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"The crucdaluestion © ask to m anagem ent consu ling
isnotwhetieris\vallab B, butwheteritis sometimes usefu I’

1. Introduction

Ceraink, te debat on te competitiveness of firms has fue Bd the search for new
approaches t management and organization. There is a growing management Merature
focusing on organizationa Binnovations as criticalfactors under king te transform ation of
Brge corporations. Scholbrs, tie business press, management consulant and executives
speak about organizationa linnovations and new m anagementsty Bs as iftey representd a
new business realty. Thus, whill itis wide B acceptd t at successfu Bfirms need “good
managem ent’; and m ost £¢ It at organizationa linnovation is a cruciallfe ature of innovation
and firms" performance, tere are not yet any acceptd measure of it eflects, it

mech anism s, or exen its definiion (Wo e, 199 4).

A chbser examinaton at te Berature shows tat some analbsis refr © organizational
innovations as 1 inc lide, from ahistoricallperspective, te emergence ofthe mu Kdivisional
structure and subsequent transform ations (i. . outsourcing, fitering, and so fort ) whill a
wvest num ber of anabsis ke organizationallinnovations as te adoption of a set of new
m anage riallpractice s, incliding new work practices and intrnallconto Isysems from TQM
or BRR © ABC. Therefore, organizationalinnovations inclide bot profound c anges in
corporat structures and a second B\e Itransform ation which refers t© adm inistratve ol
amed at improvng organizationall eflectiveness. Hrst I I transform ations refer 1
com pe titive ness enh ancing ch anges incliding corporat \sions and stratgy dewe bpment
Scond N\ Btransform ations are aimed at ¢ anging ope rationa Broutines and m anagem ent

met ods.



This paper focuses on e mech anisms and factors enh ancing t ¢ adoption of adm inistrative
t & no bgies and organizationa linnovations as we las on te ¢ aractristics of m anagem ent
consu ling as centrallactors in te prouvsion of new m anagerialldiscourses and & ch niques.
Managem e nt consu ling product are bot m anageriallideas and tooll designed and creatd

0 assistm anagers in t eir prob Im so ling activities.

Moreower, beyond the eflects of managem ent consu lling on firm s* perform ance, incre asing
consum ption and re lance on extrnalconsu lants cannot be dissociakd from Bgitim acy
pressures and te symbokk valle on managerialland sociallcom pence t atm anagers and
organizations derive from te adoption of such administrative ®ch no bgies (F Bman and

Mardi, 19 81).

Albgeter, tiere is a substantial bk witin te schobrk Berature on te anaklsis of tie
consu ling industry, its roll and efect on corporat ¢ ange. Thatis due, in part t our
Ihitd understanding of e management process itse E and particu brk © te dominant
\sion of managementas an inkernalfunction of te organizaton. In te oter hand, te
ana ksis ofm anagem entconsu ling as mere k a fash ion-se ting business (A brah am son, 19 9 6),
nurtured by guru ke teories (Case, 1999 ), has obscured tie dynamics and nature ofthe

m anage m e ntconsu ling business and innovation proce sses.

In tis paper we understand management consuling as a know Bdge and inform ation
intnsive industry aim ed atproviding insigh tas we Mas ase tofpractices t ath ave specialke in
de\e bping specific approaches and w\sions t organizatonall probIms and t m onitor
extrnal and environmentall canges witin particu br industries. Hnalk, te roll of
m anagem e nt consu ling cannotbe analzed wit outaccounting for te sociallmec anisms -

Bgitim acy, socia lim itation and ide o bgies t atch aractrize m anagem ent.

We hawe focused on te management consulling industry for se\erallreasons. Hrst, itis a
fhurish ing industty alower te worl. Stcond, new management practices and business
so htions provided by Brge US-hased consulling firms have become dominantin e Bsten
years as American and European corporations were Hhgging behind teir Japanese

countrparts according © worll performance indicators. Third, management ch niques



conceinved by expert consullants have been market®d wit success alover te worll as
"program s of dange ' for corporations in crisis, or under majr restructuring process but
teir efRct on cEnt” performace rem ain questioned. Fourt, tiere is an unso led Ension
between the increasing standardization of m anagem e nt practices as m anagem e nt consu ling
becane dominatd by a few gbballconsulling firms and t e uniqueness of cknts” prob Ims

and so ktions.

In tis paper we shaBaddress Wwo basic questions. Frst we focus on te demand-side of
managem ent consu ling accounting for bot organizationall and environmentall factors
exp Rining, in one hand, te increasing demand of m anageriallpractices, and in te oter
hand, why ©op managers re B m ore and m ore on extrnallad\vice and consu lants. S cond, we
shallfocus on te management consulling industry ite Fin an atem pt © capture te
specificity and advantages of Brge scall and gbballconsu kancies based on teir know Bdge-

inform ation proce ssing capabi Mies and int rnalk now Bdge managem entpractices.

O ur anaBbsis difer significanth from previous studies in wo ways. FHrst we understand te
increasing dem and of m anagem ent consu ling services thked to m anageriallsearch triggered
bot by intrnaland extrnal pressures whill, traditonal}, te emphasis has been on
sym bo k& consum ption and HBgitim acy pressures (Meyer and Rowan, 19 77 ;0 Rer, 199 1).
Second K, our understanding of the e\er ¢ anging re pertoire of m anage rialle ch niques does
notem ph asize exclsive § teir fash ion/fad nature, butt e dynamics of m anageriallprob Im -
soling search and how itintrsect wit te dynamics of innovation within management

consu ling firms tem se Bes.

2. FHaming te question: The consum ption ofm anage me ntconsu ling

The business contxtin which organizationalinnovations and new m anagement € c niques
emerged in e 1980s-199 Os was dominatd by o factors: (1) te productivity deche
regisered by US hrge corporations and (2) te sharp contast between te dom inant US
managem ent m ode Band Japanese management Consquenth, e management Merature

experienced a major increase of com parative anabsis between US and Japanese firms



focusing on innowvation capabilties, human resource management, incentives and reward
sysktms, and production standards. Moreover, an increasing focus on innovation and firms*
innovatinve capabi bies hawe shifed atenton of schobrs and business managers from
operations research and financiall and accounting systms towards human resources

m anagem ent(Barlly and Kunda, 19 9 2).

In Europe sucdh intrest hae been reinforced by em piricall observations on differentall
returns 1 innovation efforts undertake n by European Brge corporations ;tie bss ofmarket
share and Badership in specific industries st e constantdechhe ofte m anufacturing sector 3
and debats about European industrialand & ¢ no bgicallpo kies. Factors tath ave hrge §
contributd  form te im pression @ atEuropean firms are hgging beh ind @ eir rivall in wh at

te management Kerature identify as “Gynam ic capabi Mies”?

The HNarning organizaton, tie know Bdge-based firm, te resource-based \ew of business
strak gy, t e exp bitation of organizationa lint Bpence and mem ory, tim e-based com pe tition,
te valie creating com pany, com petition @ rough qualty, and so fort, are part of a new
m anage rialldiscourse in which organizationallchange and te adoption of new management

T niques are embedded (Coopey, Keegan and Em Hr, 199 8).

H owewer, managerialinnovations do not emerge in iso ktion ;m anagem ent can not be
disconnectd from R& D inwestm ent and strat gies, h um an resources and previous k acquired
td nobgicaland commercial capabiMies as we Mas from te carackristics of extrnal
environment and market® in which firms compet (H ayes and Abernatty, 19 80). The
acquired set of routines, tie sense of byaly t© corporat traditions, product and m ajor
customers, and m ajor focus on estab bhed intrests “groups, and te currentdistibution of
power wit in organizationa lunits willerode t ¢ potntiaHor an organization t adaptto new
t d no bgicaland m arke topportunities and institutiona Bconditions. Th ere fore, organizationall

innovations re presentbutone sep in e process oforganizationa ladaptation.

