct observation
(observation of how the process took place, and #he different relationships among

sections analysing its culture and the way of ddimggsin situ) It has been visited the

Arnantiecenatinn’e fFarilitine and ecnant fimaoa nAnheamisyrmar tha Aiffaranmnt nrnacrncence ralatad +A thoa
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work went on in the diverse departments. This ligicto confirm many questions metioned in

the interviews or in the analysed documents.

Table 2: Visits and interviews cronogram

Data Duration Responsible Instrument

04/06/2007 1lh Responsible of the Planning and Interview n° 1 semistructured
Analysis Service

08/06/2007 15h Vicedean of european Interview n° 2 semistructured

convergence and quality

11/06/2007 2h Dean Conference “University 2007”

11/07/2007 1h Responsible of the Group far Interview n° 3 semistructured
External Analysis

12/07/2007 6 h General Meeting Components Observati

07/09/2007 1h Lecturer Interview n° 4 semistrusdur

07/09/2007 1h Administrative personnel Interviewdrsemistructured

Source: Developed by the authors

The second step (b) was the evidence analysisastbeen use®attern Matching
Tactic in order to compare the facts, behaviour @nmimstances included in the theoretical
propositions with the facts, behaviour and circiameés observed in the case. Aditionally, it
has been specified the variables used in the ddliecting process, which will facilitate the

process of analysis and generation of results.

4. ANALYSIS OF THE CASE

From now on it is going to be presented the anslgkthe information obtained in the
case, alongside the discussion and the comprobatitimee considered propositions, looking
for patterns that explain the analysed variabldsabeur and/or new variables that could

explain the explored issues.

The University of Valencia (UV), founded in 1499twithe name of “General Study
of Valencia” was initially focused on the studidsneedicine, humanities, teology and law;
today is a modern European University, and it isrof the different branches of knowledge,
research and culture. The University is a publgtiiation, with different rights protected and
recognised by the Spanish Constitution and othewsLaVloreover, the UV, as a public
service, has themision of teaching and spreading the neccesary knowledgerder to
facilitate an adequate learning process, a compeafiessional or artistic training for their
future professional development, and the obterntiothe corresponding academia titles. The
final objective of this institution is the continu® up date of knowledge and continuous

training of their teaching staff (and also of thefisbelonging to other teaching levéls)

The UV is a complex organization and is undergo ammex and dynamic
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consequently, the different types of work developethis institution are complex. And the
UV is also dynamic for two main reasons: a) theeasing competitiveness as there are a lot
of new public and private universities; and b) tmecessary changes in the relationship
University-Society. So, on the one hand the nunabemiversities competing has increased,
and the number of students is decreasing contityd¢imlowing the population patterns in

Spain, that is decreasing and getting older).

On the other hand, the changes in the relationséiyeen the University and Society
lead the University into a process of an increakingwledge transfer to society; and the
University has to find the way to do it. Howeves, iais an important public institution, the
UV has different elements that provide the institutwith a certain degree of stability.

This can be confirmed if observing, for examples tumber of registered students,
the publications of its researchers and the nurobémparted degrees, whose content does
not need, in general, to be modified in a greaemxtn order to adapt to the future
requirements (Bolognia agreements). Consequentiybeaconcluded that the environment
affecting the UV has moderate level of change and dynamimrocess of convergence in
higher education is taking place nowadays in Eurdpes process is one of the external
factors affecting the decision process in the Uisitg On the other hand the strategy
formation process takes place in parallel with tbenulation and implementation of the

strategic planning process that is a strategicggunidhe organisation. As the UV Dean says:

The University of Valencia needs a Strategic Plaroiider to identify those key
factors and goals that permit us to adapt to thobeages and challenges that the
environment requires. Together with that, the 8gt Plan will contribute to an
improvement of the organisation, and to a betterasgerception of the University
and its activities. Summarising, the UniversityMaflencia needs to define the future
instead of react to it. The Strategic Plan is d toat helps us to design the desired
future, with methodological rigorousness in ordeptan the implementation of the
programmed actions and the required resources,t@revaluate the execution,
changing and adapting the objectives when neces$agy main objective of this
Strategic Plan is to give the management team (stad®ling it as the people and
organisations with managerial responsibilities)irmportant tool that facilitates the
elaboration of a shared vision and future, positw& hopeful, but valueing the
tradition and history of the institution.

