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initiatives than in others. For example, the theme in 1990
emphasized environmental management; the theme in 1992,
drug abuse management; and the theme in 1998, education.
Still, in most years, the award has recognized HRD for
business initiatives. For example, the theme in 1994 was
for “Human Resource Development for Women in Extreme
Poverty,” which was won by the Dhaka Ahsania Mission of
Bangladesh. Similarly, the theme in 1995 had a primarily
business focus, “HRD for Productive Employment of
Youth,” and was won by the “Barefoot College” of India’s
Social Work and Research Centre. In 1996 the theme was
“People’s Participation in Community Development,” won
by the Sungi Development Foundation of Pakistan; and in
1997, the theme was “Empowering the Urban Poor,” won
by Thailand’s Human Development Centre.

SHRM Awards for Professional Excellence. The Society
for Human Resource Management annually gives out
four Awards for Professional Excellence. The four catego-
ries are for educators and for large, medium, and small
organizations.

ASTD Awards. The American Society for Training and
Development offers several awards in three different cat-
egories annually. The three categories are (1) Advancing
Workplace Learning and Performance; (2) Excellence in

Practice; and (3) Advancing ASTD’s Vision.
The Advancing Workplace Learning and Perform-

ance Awards category includes awards for Distinguished
Contribution, for Lifetime Achievement, for Champion
of Workplace Learning and Performance, for Research,
for Dissertation, and for Public Policy. Recipients have
been of very high caliber, including in 1997 alone such
figures as management authors Peter Senge and Peter
Drucker, General Electric CEO Jack Welch, Senator
Patrick Moynihan (New York), Senator William Roth
(Delaware), Congressman Clay Shaw (Florida), and Con-
gressman Sander Levin (Michigan).

The Excellence in Practice Awards category covers
contributions in applied training in development in dif-
ferent areas including learning technologies, performance
improvement, managing change, valuing differences,
career development, organizational learning, and technical
training. The Vision Awards category covers contribu-
tions to the ASTD as an organization.

SEE ALSO Quality and Total Quality Management; Quality

Gurus
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MANAGEMENT CONTROL

Management control describes the means by which the
actions of individuals or groups within an organization are
constrained to perform certain actions while avoiding
other actions in an effort to achieve organizational goals.
Management control falls into two broad categories
regulative and normative controls—but within these cat-
egories are several types.

The following section addresses regulative controls
including bureaucratic controls, financial controls, and
quality controls. The second section addresses normative
controls including team norms and organization cultural
norms.

Table 1
Types of Control
Regulative Normative
Controls Controls
Bureaucratic Controls Team Norms

Financial Controls Organizational

Cultural Norms
Quality Controls
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Type of Regulative Control

Definition

Table 2
Definition and Examples of Regulative Controls

Example

Bureaucratic Controls
Financial Controls

Quality Controls

Policies and operating procedures
Key financial targets

Acceptable levels of product or process variation

Employee handbook
Return on investment

Defects per million

REGULATIVE CONTROLS

Regulative controls stem from standing policies and
standard operating procedures, leading some to criticize
regulative controls as outdated and counterproductive. As
organizations have become more flexible in recent years
by flattening organizational hierarchies, expanding organ-
izational boundaries to include suppliers in inventory
management and customers in new product development,
forging cooperative alliances with competitors, and devel-
oping virtual organizations in which employees are geo-
graphically dispersed and may meet only a few time each
year, critics point out that regulative controls may prevent
rather than promote goal attainment.

There is some truth to this. Customer service repre-
sentatives at Holiday Inn are limited in the extent to
which they can correct mistakes involving guests. They
can move guests to a different room if there is excessive
noise in the room next to the guest's room. In some
instances, guests may get a gift certificate for an additional
night at another Holiday Inn if they have had a partic-
ularly bad experience. In contrast, customer service rep-
resentatives at Tokyo’s Marriott Inn have the latitude to
take up to $500 off a customer’s bill to solve complaints.

The actions of customer service representatives at
both Holiday Inn and Marriott Inn must follow policies
and procedures, yet those at Marriott are likely to feel less
constrained and more empowered by Marriott’s policies
and procedures compared to Holiday Inn customer serv-
ice representatives. The key in terms of management
control is matching regulative controls such as policies
and procedures with organizational goals such as customer
satisfaction. Each of the three types of regulative controls
discussed in the next few paragraphs has the potential to
align or misalign organizational goals with regulative con-
trols. The challenge for managers is striking the right
balance between too much control and too little.