Moreower, tiere are substantiallcom p Imentarities betveen € ¢ no bgicallinnovation and t e
search for new managementsty Is, €chniques and met ods. As bng as m anagers, from Hhrge

corporations facec majr com petitive ch alnges and pressures  improwe economic and



financia Bperform ance, have been increasing t e am ount of corporat resources devotd
new productand process deve bpmentt ey searched for new m anagem enttch niques, sty Is
and approach es. O rganizationaland m anagerialinnovaetions are re hed t te increasing
diversification of te sources of innovation and a greatr invollement of sociall sources
instad of pure ¥ ®c nobgicall O ur anaksis does not regct e idea tatintrnallforces
m igh tprom ptte search ofnew managementm ode B @ ough item phasizes tie inflence t at
e mvironm e ntallactors, such as privat inwvestors, governm e ntallbodies, consulant and otier

intrestgroups, pose on te adoption of organizationa Bpractices.

it is Brge ¥ acknow Bdge, by management and organizationallsch o brs, t at management
know Bdge or management is more tan distnctne coMction of practcallskill and a
repertire ofinstrumentaltool. Though it own nature is \ery difficu Kt be defined with
any precision, and te causall re Rtionships between management know Bdge and
organizationa lpe rform ance seem to be rat er suspicious. Basicalf, m anagem entis about wo
diferentbutre ke d dimensions (Gui Bn, 199 4). Frst, itcom prises a m anage riallide o bgy or
discourse . Second K, itis understood as a setof rational®d niques used in the pursuitof
organizationall goal or, more preciss ¥, mettods and ol for ‘rationall™* so ling

organizationa lprob Im s[?].

Managementis aimed at soling emerging organizationalprob@ms which resulk from te
perceinved presence of, at Mast, one of tie tree folbwing conditions: (1) stuctural
e conom ic ¢h anges incliding t e de-bureaucratization of organizationa Istructures and contro i
mech anisms, te transform ation of ownership, and any increase in size and com p Ixity
inc kding product diversification ; (2) Bbor unrest, and (3) extrnall and intrnational

pressures and opportunities.

Sara ofnew managem entdiscourses, ®c niques and met ods h as been fue Bd by ch ange,
tough tere are tiree factors tat mightheb ©© exphin te dramatic re lvance of a

hetrogeneous set of management practices and approach es: (1) changes in te nature of

2 Rational in this context refers to an appealing facade that may be important for the internal acceptance of
new management models (Demski, Lewis, Yao and Yildrin, 1999).



work and criicallinput 3(2) t e tigh € ning of corporat contro ke xercise by extrnallinvestors

and stakeh oMers oner Brge pub kkk Ktd firms zand (3) institutiona lc angess.

Sara and adoption of new adm inistrative & ch no bgies cannotbe iso kted from te primary
concern of Brge corporations™ m anagers, te eflctiveness of contrtoImech anisms within te
organization. During tie 19 80s and the 199 Os, as resu koft e com petitive ch alnges faced
by US organizations pointd att e beginning of t is se ction, ith as been noticed (O casio and
Kim, 1999 ) a significant sh ift from te finance conception of conttoll t at tkes te
corporation as setofassets t atcou B be managed t rough te use ofeconom ic and financiall
indicators (FIgstin, 199 0) towards akrnative conceptions not yet perfecth defined or
institutionalked but grounded on te valle of human capitall intangib I and uncontstab 1
resources, innovation, Barning and know Bdge creation. Hnalf, m ore dram atic and structural
ch anges on corporat gowernance have occurred ¢ alinging corporat financia lcontro Bsuch

hostl &keovers, mergers and acquisitions.

Changes in te composition of e workforce, and te increasing re lance on know Bdge
assets, dem ands new contro Imech anisms as © e nature of tasks are more difficu E® m onitor
t rough out traditionaBbureaucratic and financiallm e ch anism s. Inte rnallcontro Im e ¢ anism s
have evoled towards subtl forms, as new manageriall discourses em ph asizing cu Bure,
valies, empowermentand €am work indicat (Ermier, 199 8). A wide range of met ods,
such as qualty circlls, €am -based incentives, m anagem entby objpctives and so fort , h ave
been introduced in m odern corporations (Ezzame Band W ilh ott; 199 8). They representnew
forms of conttoland show te inherenth dualy in human resources strakgic m anagement
te use of rationall considerations togetier wit coBboratine dimensions (Gooderh am,

Nordh aug and Ringda #1999 ).

Howewr, it may be wrong © focus exclisivv B on new human resource practices,
organizationall culure ideobgies as te dominant intrnall control mechanisms in
corporations. Simu Baneous K, there is an increasing appealland intrest on new corporat
visions as we las on new m anagerial® ch niques designed © accompkh with te goall of
financialcontro l such as ABC (A ctivity Based Costing) and ot er cost contro im et ods,
impEmentd by Brge and diversified corporations.



Large corporations, and teir m anagers, are confrontd notonk with extrnallpressures such
t d no bgicallrace, or gbballcom petition but th ose exercised by institutiona linwestors and
te populr business press, chiming te failire of gowernance mechanisms t prom ot
m anage rialaccountabiMy t stockhoMers. This concern has been reinforced by academic
rescarch on te Rak ofeffectiveness of currentgovernance structures t m onitor and control
managers” misbeh avior, and m orallh azard prob Ims associatd t inform ation and power
asymmetries. Extrnallpressures of tis kind have Bad 1 te adoption of new formal
practices (ie. executive com pensation met ods) as we Mas te use of social} accptd
m anage rialldiscourses which p By a significantroll in te sociallconstruction of corporations”
marke tvalie (Kumar and Sopariwah, 199 2). Extrnallpressures on corporat gowernance
have been allo accom panied by new gowernment intrwentions and initiatinves as t ose
concerning t e com position of the board of directors, inform ation requirem ents on intrnal
activites and some times on high kB sensitve intrnall pokies reinforcing te roll of

accountabilty and Ebily (Westph alland Zajc, 19 9 8).

The efects of exernalconstituencies on te adoption of new m anageriall practices are
twofol. Hrst managers may adoptand impHEmentnew tch niques © make teir actions
more accountab I . Second Kk, managers may justadoptnew HRnguage t atare seen as socia i}
Igitim ak, and terefore tiey willbe willhg © shift from one ideobgy to anotier as tey
gain sociallacceptance (Rfler, 19 81 ;Asth and Zanmuto, 199 2). Insofar, capitallm arke t
reactions o te adoption of corporat gowrnance innovations such executive com pe nsation
are positive[°] 3 and tiey coull be inkrpreted as te recognition tat e efkct of such
practices and strat gies wou B resu kin perform ance benefits in e bng rung. Though, tese
eflects migh tindicak butbe te socialacceptance in te shortrun of management and
managers under conditions of uncertainty and am biguity. Despit tiese \ery diferent
reasons, bot the adoption and im p Imentation of practices and te symbo k adoption of
m anage rialldiscourses, Bad t te same outcome: increasing demand of new management
practices and mode I as means  preventte negative eflects of the sociallperception of

corporat management These negative eflcts infhence te marketvalie of te corporation

% Though, the adoption of other management practices such TQM did not have the same excepected results
(Hackman and Wageman, 1995; Zabaracki, 1998).



and atte same time tey clark undermine te intrnallbasis on which managers base teir

aut ority (Schuman, 199 5).

Thus, e consum ption of m anagem ent practices and ol may nothe aimed at increasing
economic performance or but © creak te coMctne ilsion and confidence on

managementwit in bot intrnalland e xtrnallconstitue ncies (Kraatz and Z ajpc, 19 9 6).