Attending the words of the Vice-Dean of Quality &waropean Convergence:

The participation in the process of the elaboratiérihe Strategic Plan has been
very important; the process was open to the whaleusity community and
everyone could express their opinion about the oheeu in progress that was being
elaborated. The most specialist work creating aewklbping the strategic lines of
the plan was done by internal groups of the Unitsgrand they were formed by
lecturers, administrative personnel and studergpendding also on the content of
each strategic line. The president of the Comiteetie Development of the Plan
has visited every group, organisation and institntéhe University to present the
Plan. Those visits were mainly asked by the stideftthe different campus.
Definina the nroduct and the service of the UV isgay complex task. If we sav that
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the UV produces degrees, we should aglat degreesWhich typesof degrees?
There are oficial degrees, particular degrees,ahdr studies that are not degrees
but diplomas also, the UV produces basic and applied reseagemerates
knowledge transfer, culture. That is, there is aoproduct or a service, but a
diversity of products and services that emerge friti@ heterogeneity of the
organisation. However, and for all those reasomscan say that the main output of
the University isteaching and researchingAnd the different services of the
organisational structure of the UV act as a coatitim link that reinforces the main
designed activities.

4.1. Analysis of variables
The main evidences found in the data analysis ef dase (UV) for each of the
selected variables: strategy, environment, perfaoea types of work, design variables

(centralisation, formalisation and HR politicies¢ summarised in Table 3.

Table 3: Variables evidences at UV

Variable Description Evidences in the company
V1.a: Rationality. Mid-level of rationality in the decitsi-making process.
Vi Strategy V1.b: Vision: relevant and systematic value transmission
V1.c: Involvement: Great Levels of participation and ilwement in
decisions.
V2.a: Great complexity due to the knowledge creation ar@hagement by
V2 Environment the Univesity.
V2.b: Competitive environment (Opening of other Univeesit Virtual
University); New Challenges, Bolognia.
V3 Performance V3: Important society ac.cepta_mce anq a(':knowledge_nm?’e:h_sing number
of degrees and masters; quality mention; pater&8),Rirms’ spin-off.
V4.a. & V4.b:
L1: Maintenance Personnel and caretaker;
V4 Types of Work L2: Security, Administrative assistants;
L3: Administrative and technical personnel, Lectureaching activities)
L4: Governmement team, Doctors (research activity).
V5.1.a: C.: Medium level (L3 administrative personnel) andlvel (for
lectures);
) V5.1.b: Cg: Well defined hierarquical levels; Bureaucratisture for the
Design administrative work and a flat structure for leetsir
Variables: . - )
V5 centralisation V5. 2.a:F.: Professmnal_ Protoco_ls, _
... " | V5.2.b: Fs: Goals establishment in the Strategic Plan, bugjget
formalisation
and HR policies| V5.3.a: Pe: Formalised Selection processes, training cou(Besmanent
Training service);
V5.3.b: Pc: Reward systems sometimes less developed (lowcitgp@
motivate people). More developed for L3 & L4.

Source: Developed by the authors

4.2. Propositions: analysis and discusion

Proceeding with the analysis, next step is to explbe established propositions with
respect to the University of Valencia. With respaxtPl. The adoption of an integrative
strategy formation process, in complex and dynanidgronments, is positively related to the
achievement of greater performance levélse strategy in the UV, as stated earlier, shaws

bottom-up process, and is not strictly an integeatormation process.
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The environment is dynamic, but contains some ehesrfer the stability that make to
classify it with a medium or medium-high level ofrdmism. This mid-high level of change
favours the fit and, as a result, the high levepefformance (in terms of students, titles,
quality of the teaching activity, research...). Hoeevmore rationality in the proceses (and
less influence of politics) will improve the fitsghe environment is increasingly complex,

and consequently, results would get better (P4).