BUREAUCRATIC CONTROLS

Bureaucratic controls stem from lines of authority and
this authority comes with one’s position in the organiza-
tional hierarchy. The higher up the chain of command,
the more an individual will have authority to dictate
policies and procedures. Bureaucratic controls have gotten
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a bad name and often rightfully so. Organizations placing
too much reliance on chain of command authority rela-
tionships inhibit flexibility to deal with unexpected
events. However, there are ways managers can build
flexibility into policies and procedures that make bureauc-
racies as flexible and as able to quickly respond to customer
problems as any other form of organizational control.

Consider how hospitals, for example, are structured
along hierarchical lines of authority. The Board of Direc-
tors is at the top, followed by the CEO and then the
Medical Director. Below these top executives are vice
presidents with responsibility for overseeing various hospi-
tal functions such as human resources, medical records,
surgery, and intensive care units. The chain of command
in hospitals is clear; a nurse, for example, would not dare
increase the dosage of a heart medication to a patient in an
intensive care unit without a physician’s order. Clearly, this
has the potential to slow reaction times—physicians some-
times spread their time across hospital rounds for two or
three hospitals and also their individual office practice. Yet,
it is the nurses and other direct care providers who have the
most contact with patients and are in the best position to
rapidly respond to changes in a patient’s condition.

The question bureaucratic controls must address is:
How can the chain of command be preserved while also
building flexibility and quick response times into the sys-
tem? One way is through standard operating procedures
that delegate responsibility downward. Some hospital res-
piratory therapy departments, for example, have developed
standard operating procedures (in health care terms, thera-
pist-driven protocols or TDPs) with input from physicians.

TDPs usually have branching logic structures requir-
ing therapists to perform specific tests prior to certain
patient interventions to build safety into the protocol.
Once physicians approve a set of TDPs, therapists have
the autonomy to make decisions concerning patient care
without further physicians’ orders as long as these deci-
sions stay within the boundaries of the TDP. Patients
need not wait for a physician to make the next set of
rounds or patient visits, write a new sct of orders, enter
the orders on the hospitals intranet, and wait for the
manager of respiratory therapy to schedule a therapist to
perform the intervention. Instead, therapists can respond
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immediately because protocols are established that build
in flexibility and fast response along with safety checks to
limit mistakes.

Bureaucratic control is thus not synonymous with
rigidity. Unfortunately, organizations have built rigidity
into many bureaucratic systems, but this need not be the
case. It is entrely possible for creative managers to
develop flexible, quick-response bureaucracies.

FINANCIAL CONTROLS

Financial controls include key financial targets for which
managers are held accountable. These types of controls
are common among firms that are organized as multiple
strategic business units (SBUs). SBUs are product, service,
or geographic lines having managers who are responsible
for the SBU’s profits and losses. These managers are held
responsible to upper management to achieve financial
targets that contribute to the overall profitability of the
corporation.

Managers who are not SBU executives often have
financial responsibility as well. Individual department
heads are typically responsible for keeping expenses within
budgeted guidelines. These managers, however, tend to
have less overall responsibility for financial profitability
targets than SBU managers.

In either case, financial controls place constraints on
spending. For SBU managers, increased spending must be
justified by increased revenues. For departmental manag-
ers, staying within budget is typically one key measure of
periodic performance reviews. The role of financial con-
trols, then, is to increase overall profitability as well as to
keep costs in line. To determine which costs are reason-
able, some firms will benchmark other firms in the same
industry. Such benchmarking, while not always direct
comparison, provides at least some evidence to determine
whether costs are in line with industry averages.

QUALITY CONTROLS

Quality controls describe the extent of variation in proc-
esses or products that is considered acceptable. For some
companies, zero defects—no variation at all-is the standard.

In other companies, statistically insignificant variation is

allowable.

Quality controls influence the ultimate product or
service outcome offered to customers. By maintaining
consistent quality, customers can rely on a firm’s product
or service attributes, but this also creates an interesting
dilemma. An overemphasis on consistency where varia-
tion is kept to the lowest levels may also reduce response
to unique customer needs. This is not a problem when
the product or service is relatively standardized such as a
McDonald’s hamburger, but may pose a problem when
customers have nonstandard situations for which a one-
size-fits-all solution is inappropriate. Wealth managers,
for example, may create investment portfolios tailored to
a single client, but the process used to implement that
portfolio, such as stock market transactions, will be stand-
ardized. Thus, there is room within quality control for
both creativity (such as wealth portfolio solutions), and
standardization (such as stock market transactions).