Fnal, te intrnaldimension of corporat controland extrnalcontro Imec anisms and
sociallpressures actin quit opposit directions on te time h orizon of m anage rs” actions and

decisions, as reflced in te im aginery of m anage rialdiscourses. The pressures and dem ands

of institutiona Rinve stors (financiale xernallcontoPhon those firms which depend on pubk
equity, are alh ostincom patibl wit te idea t at re positioning te com petitve position of
firms in a gbballand dynamic marketmigh t e more tan a fw years as intrnallcontoll
mech anisms seem t be designed for. Therefore, e costofbeing Rrge, pubk, Msibl and

profitab I in e shortrun migh the \ery high in te bng run as opportunities for corporat

renewallare bst

Search of new m anage riallpractices is clar kb triggered either when perform ance fall be bw
some acceptab B range, when intrnallcontro Im e ¢ anism s fai Mo ach ie e organizationa Igoa ll
and when organizations face dram atic institutionaland e nvironm entallch anges (A rm our and
Teece, 19 78).

Rriods of turbu Intch ange are ¢ aractrized by te emergence ofnew m anage rialldiscourses
and practices (Kimber®, 1981). The 1980s and the 199 0s hawe been years of turbu Int
crange, speciall for European firms, incliding hanges in teir Bgall and regu Rtory
environm ents, pressures on new product deve bpment, and changes in te com petitie
Bndscape after sexerallwawes of gbbalmergers and acqguisitions. Mergers and acquisitions,
ofen quotd as asignificantsource in te growth ofmanagementconsu ling, are more hked
 te audit business. H owever, mergers and acguisiions clark introduced changes in
corporat contro land consequenth specific m anagem entsty Bs and practices are ke § © be
adoptd and impHEmentd, pariculrk in te post mergers and acquisiions ph ase.

Therefore, one of e majr factors under king t e expansion of m anagem e nt consu ling in



Europe is te deregu ktion of markets and te appkation of a new body of antitrust
Igis ktion. Managers of Brge corporations traditiona @ operating in requ kted marke 5 face
tree basic prob Ims: (a) te design of eflective and eflicient pricing pokies ;(b) how ©
sustain econom ic profitabi My in a com pe titive e nvronmentzand (c)how © define new bng

trm strakgies.

Fna B, increasing dem and of m anage rialinnovations and & ch niques has © be re bed © te
int rnationa kation and g bbakation of business. G bbakation requires t e adoption of new
business process, productde\e bpmentand m arke ting strat gies as we Mas new strak gies suad

gbbakourcing, adoption ofgbbaktandards and t e redesign of bgistics.

Thus, search ofnew managem entpractices and met ods is prob Im -driven, and exp bration
willbe sustained untla new satisfactory alkrnative is found. Consequenth, m anageriall
T d niques and practices migh temerge and vanish rapid k not justas a consequence oftheir
fash ionffad nature (Abraiamson, 199 1) but as resulk of two factors: (1) teir causal
am biguity when evallating teir eflects on organizationa Bperform ance, and (2) te bst of
imestors® confidence on specific & niques when teir efects do not appear quic K.
Albgeter, e search and adoption of new administratinve ®cnobgies is fostred by
Bgitim acy pressures and te symbok dimension @ at te adoption of e Rest "business
so ktion™ conwys. The adoption of a administratnve €cinobgy, tat may be eventualf
successfu Bis both te resulkofsysematic search actions or bandwagon e fiect and rationall

im itation beh avior (A brat am son and Rosenk opf, 199 3 # édstrom, 199 4 ).

Bot fad and feshion perspectives have become wide k used to anabsis and exp Rin h ow
specific adm inistrative & ¢ no bgies are diffused am ong organizations, assuming tat te
diffusion of innovations occurs under conditions of uncertainty and institutiona Bpressures
(Hausch il and Miner, 199 7). Managers and com panies proceed under tie "emulbe te
winners"™ approach, wit out accounting for te specific cu lural stucturaland cognitive
patkrns t atcontribut ® teir uniqueness. This suggests t att e spectacu br growt ofthe
m anagem e ntconsu ling industry is butone piece ofevidence th atm anagers h ave intrnalked

te bekftatifthey coull somehow come up wit te rightstatgy tey o coull be

10



successfu l In sucr conext ofttn good managementhas been rephce by a repertire of

quick fixes (H iher and Donallson, 199 6).

Lasth, te increasing re Ivance of management consuling firms rests upon bot teir
td nicallabiMy and re putation. Consu lling firms based t eir business t rough te generation
and maintnance of demand for teir services, and tey do tat not alays based on
obpctive facts butt rough te sociallconstruction of whatis use fu lHor m anagers or wiladd
valie 0 te organization. Whatm aters is e company’s abilly © convince cknt of tie

valie of bng-&rm re ktionsh ips.

3. The advantages ofextrnallm anagem entconsu ling. Wh atdo m anagem e nt consu ling h as

o offr?

Managem ent consu Bancies provide adwvisory services by speciall trained and qualfied
personne Bwho assist, in an obgctive and independent manner, e cEknt organization ©
identify management problms, anakze such probEms, recomnmend soltions o tese

probEms, and he b, when requesed, in te im p Imentation ofso ktions.

Extrnalim anagem entconsu ling is more ke k t© appe allorganizations ¢ aractrized by m ajor
know Bdge gaps concerning envronment monitoring —e. market com petiion and te
structure of te industty witin which te firm conduct it business, or facng intrnal
confkkts on t e albcation of power wit in dife re nt organizationa Blcoa lions. A m anagem ent
know Bdge gap refers to incom p I, fuzzy or wrong re prese ntations ofbot te intrnalland
extrnalenvironment of tie firm . Know Bdge gaps concerning management are ke b ©
emerge because know Bdge is unexenk distibutd and im percth shared across agent,
firm s and industries. Such gaps migh the filld by actors who actas brokers, and benefitby

transkrring ideas from tose whohawe tem t© tose who hc oft ose ideas.
In such contxt, managem ent consu ling firms provide managers wit bot inform ation and

Bgitim acy. Since Bgitim acy issues concerning managementand te adoption of m anageriall

practices h ave been of majr intrestwitin te management Berature (ToBertand Zudcker,

11



1983 H auschill and Miner, 199 7)in tis section we sh alfocus m ore on te ch arace ristics
ofmanagementknow Bdge and how consu ling firms benefit from such traits. The debat in
management and business studies on organizatonalinnovations has Bft unexamined te
process t rough which consulling firms and consu lants creat new m anage rialk now Bdge and

ol or usttransform existing practices and pate rns into com m ercia lf re Ivante xpe riise .

0 rganizationa land m anage riallsch o brs chim @ atm anagem entknow Bdge is te outtome of
a dewe bpmentallprocess in which whatis Barned, and tie body ofknow Bdge produced, is
profound k grounded in te socialconditions and contxts in which such know Bdge is
embedded. Managementknow Bdge, and teir corresponding Barning processes, are hked
 te franing of specific decisions-actions set. FHom tis perspective, management
know Bdge is far more @ an a setoftd nicalasks, itis a ""cu luralframe™. K owe\er, wit out
repcting te hks between framing processes and tie sociall embeddedness of both
m anage riallcognition and action, itis wort noticing t e increasing roll plyed by experience

distantm anagem entk now Bdge.

The idea ofm anagementas "experience-near’ know Bdge contrasts wit te ¢ arackristics of
managementknow Bdge of Brge consu ling firms ("% xperie nce-distant®) in which ideas and
know Bdge are produced as te outcome of intractions wit difkrent and he®rogeneous
agents and organizationalconext. O ne of e crucialfeatures of consu ling firms rests up
on teir abily © dewe bp, maintain and enh ance the conditions under which management
know Bdge and ideas are spread and can be used t sole diferent organizationalprob Ims
face by a universe of business organizations operating in high \e bcity environment. And
tey migh tdo so by com bining ideas produced by diferentgroups to solle te problIms of
ot er organizations (H argadon & Sutton, 199 7).

Managem ent consu ling firms do m ore & an jstdissem inating and transkrring m anagem ent
ideas across organizations, industries and countries. They oftn provide management basic
insigh © t athe b com panies to tap into teir hidden resources and reserves and achieve teir
transform ations (Sa affer, 199 7). Managem e nt consu ling firm s acquire inform ation at any
time, store itand retrie\e itt creat new com binatons of ol ideas, in a process @ atm igh t

be described as oftie routine creation and, t erefore, e\vo ktionary.