With respect td®2: For a type of work with the characteristics of Liddal.2 (simple,
low complexity) the firm will adopt a rational, detrate and planned strategy formation
process, where top managers chose the strai&gy be considered that there are moderate
levels of rationalityin the organisation, and this rationality affectgdhwmore intensity the
works classified as types L1 and L2. Neverthelessry level of the organisation, included
the one referred to the more simple work, partitepa the decision-making process in
different meetings and departments. This fact regéed to the processes that take place in
the organisation, making it more inefficient. Iristitase cannot be said that top managers

chose the strategy, what lead to confirm the pribipospartially.

With respect td?3: For a type of work L3 and L4 (creative, more cdemp the firm
will adopt an integrative strategy formation proseswith a greater development of
participation and involvement, and more emergeaimantsin this case, the agents that are
developing the works classified as L3 and L4 regugreat levels of knowledge;
consequently, they have the necessary abilitigaitticipate in the decision making processes
and as a result, they are more involved in thdesira process. Taking all these issues into

account can be said that proposition three is ooefil in the case of UV.

With respect toP4: The adoption of an integrative strategy formatiprocess is
positively related with firm’s results, when it nages complex work (L3, L4The UV is
developing an integrative strategy formation precesid as could be concluded from the
analisys of the evidences stated before, this poobtains positive results in the analysed
organisation. Nevertheless, efficiency levels arevery high. Although there is a fit between
the strategic process and the types of work to Braged (in the UV the major part of the
work is L3 or L4) the fit will be greater with highlevels of rationality. Rationality is limited
by the politic processes that take place in thisdkof organisations. As a result, the
proposition can be only partially confirmed. Sumisiag, all the established propositions are

totally or partially confirmed in the UV. This onggation is in an important development
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relevant and secure position in it. The achievenwntl better fit among the analysed
variables (that is, an increase of rationality wigss importance of the political processes)

would permit the UV to achieve better internal axternal results.

4.3 Research questions and the propositions analgsi

The objective of this section is to think about fbemulated propositions, after the
theoretical review and the case study analysisthEtmore, new propositions can be
formulated that change or transform the ones tleméwnitially enunciated. In the begining of
the paper it has been proposed three researchiangest set of propositions were derived
from them. The objective was to observéhibse propositionsould beconfirmedtotally or to
a certain extent in the studied organisation. Adddlly, seek to know if other new variables
could explain the stated relationships, as a resuthe exploratory nature of the analysis.

Hence, present now the results of the analysisdmtwuestions and the propositions.

Proposition P1 was related to the first resear@stijon, that analysed the relationship
among environment, integrative strategic processrasults; it was only partially confirmed
in the UV, as the higher dynamism of the environnvesis not verified. Results could clearly
improve with more rationality, with less influenoé the politic process. This way, the level
of influence of the manager’s intention in the anigation would be greater. The mid-level of
dynamism of the environment fits with a bottom-ypm@ach (less racional). But, as the work
is mainly complex and there is an increasing coitipebhess and dynamism, it could be
confirmed (in the case analysis) that more ratipnalould improve the performance of the
organisation. Summarising, it can be verified ttieg integrative strategy formation process
(as the theoretical framework points out) takesland is more effective when the work is
complex (L3, L4). With respect to the second redeguestionis there any new variable
that could explain the relationship between the aggment of work and the adoption of an
integrative strategy formation proces€an be considered a new variable that had not been
identified in the theoretical review, and that acdarify the relationship between the strategy
formation process and the management of work. Masable is the flexibility (or
adaptability).Adaptability means the ability of the firm to adapt to the iezments of the
environment (innovation, constant development oi nenowledge), particularly in those
firms that have to manage complex work (L3, L4)apthbility should be incorporated in the

characterisation of the strategic process, togetitarrationality and involvement.

On the other hand, it has been confirmed the raeyaf the middle manager’s role
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analysed case, facilitates the effectiveness ofirtegrative strategic process, particularly
when managing complex wotk3, L4). The different roles identified in the literature the
middle managers (Floyd & Wooldridge, 1992, 19970®@0are very important in the strategy
formation process both facilitating and implemegtstrategy (Floyd & Lane, 2000); and
sinthesizing those proposals that come from thesbwevels of the organisation. These roles
of the middle managettook place clearly in the case of the UV throupk tirectors of

faculties or departments.