NORMATIVE CONTROLS

Rather than relying on written policies and procedures
as in regulative controls, normative controls govern
employee and managerial behavior through generally
accepted patterns of action. One way to think of norma-
tive controls is in terms of how certain behaviors are
appropriate and others are less appropriate. For instance,
a tuxedo might be the appropriate attire for an American
business awards ceremony, but totally out of place at a
Scottish awards ceremony, where a formal kilt may be
more in line with local customs. However, there would
generally be no written policy regarding disciplinary
action for failure to wear the appropriate attire, thus
separating formal regulative controls from the more infor-
mal normative controls.

TEAM NORMS

Teams have become commonplace in many organizations.
Team norms are the informal rules that make team mem-
bers aware of their responsibilities to the team. Although
the task of the team may be formally documented and

Type of Normative Control

Definition

Table 3
Definition and Examples of Normative Controls

Example

Team Norms

Organizational Cultural Norms
and rituals

Informal team rules and responsibilities

Shared organizational values, beliefs,

Task delegation
based on team
member expertise

Collaboration may be
valued more than
individual “stars”
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communicated, the ways in which team members interact
are typically developed over time as the team goes through
phases of growth. Even team leadership must be informally
agreed upon; at times, an appointed leader may have less
influence than an informal leader. If, for example, an
informal leader has greater expertise than a formal team
leader, team members may look to the informal leader for
guidance requiring specific skills or knowledge. Team
norms tend to develop gradually, but once formed, can
be powerful influences over behavior.

ORGANIZATIONAL CULTURE NORMS

In addition to team norms, norms based on organiza-
tional culture are another type of normative control.
Organizational culture involves the shared values, beliefs,
and rituals of a particular organization. The Internet
search firm, Google, Inc. has a culture in which innova-
tion is valued, the belief that the work of the organization
is important is shared among employees, and teamwork
and collaboration are common. In contrast, the retire-
ment specialty firm, VALIC, focuses on individual pro-
duction for its sales agents, de-emphasizing teamwork and
collaboration in favor of personal effort and rewards. Both
of these examples are equally effective in matching norms
with organizational goals; the key is thus in properly
aligning norms and goals.

The broad categories of regulative and normative con-
trols are present in nearly all organizations, but the relative
emphasis of each type of control varies. Within the regu-
lative category are bureaucratic, financial, and quality con-
trols. Within the normative category are team norms and
organization cultural norms. Both categories of norms can
be effective and one is not inherently superior to the other.
The managerial challenge is to encourage norms that align
employee behavior with organizational goals.

SEE ALSO Organizational Culture; Quality and Total
Quality Management; Teams and Teamwork
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Management and Executive Development

MANAGEMENT
AND EXECUTIVE
DEVELOPMENT

Manager effectiveness has an enormous impact on a firm’s
success. Therefore, companies must provide instruction
for managers and high-potential management candidates
in order to help them perform current and future jobs
with the utmost proficiency. Management development
has long been an important component of corporate
strategic planning. In fact, many companies consider the
identification and development of next-generation man-
agers to be their top human resource challenge.

Management development is important for new man-
agers because these individuals need instruction on how to
perform their new supervisory jobs. Even so, companies
often allow employees to make the transition to manage-
ment with little or no training, leaving them with feelings
of frustration, inadequacy, and dismay. More experienced
managers also benefit from management development. A
majority of first-line managers have their sights set on
higher-level management jobs. Given these ambitions,
companies need to provide lower-level and mid-level man-
agers with formal development programs in order to help
them climb the corporate ladder.

Effective management instruction programs are able
to bridge gaps between what individuals already know and
what they need to know for their new positions. Manag-
ers need different skills at each managerial level. The
instructional programs needed to produce these skills are
shown in Table 1.

A variety of approaches are used to teach these subjects.
Some are in traditional classroom-type settings, while others

Table 1

Instructional Needs at Different
Managerial Levels

First-line managers need training in
* basic supervision
* motivation
« career planning
« performance feedback

Middle managers need training in

» designing and implementing effective group and intergroup work and
information systems
defining and monitoring group-level performance indicators
diagnosing and resolving problems within and among work groups
designing and implementing reward systems that support cooperative
behavior

Executives need training in
» broadening their understanding of how factors such as competition,
world economies, politics, and social trends influence the
effectiveness of the organization

513