12



Managem ent consu ling firms might be tought as specific cognitive structures abll t©
recognize, seize and face environmentallch anges and pressures faced by other organizations,
and 1 provide know Bdge, ideas and som etimes & ¢ niques based on wisdom , experie nce and
some otier anafticaltooll t atmay reduce uncertainty and adaptation prob Ims of cknts
organizations. H owe\er, itmay happen, @t atbecause of causallam biguity between probIms
and so btions, t e factors noticed by extrnallconsulants may nothe te factors t atenab i
tese com panies to ach ieve success or 1 increase teir performance Iwe k. That Bad us
consider ttat management is an unclar tcinobgy. Unclar means tat te causal
re ltionsh ips between specific managem ent practices impUImentd and teir outcomes are
often am biguous or Brge B unstab B. The market for management consu ling increases as

resukofte B ofaclar and directm atch ing between prob Im s and so ltions.

Rotssionallconsu lants are trained © solle probIms tatrequire constructing a coherent
account of probEms and malunctions out of te Enitd understanding of data and
docum entation provided by a singl firm [*]. They make a diagnosis about a particu br
organization t rough te ewocation of ol experiences and new insigh 5. S parat, diferent
and similr experiences conmwerge, Bading 1 a coherent diagnosis and shared \sion of

prob Im s and so ktions.

Managem e nt consu ling services are rendered by firms which havwe Rrge mixed know Bdge
and facibies in all te majpr tansnational business Bbcations. The deve bpment of
management consulling may be exphined from te economics of string, retrieving, and
exchanging valiab B know Bdge about tie structure and te \abilly of organizational
practices at int rnationa B I\e I Managem ent consu ling firms, and m ore specifical® Rrge or
gbballconsu ling firms, perform te roll of connecting ideas, agents and organizations and,
terefore, provde soltions, eitier new or oll, © identified problMms, or converse R, tey

identify probIms for which tey may h ave so htions.

4 Fortunately, management consulting firms have biographies and archives, and their factual experiences
account regularly for about 70,000-80,000 management consulting projects conducted in a quite similar
number of firms. Therefore, the value added by the consultant is one of systematizing and organizing such
huge amount of information and know-how.
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Misre cognition is one oftie M iting factors faced by individualim anagers, who migh twrong
assume t atnew managementso btions can be generatd and successfu I imp Imentd from
asetof canonicalst ps (Kieslr and Sprou M 19 82 ;Zajpc and Bazerm an, 199 1). Therefore,
one of te advantages of managem ent consu ling firms is © reduce the eflects of "iso ktion
errors’ thatmay appear when managers treat t eir organizations® prob Ims sequential and

as unique (March, Sprouland Tamuz, 199 1).

Managers operats on te basis of trialand-error procedures, tie residue of Barning from
past experiences and accidents, rationallimitation and te inventions born of necessity
(Cohen and Marc, 19 74/19 86). In such process, indinvidualdecision making migh t be
Ihitd by te required intrpo ktion betveen abstract accounts and specific dem ands 1
adiiewe success. Awoidance of misrecognition costs make managers, at teir best quit
consenvative in t eir actions, and constraining t e introduction of organizationa lIsh ocks, and
organizationa linnovations startw it sh ocks. Consu lant m igh torganize sequentiallsh ocks of
innovation as a continuum in which tey supervise performance and suggest incremental

im provem enteit er ifendogenous fai Bres are re cognized or exoge nous ¢ anges ke p hee.

Moreower, m anagem e ntconsu ling p By a significantroll by reducing t e associatd cost of
searct and Enitng te range of potntall soltons in a contxt dominatd by bot
uncertainty and am biguity (Marcd and O Een, 19 76), and terefore tey seek t imitak

ot er organizations.

In addition, e rol ofmanagementconsuling shoull be re ked t© whathas been €rmed a
norm ative t eory ofm anage riallatk ntion (O casio, 199 7). Ext rnallm anagem e nt consu lant
hep top managers o identify re Ivant issues (Weick, 199 2) in a process of issue-se lhg
(Dutton & Ashford, 199 3). H owever, itwou ll impk 1 at diagnosis, expertise and use can
be decoupld. To tie extent tat expertise and use can be decoupld, te process of
diffusion of manageriall practices is acce Bratd (Atewe B 19920 "Neill Pouder and
Bucih oz, 199 8).
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4. Management know Bdge creation and accumu ktion and te basis for management

consu ling advantage s

The association of managementknow Bdge and € c niques with practicallexperience and,
terefore, tacitknow Bdge and experientalknow Bdge as pointd in te section abow, is
wide B acknow Bdge, tough ratier odd wit te idea @t atsuch know Bdge can be creatd,
codified, accum u kted and diffused allit rough an exch ange mech anism governed by market
rulls. Top managem entconsu ling firms are ¢ch aractrized by a specific se t of capabi Mies by
which tey conmwert tacit and high kB specific know Bdge and experiences into codified

know Bdge, and terefore itcan be marked or transkrred t rough m arke tmech anism s.

Additonal, managementknow Bdge, bot tacitand expkit impks te capabiMy O scan
te externalland intrnallenvronm ent of e business organization © E\erage and enh ance
firm s® resources and t be ab I t act according © expecttd ¢ anges and ch alinges. From
such perspective, managementknow Bdge combines: (1) insight, defined as te abilly
identfy poentialusefu Bakrnatives ;(2) compettnce or te abilly o execut phns and
routings and, (3) initiative or te abilly © acton tese potntialakrnatives. Consequenth,
management requires bot abstract and anakticallt inking as we Mas a constant Barning
process based upon cognition. Com petnce and initiative restupon te firm's management
structure, whill insigh tis often provided by consullant as a way of boking outide te
com pany for keys  im provementand perceived needs. Insigh tis what adds valie  te

cEntorganization ratier t an any ot er inform ation ofm anagem entm et od.

Here, we assume th atperception as a basic trait of m anagem e nt consu ling firm s consists in
an intrpretation of te probIm facd by a specific organization and, consequenth,
perception refers © a mentallconstuction based on know Bdge and inform ation stuctures
(Langbis, 199 7). Thus, management consulling firms may be defined as "sysems of
int rpretation™ in which sense m a ing is particu br k im portant (H ayek, 19 78).

Howewr, tiere is a basic question  ask around tis observation on what maes a

m anagem ent consu ling firm difkrent in it recognition and perception capabilties?Do

management consu ling firms hawk dew bped a higher perception apparatus tan oter
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firms?H so whatare te reasons behind? Do they hawe superior inform ation processing
capabiMties and how such organizationalroutines deve bp? Thus, we must focus on te
specific processes witiin management consulling firms tat yie 8 © the dew bpment and

enhancem entofsuch capabi Mies.

The management consu ling firm dependence on it own "‘cognitive m ap™ bui Eup on past
experiences, and te catgories creatd from tem, impks Initatons on te firms * abi My
10 anticipat and respond appropriat § © entire k new stim u f°]. Constraints on perce ption
capabilties may exp hin t e burgeoning business of sm alm anagem e nt consu Blants and so bs,

high B specialked in te supp Kk of particu b ru lls of action (Kennedy Inform ation, 1999 ).

Managem e nt consu ling com panies are based one expertknow Bdge and on inform ation as
tey provide innovative solitions from recom bination of know Bdge or ideas. Because of
recom bination, tey willscarce k e\er respond wice in exacth the same manner o cknt®
needs even if tiey havwe dew bp intrnall procedures aimed at provding standardized

so ktions.