5. CONCLUSIONS

After the analysis it's observed new relationstapd new variables that have to be
considered in the model (Figure 3), which were aoalysed first. As can be seen in the
modified model (Figure 4the grey colour indicates the changes. Firsthtéhe figure shows
that the different types of work can be modifiegheleding on the way that they are managed.
For example, L3 moves to an L4 (as in the UV) asoasequence of the low degree of
formalisation and centralisation. As pointed otifjas been added the variable adaptability.
This variable comes from the concept rekilience (Hamel & Valikangas, 2003) and is
described as the dynamic capability for reinventsitanging and adapting to new situations.
This variable is related to those others that diesdhe strategy formation process, and it is
directly related to the strategic emergence aritlégacharacteristics of the middle manager. As
well the model shows the need of fit and integrataf the information flows, and the
relevance of the middle manager facilitating anglamenting the strategy, and sinthesizing
and championing the different alternatives to the managers (Floyd & Lane, 2000:159).
Moreover, the new model considers specifically aasgic and complex environment (Figure
4).

As a consequence of those changes in the modefsoa confirmation of the
formulated propositions, the results obtained irs ttesearch can be summarised in the
following new propositions that can be the basigutfire hypothesisP1: When managing
work with medium-low levels of complexity (L1, L23) the firm will adopt an integrative
strategy formation process, that combines a certiigree of participation and involvement
of the workers with greater levels of centralisatiand formalisation (high rationality), and
lower use of reward policie®2: When managing a creative and complex work (L4 ¥ithe
will adopt an integrative strategy formation prosesvith lower degrees of centralisation,
formalisation and elaborated reward systems; Buthwgreater levels of emergence and

flexibilitv. P3: The characteristics of the middle manaager (sinthies. championina.
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facilitating and implementing) have a special relege in the adoption of an integrative
strategy formation process$?3.1: The roles of facilitating and implementing are more
relevant in the management of simple works (L1,dr2ynore complex but structured enough
to be supervised?3.2: The roles of sinthesizing and championing turrte mkey factor to
the effectiveness of an integrative process ifvibek is complex (L3) or very complex and
creative (L4)These new propositions, as it has been exposediotrsnake a (limited)
contribution to the study of work and its relatibigs with strategy; and are inspired in the
work and conclusions of Johnsaat, al. (2003) that analyse the phenomenorstoftegizing
from a micro-level,considering the common activities that are dailywel@ped in an

organisation.
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Figure 4: New Relationships Model Modified aftee tase Study Analysis
Source: Developed by the authors
Note: Symbols (+) represent the intensity of theifpge described relationships

Nevertheless the main limitations of the study these belonging to the number of
cases (unique case) studied. However, it has br@ghto reduce this limitation through the

use of a case protocol, specified in every stefhefstudy. Moreover, the theoretical review
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hand, it has been done the triangulation of thiediht data sources and established evidences
through the different data collecting technics. e other hand, the results of the case
analysis can not be generalised (as it can be @gte other quantitative technics using
statistic analysis). Yin (1993) establishes that tesults of the case analysis can be
generalised through theoretical propositions, lmitta a population. It has looked forward to
have been applied an appropriated apparatus s@ider to answer the queries and that it
could contribute to analyse properly the empirjgaift. Even though it is evident that it has
some limits, and thus, may prevent the field fraaaacing as quickly as it could. Adw&ure
research lineof this work could be a development of a longitadistudy of the same case, in
order to confirm if the established propositions aonsistent in the time; furthermore it
should identify and consider new variables. Alsoorild be analysed in depth how the type of
work that is developed in an organisation affelsesdtrategy; or which types of work generate
strategic changes; or if there is a relationshipragnthe different types of work and the
different strategies (in terms of content, cos&léship or differentiation). Finally, it would
be interesting to analyse the effect of size (smalbig firms) in the analysed issues (the

relationship between work and strategy).
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