The identification of probIms and te subsequentm atch ing of prob Im s and so ktions with in
consu ling firms is ¢ aractrized as one of bgica¥anabgicald aining butitmay we Bbe a
mater of timing (Eisenh ardt, 19 89 )st atwiMalbw te appkation of garbage can mode I
(Cohen, March and O Een, 1972). In tis paper, however, we do nottake tis perspective
but a simp Mied mode Bof know Bdge creation witin management consuling firms which
em ph asizes teir advantages and re ltive superior capabilies to m onitor corporat ¢ ange .
Based on te definiion of top m anagem e ntconsu king [®], our m ode Nis based on five criticall

seps: (1) Aceess 3(2) Learning 3(3) Bridging 3(4) Marke ting and (5) Monitoring.

Access is defined by te specific posiion of a m anagem ent consu ling firm in a particu br

network of sociallactors (i.e. Brge corporations, teir com petitors and Bgallor regu ktory

> A good example on this limiting factors can be foind in McKinsey and Co. and the restructuirng process on
their internal consulting business undertaken by the firm as the diffusion of the M-form has lost acceptance
as basic organizational structure (Kipping, 1996).

® "Qur practice depends heavily on interpersonal skills, the experience of our consultants, our collective
ability to market our services, the methodologies we use to consult with and ultimately on quality ehen it
comes to delivery and implementation” (Kennedy Information, 1999)
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bodies). That access imp ks tat a management consulling firm in a core position has
inform ation advantages eiter on diferent manageriall dom ains, diferent industries or
diffe re ntorganizations. The position of krge managem e ntconsu ling firm s in a socia e tw ork

hebs t© understand teir roll in fu lilhg Bgitim ak int rentons.

Learning wit in m anagem entconsu ling firm s is a criticalprocess, and itre®rs t h ow ideas,
concepts, and met ods ener into te firm, are he B, stored and shared, and final used
t rough recom bination in diffe re ntconsu ling prog cts. This int rnalllarning process requires
t e institutiona kation of practices, codification of experiences, a setofince ntives for sh aring
inform ation and experiences as we Mas form allprocesses for coMcting te bestexperiences.
There are Wwo basic types ofrolls: te know Bdge intgrator and te know Bdge dewe bper.
Know Bdge intgrators are criicallto provide adequat standardization and consistncy for
te consuling services and, tierefore, for te insttutiona kation of experience and time Bss
working of organizationallmem ory. Know Bdge deve bpers are in charge of defining spe cific
contnt for specific propcts and demands, tiey work atte interface wit majpr cknt.

Know Bdge deve bpers are dependentyery ofen onknow Bdge intgrators.

Bridging refers t© intrnalprocesses of adaptation of ol probIms and so ktions © new
dem ands. Itis a process of m atch ing cEnt and firms. Linking pastexperiences © new and
perceived needs is maink a process of com bination and recom bination t at rest upon
recogniion and identificaion of similkr ®atures. This skp requires codification of
experiences and standardization of whatis Barned from specific progct. H owe\er, kking
ideas often inc kdes finding non obvous bhks between prob Ims and so ktions. A dditiona i,
te abilly of consu Bancies © succeed willallo depends on it cknt t at in wrn, affectteir
atiractiveness (Demskietal, 1999 ).

Marke ting as a basic function of m anagem ent consu ling and itis understood as te e fforts
and resources devotd to successfu Il m arke tse Bctd business so Btions as t become one of
te mostre Ivantpat s in t e diffusion of m anage rialinnovations. Large m arke ing and cEnt
dranne B are a basic bui Bing bbck in productinnovation strat gies. Marke ting inc ldes te
dexe bpmentof Brge and stab I netvorks of cknts, suc Brge and stab I network of cknt
has t be builkon tustand re putation.
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Monitoring, which is oftn associatd t te im p Imentation ofm anagem e ntpractices wit in
spe cific organizationa lse ttings. Im p Imentation is often reported as te Bt sep in te
consu ling process whill for us m onitoring is a basic sep in te Barning process of consu ling
firms. Fom monitoring, consulant gater new information on te eflctveness and
usefu bess of te services tey provide. Monitoring hrge B serves ™ make possibl
organizationa lsh ocks in a basic organizationaBcontinuum in which specialkt prexent te

organization from harm fu lm easures and suggestincrem e ntallim provem e nt.

Monitoring

[ ExmrnalSource] [ In1ernalSources

Inform ation A ccess M

Know Bdge Int grators

i

Learning

Know Bdge De\e bpers]

p
O B problIms/Z N soltons

Bridging Rob Im s
And So ktions New probIms/ Bsobltons < Marke ting

]\/[ _ New prob Ims/New so Btions

W

A

The aim ofmanagem entconsu lling is, basical}, t e com bination -production and diffusion-
ofideas -m anage rialk now Bdge- and & ch niques. Managem ent consu ling firms are based on
know Bdge work t© supp B know Bdge-based products for which timing is becoming e most
re Ivantvariab I 1o increase tie marketvalle of tieir products and to capitalke on spe cific

market opportunities. H owever, as im portant as timing is te particu br positon te
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consu ling firm occupies in a broader network of sociallactors which accountfor te social

acce ptance and Bgitim acy oft eir on going business.

Nevert e Uss, because tie creation of manageriallknow Bdge can hard b be speed up, such
com petitve advantage willbe captured by te distribution channe I -connectivity and
connections- between te consuling firm and oter re Ivant plyers. In such contxt
outpbheement pokies impEmentd by Mrge consuling and auditing firms becomes

m eaningfu i

The continuos updating of inform ation and know Bdge, and te abiMy ®© benchmark such
intrnaland factuallexperiences provide the basis for im provng te qualty of consulling
firms  business soltons and albw tem ® innovak in te fie B of aministratie
Tt d nobgies. In short managementconsuling haw a pragm atic generalt eory ;tiey bok
for particu br so ktions for specific purposes and te matching or fiting between problEms
and so ktions depends on: (1) tie number ofso litions or akrnative m odes of organizationa ll
design and managementavai o I ;(2) teir abilMy to disconer new m anagem e nt practices or
so btions 3(3) the proper understanding of e m anage riallpractice s or business so ktions t ey
provide ;(4) te abilly o foresightte Vviabily and im p Imentation of new practices 3(4)
te capabiy to convey symbo k valie based on sociallconstruction of m anagem ent, and (5)
te capabilty 0 introduce sh ocks wit in an stab I organizationa bse tling and t m onitor bng
trm efect.

5. Know Bdge driven and met odo bgy based consu ling: The gbbakation of m anagement

consu king.

Management consulling firms speciaked in te marketing of management concept,
T d niques and so litions st eir prim ary function is © successfu B com merciake and exp bit
"management”know Bdge, ideas and experiences. Consuling m ust provides inform ation as
we Mas non-standard prob Im solng services. H owever, oftn what Brge management
consu ling firm s do is vesth profitab I butm ostk neutrallin €rms of ad iexed perform ance
for cknt.
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Managem e nt consu Bancie s specialke bot in specific industries and/or in particu br services
or ool such as economic valle added, activity based costing, time-based com petition.
Hence, te marketniche of management consulling firms has at Bast two dim ensions: ()
industry-e xpertise, and (b) tch nicalexpertise. Such distinction Bad us t© question wheter
m anagem e ntconsu ling firm s actas cross po Mhators across firms wit in e same industry or
across industries [“]. ltmay be te case t ata particu br consuling firm may hae a broad
niche wit respectto one dimension (i.e. industry) and a narrow niche with respectto te
otier one (i.e. IT). Thus, which dimension © em phasizc willbe an im portant substantie
question notonk for e purposes of our anaksis butfor our understanding of t e business
ofm anagem entconsu ling. Typical}, Brge and gbbalim anagem entconsu ling firms chim ©
have expertise in ""an array ofserviceswhill having expertise and credibi My in a sh ort ktof

industries.

Managem e ntconsu ling are increasing k diferentiatd on te basis of their expertknow Bdge
oron e met ods and tch niques tiey specialke upon. The first type refrs O stratgic
advice aimed atim proving a firm "s com petitinve position whill te second refrs to eiter
incrementall or radicall changes in work processes, organization of production, and
inform ation & ¢ no bgies (Hgure 2).In practice, m anagem e ntconsu ling firm s are much m ore
compx;not allmanagement consuling activties exhibit te same o aractristics and
constrains on know Bdge creation, notaloftiem actas catalstnor as know Bdge brokers
and therefore te Ive BofcEntinvollementand app kation ofhigh k standardized practices
vary according o te set of probBms and so ltions m anagem ent consu lling is aimed at

Therefore, we mustdifRrentiat between:

(@) Managementm ode I and strategic m anageme nt consu ling in which profssionallk now Bdge
is com p Bx, based in directcEntinvolementand aimed atintroducing shocks wit in te
organizationa Bcontinuum as to provde te basis for furt er organizationa linnovations

and introduction of new m anage m e ntpractices.

" Thus, it may be misleading to consider that there is a set of new management techniques, with a growing
significance which is not limited to one economic sector or country. Such perspective subtly denigrate the
nature of management and managerial knowledge by the simple adoption of a canned technique.
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(b) Business processes and products dee bpmentin which m anagem entconsu ling firms ofker a

setofc niques o im prowe identified production probIms wit in t e organization.

(©) Systems dexe bpmentZ IT, high K specialked consu ling and often identified as the h otiest

area in consu ling today tougl of bw \ale added even iftey representa significant

portion of totallrexenues of Brge and gbbalconsulling firms. There is generaltrend

witin management consuling firms t© contract out te

td nobgy services

wit te biggbbalphbyers for systms deve bpm entsoftw are .

m ost basic inform ation

and ®© subscribe intrnatonalalnces, and coWsive agreement,

Conept H e b organizations to Consu ling Hrm s Type
define
Valles and cu Bure McKinsey & Co. Know Bdge

Mision Form u Btion

Mission and ob f ctives
Corporate  structure

T e Boston Consu ling
Group

Driven: Insigh t
and diagnosis

and go\ernance (prob Im
Markets and |- MdKinsey & Co. ide ntification)
com petitors Tie Boston Consu ling
Strategy De\e bpment Core capabi Mies Group
Fnancialgoal Andersen Consu ling
Aquisitions and |- Artur Andersen
Dinestitures Booz ANn and
Top I borganization H amillon
KRG
Business process|- PRice Waterhouse &
optim ization Coopers and Lybran
De\e bpmentand T d niques Andersen Consuling | Met odo bgy
Im p Im entation Rocess Integrated Ernsté Young Driven
and Rroducts Manufacturing De bite & Toud e Business
Systems KRG so Bktions
“Bench m ark ing”” proMded
Systemss integration Andersen Consuling | identified
System s Deve bpment Inform ation  systms|- PRice Waterhouse & |needs
(Inform ation ard it cture Coopers and Lybrand
Ted no bgies) deve bpment Ernsté Young

FHgure 2. A Cssification of Managem e nt Consu ling Hrm s

6. Difkrentm ode B ofknow Bdge managementwit in Brge m anagem e ntconsu ling firm s
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Itis wort noticing tie criticaliroll p Byed by know Bdge m anagem entwit in consu ling firms
and aimed at () bui Bing unique data setofinform ation based on te bestexperiences and
progpct run by tie com pany exerywhere and availlb I on ke t atalbws consu ling firm s ©©
benchmark on te basis of best practices and a variety of experiences ;(b) te creation of
teir own “fnow Bdge basis””t atgenerat new practices, met ods, tooll and procedures ©
ensure homogeneity among business unit operating worBwide and based on high K
specialked know Bdge hol by expert consullants ; and (c) know Bdge production in
m anagem e ntconsu ling firm s do notfo Bbw a generallpate rn ;some consu ling firms made a
strong defnse of consu ling-unine rsities cross ®rti lkation whill for ot er consu lancies such

ties are ofminor intrestbecause ofthe substantiallgap in tie dewe bpmentofexpertbusiness

know Bdge wit in traditiona Blacadem ic structures.

H owever, exen if management consu ling firms exh ibithigh advantages in ©e prouvsion of
profssionallk now Bdge and expertise, and tiey achieve high flxibi My by poo bhg expertise,
in order t maintain it rexenue stream and reputation tey have © solle cknt “probIms
efective B. These o charactristics are cruciallto understand t e organizationalstructure of
consulling firmsaswe Mas h ow te function in te finalm arke t

The standardization or NI I of standardization of management productAervices by
consu ling firm s wou B be a function ofintrnallorganizationa Iprocesses, and h ow know Bdge

and inform ation is stored, organized and distributd wit in consu ling firms.

Theories of e MNCs suggest ¢ at tie parent organization is te majpr provder of new
know Bdge subsequenthk expbitd abroad trough te intrnationallexpansion. In contrast,
akErnative mode Bhave been proposed seeing @ e m u linationa Icorporation as e xp biting and
m axim izing i “tom binative capacity”; or te abilly © generat innovative com binations
based on know Bdge and capabi Mies distributd t rough outt e mu Enationalsystm (Noh ria
and Gosh al 199 7). Based in t is anaBsis, m anagem entconsu ling firm s m igh torganize teir
know Bdge and inform ation processing capabilies accordingl 1 tree diferent
organizationa Istructures: (a) gbbalor gbbak(b) centr for gbbakand (c) bcaMor-g bbal
The appkation of succ mode It tte MNCs management consuling firms aleady
investigatd shows t e fo Bbwing ch arace ristics:
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(@) The emergence and diffusion of new m anagem ent practices and m ode B respond m aink
o te “gbbalor-gbbalk”innovation processes [®] They require a huge amount of
resources devotd t the creation of stong com munication hks within subsidiaries,
am ong subsidiaries and betveen tie headquartrs and t e subsidiaries. The continuous up
dating of inform ation and re Ivant experiences makes possibl tis procedure. That
requires allo inensive training bot coMctive and individuallam ong consu lants ope rating
in difkrent countries and tw o-ways transfer of consu lants am ong headquartrs and te
difere nt nationa Bfaci Mies. This type of know Bdge production or innovation process is
quit significantfor m anagem entpractices whe n app kd t© gbbalindustries.

(b) Scond, some HKrge management consu ling firms engage in a process of management
know Bdge based on “Eentr-for-g bbak’stratgies in which a centralfacilty such as a
"know Bdge centr™is managed by te centrallpartner generating a setof practices for
worBwide wuse. Rartners or subsidiaries operating in difkrent countries are just
responsib I for tie im p Imentation ofti e new services provided by te com pany, @ ough
tey oftnmay se Bctte range ofservices and practices t be supp kd in a particu br
bcation from a generall portfolb of activities suppkd by te U.S.-based central

organization.

(c) The specific nature of the managem ent consu ling business albw for some “tcalfor-
bcal’so btions 3 Bcallconsu lants innovat by adapting g bballm anage riallpractices to
bcallspecific needs. General}, tie process of bcalladaptation is im posed by customers =
specificity, and tey are particu br k re Ivantin taditionallindustries in which country-
spe cific factors are sti Mim portant Though, bcallinnovations ofen are com bined wit
gbballso ktions. Additionalf, bcallfaci Mties of gbballconsu ling firm s exh ibita re htiwe
independence in tie dewe bpmentand adoption ofa Initd num ber of practices t atare

bot country and industry spe cific.

8 Global for global meansthat “ instead of finding individual local solutions or imposing a central solution on different subsidiaries,
innovations are created by pooling the resources and capabilities of many different organizational units of the multinational corporation
to arrive at a jointly developed general solution to an emerging global opportunity” (Nohria and Goshal, 1997).
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Therefore, diferences across mu Enatonall consuling firms in te producton of new
know Bdge and innovation h ave to be re kted t diferences in : (1) organizationa Ide sign and
te re Btionships between centraland peripheraloperations, tus for firms organized ke
“Rderations”’rat er t an as h eadquartr-subsidiaries networks know Bdge production is st ll
dom inatd by centrakto- bcalim ode B3(2) patterns of com m unication between dife rentunit
and te organizaton of intrnallsysems of information and processes of inform ation
accum u ktion 3(3) sociakation process and intrnationa lexperiences of senior consu lant 3

and (4)distribution ofk now Bdge asse .

7. Fnalrem arks

Summarizing, in te exising Berature tere are two confkting dominant Mews of
m anagem e ntconsu ling firms: (a) A native perspective which em phasize tieir rol as "agent
of dange™ (Schaffer, 199 7);and (b) a rati er ske ptical\sion of m anagem e nt consu ling in
which consulling is e outtome of institutionalpressures on existing organizations and
managers and, consequenth, consuling is used as a dewvice in a continuous process of
Bgitim ation. Fna B, as tere is a substantal bha ofevidence on te efiects of management
consu ling, spe cial} of strat gic m anage m e nt consu ling, on firm s* perform ance, consu lant
are t ough tas socialactors engage in rentseeking activities. O fen consu ling is seen as a
fai bre © consisenth produce significantresu ks butithas been ab B 1 convince m ostcEknts
 acceptas success tie de hery ofits services ratier tan te actuallach iexement of some
measurab @ resulk Howewer, a chsest anabsis o the re ktionships between extrnal
m anagem e nt consu ling activities and m anagers duties may bring a difRrentperspective. As
shown in tis paper, m anagem e nt consu ling provdes insigh tand ithe s managers t focus
teir atkntion on whatare e mostre Ivantch allnges faced by t e organization and wh at
coull be some of e mostconmonk and social} acceptd so btons. Soltions are not
understood in €rms of economic efficiency butin rms of organizationa le fle ctive ness. In
te oter hand, management consulling has become cruciallas tere are significant costs
associatd t© manageriallsearch for new organizationa lso ktions. In tis paper we chim t at
search and demand of m anagem ent practices is fostred by am biguity or causallam biguity

between practices and performance as we Mas by bandwagon eflects and rationallim itation
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processes exp Rining m anage rs” patke rns ofbeh avior. Socia Bl gitim ation argum ents h ave been
wide # appkd o te adoption and diffusion of m anageriallpractices (DiMaggio ¢ Fowe B
19 83 ;Meyer & Rowan, 19 77 or Zudcker, 19 77). H owe\er, whill certain kind of practices

are adoptd because ofsociallpressureswhill others do notfo lbw such patkrn.

Second K, we migh tapproach shifts in m anagem e ntorie ntation and practices, as a ch ange in
m anage rialldiscourses. Frequenth, e £rms managementand m anagementm ode N are used
as intrchangeab I o conwy at last wo different concepts. FHrst, tiey refer to a body of
generalland ) nicalkk now Bdge app kab I to specific and practicakituations. Sscond B, tey
re®r to denot aconceptofasysem ofcontrolland aut ority and, in such contxt, am ode
of management is in fact an ideobgy amed at estab Bbiing HBgitmacy and reinforcing
credibi My . Manage riallide o bgies and discourses based on corporat cu lure have fostred a
fhurish ing industty in management research and consuling during te Bst €n years.
Managem e nt practices and innovations in tis fie B are ch aractrized by te re htive scarcity
ofgenerallpatierns buttey have become standardized over time. lEseems ¢ at, today, such
standardization arise from wit in gbballm anagem ent consu ling firms operating in the fie M.
Thus, we migh tsuggestt att e initalbcus for te routinization of m anagem e ntpractices By
witina®w central“mermediary”~consu lancies ratier t© an wit in individualorganizations.
0 rganizationa b e orists h ave suggestd 1 at fash ion setiers -ie. consu ling firms, may m arke t
onk te most €chnical} efficient administrative tch nobgies favoring te repction of
ine flicient ones (Abrat amson, 199 6). H owe\er, itis worth noticing t atsuch argumentis
shaped by te innovation processes within m anagem entconsu ling firms. In fact tey se Ict
onk tose practices ey can market profitab B, regard Iss of how tc nical} efficient the
td nobgies woull be for organizations. In e oter hand, manageriallpractices are often
used “® bottld ol wine into new bottls””and, consequenthk, tey are pure B marke ting
trms. The basicquestishow tisideawoull be supportd on te basis of repeatd marke t

intractions and bng Bsting com m erciallre ktionsh ips.

The management consu ling industry is not free from tie im pact of m anagem ent fads and
fash ions ;new sm aMconsu king firm s and so bs boom and vanish as te tooll and met ods go
outof fash ion. And, tougn Bhrge and we Mestab lhed m anagem ent consu ling m igh t profit

from manageriall fash ions, tey based teir superior advantages in teir know Bdge and
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inform ation basis. The question is why firms dem and adm inistrative m ode B prom otd and
provided by consulant?? If consu ling firm s were acting as fash ion setiers, teir power will
rest upon teir capacity t inspire organizations © tust t eir c oices of & c no bgies and
practice, and trustis krge § afunction ofre putationalland re ltionallcapital

The common ®ature between management consulling firms and ot er profssionallse rvice

firms such as accounting, audit, ad\ertising, engineering and arch it cture is te profssional
base oftie know Bdge tiey use and produce. Such know Bdge product are high § flxib I as
defined by tie sexeralvaysinwhich tey canbundl expertise and inform ation as t© provde

customize so Btions just by combining high § standard so Btions or practices. H owe\er,

piecem e allfash ion is at e basis of e profitah I business of consu ling whill itallo entail
high E\e Bofrisk and failire from te pointofview oftie expectd e flect of any particu br

consu ling product

Lasth, m anagem entconsu ling firms, un ke ot er profssionallservice firm s providing expert
know Bdge t business firms such as accounting and audit, are c¢h aractrized by bw Iw I of
extrnalcontrolowr te efects of teir actions and te creditc for teir profssional

know Bdge is often based on sociallperce ptions and co Mctive im aginery.

Thus, te mostre Ivant aspects © be pointd out from our anaksis are: (1) management
know Bdge emerge as a com bination of teoreticallprinciplls, judgement and experiental
know Bdge 7(2) te exisng menu of soBtions is not alays usefuland consu ling firms
become invole in a process ofknow Bdge creation by working atte intrfacc wit cknt 3
(3) appling ewen standardized so btions or ol requires te consideraton of cknt™
idiosyncrasies 3(4) prestige and status is a strat gic asset for m anagem e nt consu ling firm s,

specialf for 1 ose operating in e top I I ofstrat gic m anagem e ntconsu king.

8.Refrences

- Abrahamson, E. (199 1) "Manage riallFads and Fash ions: The Diffusion and Regction of
Innovations™, Academy ofManagem entRevew, 16: 586-612.

26



Abrah amson, E. (199 6) "Managem ent Fash ion™, Academy of Managem ent ReMew, 21:

254-285.

Abrah amson, E. and L. Rosenk opf (19 9 3) “Institutionalland Com pe titive Bandw agons:

Using Mati em aticallMode bhg as a Too Ito Exp bre Innovation Diffusion', Academy of
ManagementRevew, 18: 487-517.

Armour, . 0. and D. J Teece (19 78) 'O rganizationall Structure and Econom ic
Rrformance: A Test of te Mu Kidivisionalll ypot esis™', B Bburnallof Economics, 10:

106-122.

Astly, W. G. and R. F. Zanmuto (199 2) 'O rganization Science, managers, and

Bnguage games'’, O rganization Science, 3: 443-459 .

Atewe B P (1992) "Technobgy Diffusion and O rganizationalLearning: The Case of
Business Com puting', O rganization Science, 3: 1-19 .

Barly, S.R. and G. Kunda (199 2) "Design and Dewotion: Surges of Rationall and

Norm ative Ideo bgies of Controll in Manageriall Discourse ™, Adm inistrative Scie nce

Quarterhk, 37: 363-399 .

Case, P (1999 ) "Remember Re-Engineering?The RhetoricalAppealof a Managerial
Sallation Device, Jburnallof Managem ent Studies, 34

Cohen, MD.3JG. Marcdh and JRP 0 Ekn (1972) "A Garbage Can Mode I of
0 rganizationa ICh oice **, Adm inistrative Science Quarter§, 17: 1-25.

Coopey, J, 0. Keegan and N. Em Br (2998) "™anagers” Innovations and te

Structuration of O rganizations', burnallof Managem ent Studies, 33:263-284.

Demski, JS., TR. Lewis, D. Yao and H . Yillrim (1999 ) "Ractices for Managing
Inform ation W it in O rganizations'’, Jburnallof Law, Econom ics and O rganization.

DiMaggio, P and W.W. Pwe B (1983) "The Iron Cage Rewusitd: Insttutional
Isom orphism and Co Mctive Rationaly in O rganizationa BFHe Bs™', American Socio bgical
Review, 48: 147-160.

Dutton, JE. and S.J. Ash ford (199 3) 'S Bhg Issues o Top Managem ent”, Academy of
ManagementRewvew, 18: 39 7-428.

Eisenh ardt K. (19 89 ) "Making FestDecisions in § igh e beciy Envronments™, Academy

ofManagem entJournall 32: 543-576.

27



Ezzame A M. and H . Wilh ott (19 9 8) "Accounting for Teamwork: A CriticalStudy of
Group-Based Systms of O rganizationaBContro I, Adm inistrative Science Quarterk, 43:

358-39 6.

F Eman, M. and JG. Mard (19 81) "Inform ation in O rganizations as Signall and

Symbo I, Adm inistrative Science Quarerk, 26: 171-186.

Fhstin, N. (19 9 0) Tie Transform ation of Corporate Contro l Cam bridge, MA .: H arvard

Uninersity Ress.

Gooderhan, PN., O . Nordiaug and K. Ringdal (1999 ) "Insttutonaland Rational
Detrminant of O rganizationa I Ractices: H um an Resource Management in European
FHrm ™, Adm inistrative Science Quarterk, 44: 507-531.

Guilln, M. (199 4) Mode I of Management. Work, Aut ority and O rganization in a
Com parative Rrspective, Chicago: The Uniwersity of Ch icago Fress.

Hadman, JR. and R. Wageman (1995) "Total Qually Management Em piricall
Conceptualand Racticalllssues™, Adm inistrative Science Quarterk, 309 -342.

H agardon, A. and R.l. Sution (199 7) "Technobgy Brokering and Innowation in a
RoductDe\e bpm entHrm ™", Adm inistrative Science Quarterk, 42: 716-749 .

Haunsdiill, PR. and A .S. Miner (199 7) "Modes of Introrganizationa lm itation: The

Efect of Outtome Saknce and Uncertainty', Administrative Science Quartrk, 42:

472-500.

Hedstrtim, P. (199 4)Rationalim itation. In Swerderg 306-327.

Hikher, EG. and L. Donallson (199 6) ManagementRedeemed: Debunking tie Fads t at
Undermine Corporate Rrformance New York, NY: FHee Ress.

Hyes, RH.and W. Abernatty (19 80) *Managing O ur Way t Economic Deche™,

H arverd Business Review, 58: 67-77.

Zrmier, IM. (199 8) "Introduction: Critical Rrspectives on O rganizationalContro I,

Adm inistrative Science Quarerh, 43: 235-256.

Kennedy Inform ation (19 99 ) GbballT Consulling Report, March, 1999 .

Kieslr, S. and L. Sprou M (19 82) "ManagerialResponse to Ch anging Environm ent:

R rspectives on Rob Im S nsing from Socia ICognition™, Adm inistrative Science Quarter K,

27:548-570.

28



Kimber ¥, JR. (19 81) "Manageriallnnovation™. In PC. Nysttom and W . H . Starbuc
(eds) H andbook of O rganizationalDesign, VVoll 1: 84-104, New York, NY: New York
Uninersity Ress.

Kipping, M. (199 6) "The US Inflience on t ¢ Evo ktion of Managem ent Consu Eancie s
in Britain, Fance, and Germ any Since 19 45", Business and Economic H istory, 25: 112-
123.

Kraatz, M.S. and EJ. Zajac (199 6) "Expbring te Limits of e New Institutionalkm :
The Causes and Consequences of IHgitimat O rganizatonall Change', American
Socio bgicalReview, 61: 812-836.

Kumar, R. and Sopariwak, PR. (1992) "The Efct of Adoption of bng-trm
performance phns on stock prices and accounting num bers™, Jburnallof FHnance, 67:
561-573.

Lang bis, R.N. (199 7) "Cognition and Capabi Mies: O pportunities Sized and Missed in
te History ofte Computr Industty™. In Garud,R., PR. Nayyar and Z .B. S apira (eds)
Ted nobgy Innovation. O \ersigh ts and Foresigh s, Cam bridge, MA : Cam bridge Uninersity
Fress.

March, JG. and J 0 Ekn (1976) Ambiguity and Choice in O rganizations, Bergen:
Universit tsfor bhge t

March, JG., Sproull L. and M. Tanuz (199 1) "Learning from Sampls of O ne or
Fwer™, O rganization Science, 2: 1-13.

Meyer, JW . and B. Rowan (19 77) “Institutiona B0 rganizations: Form alStucture as
Myt and Cerem ony™, American Jurnallof Socio bgy, 83: 340-363.

Nohria, N., and S. Gosh al (199 7) Tie Differentattd Network, Boston, MA: H arvard
Uninersity Ress.

Ocasio, W. (1997) "Toward An Atention Based Vew of the Hrm'™, Stratgic
Managem entJournall 18: 187-206.

0 casio, W.And H . Kim (1999 ) "The Circu bhtion of Corporat Controll & Iction of
Functiona IBack grounds of New CEO s in Large US Manufacturing FHrms, 19 81-199 2",
Adm inistrative Science Quarerhk, 44: 532-562.

0 Mer, C. (1991) "Stratgic Responses t Institutionall Rocesses™, Academy of
Managem entJournall 16: 145-179 .

29



O'NeilM H .M., Puder, RW, AK. Buchholz (1998) "Raterns in te Diffusion of
Stratgies Across O rganizations: Insigh s FHom te Innovation Diffusion Likrature™,

Academy ofManagem entReview, 23: 9 8-114.

Fefer, J. (19 81) "Managementas Symbo k Action: The Creation and Maint nance of
0 rganizational Rradigns*', In LL. Cummings and B.M. Staw (eds) Researa in
O rganizationalBeh avor, 3: 1-52. Greenwich , CT: A1 Ress.

Suciman, M.C. (199 5) "Managing Legitim acy: Strat gic and Institutiona BA pproach es™,

Academy ofManagem entRevew, 20: 571-610.

Tobert P S. and LLG. Zudier (19 83) "Institutiona BSources of Change in The Form al
Stucture of O rganizations: The Diffusion of Civll Strvice Reform, 1880-19 35",

Adm inistrative Science Quarerk, 28: 22-39 .

Weick, K.E. (1992) "Agenda Stting in O rganizationaBBeh avior: A Theory Focused

A pproach **, JurnallofManagem entInquiry, 1: 171-182.

Westphall JD. and Zajpc, EJ. (1998) "The Symbo k Managem ent of Stockh o Bers:

Corporat Gowrnance Reforms and Shareh oBers Reactions™, Administrative Science

Quarterh, 43, 127-153.

WoE, R. (1994) 'O rganizatonall Innovation: Review, Critique and Suggestd

Directions', Jburnallof Managem ent Studies, 31: 405-431.

Zapc, E. J. and MH . Bazrman (199 1) "Bihd Spots in Industty and Com petitor

Anabksis: Im p kations of Inerfirm (Mis)R rce ptions for Strat gic De cisions', Academy of
ManagementRevew, 16: 37-56.

Zbaracki, M.J. (1998) "The Rhetoric and Realy of Total Qualy Management’,

Adm inistrative Science Quarerk, 602-636.

Zucker, LL.G. (19 77) "The Roll of Institutiona kation in CuluralR rsisence **, American
Socio bgicalRevew, 42: 726-743.

30



