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Introductlon. On the Pragmatics of Management Learning .

and Educatlon

In my introduction to the EDI Section of Volume 6,
Issue 4 (Ashkanasy, 2007), I referred to Giacalone's
(2007) recommended remedy for dealing with ethi-
cal issues: to take a “red pill” of reality. In this
editoricl, I continue this theme based on one of the
articles in thls issue's EDI section, but with a twist.
I take my cue this time from the opening essay by
Cynthia W. Weick titled, “Issues of Consequence:
Lessons for Educating Tomorrow's Business Lead-
ers From Phllosopher William Ic:mes As readers
will quickly see, ‘there is much in common between
Weick and Glacalone s essays. In particular, both
authors urge us to look beyond the rhetoric; to view
life and behavior as it really is, not what we would
prefer to see, or what might have been.

Weick's arguments stem irom the teachings of
William James (1842-1810), an Amenccm philoso-
pher and early psychologist whose writings fell
into the pragmatic school of philosophy, where the

value of an idea is reflected in its usefulness. We-

ick sets out five themes that she identifies as “"sem-
inal” to James's work: “making philosophical
thinking accessible; finding truth using the prag-
matic method; linking truth and goodness; using
pluralism to make beiter decisions and promote
tolerance; and inventing the future.” Weick then
proceeds to outline how these themes apply in the
context of management education, reflected in two
especially useful tables: the first, spelling out how
James's Pragmatism maps onto business deci-
sions, and the second, describing the types of ini-
tiatives business faculties could take to implement
James's ideas.

The second essay in this section is by Sharon K.
and John M. Clinebell, titled, “The Tension in Busi-
ness Education Between Academic Rigor and Real-
World Relevance: The Role of Executive Profes-
sors.” The connections to Weick's essay are
obvious. The Clinebells deal also with issues con-
cerning the applicability of business education
and learning. They focus on one particular issue:
the role of executive (or clinical) professors in busi-
ness schools. The central argument here is that
executive professors bring a more grounded ap-
proach into business schools, which have become
wedded to an overly academic education orienta-
tion. In this instance, executive professors bring a
sense of realism to business school education. The

8

Clinebells conclude, however, that executive pro-

fessors are not always used to their best advan-
tage. To address these shortcomings, they provide

a list of nine recommendations for improving the
effectiveness of executive professor employment in
business schools.

~ The third essay, by Peter Navarro, is titled "The

MBA Core Curricula of Top-Ranked U.S. Business

Schools: A Study in Failure?” Navarro takes this

idea of practicality and usefulness a step further.

According to the evidence he presents in this es-

say, MBA curricula in top-ranked U.S. business

schools mostly still conform to a “functional silo”

model. In this model, according to Navarro, learn-

ing tends to be directed toward the objectives for

each functional course, and achievement of high

grades. This is antithetical to the AACSB objective

of multidisciplinary integration and the teaching

of skills needed in today’'s competitive global en-

viranment, with an emphasis on sustainability and

corporate social responsibility.

The fourth and final article in this EDI section, by
Joseph A. Raelin, is a dialogue piece in response to
Tsang and Frey's (2007) provocative argument that
journal editors ought to make a yes—no decision on
article submissions. If the editor decides to accept,
then the manuscript should be accepted "as is”
{i.e.. only requiring copy-editing changes). Raelin
titles his article, “Refereeing the Gome of Peer
Review,” and argues that, instead of the radical
“as is” idea proffered by Tsang and Frey, it may be
more practical to try to improve the present peer-
review system. The author advocates in particular
additional training of reviewers—beginning in
their doctoral education—designed to make re-
views more developmental and professional.

As readers can see from the four articles in this
issue’s EDI section, they all address the theme of
usefulness. Weick entreats us to adopt a more
pragmatic philosophy; the Clinebells argue that
business schools can more effectively employ ex-
ecutive professors; Navarro asks business schools
to adopt curricula more in line with AACSB teach-
ing objectives; and Raelin believes that o more
professional, trained cadre of reviewers is needed.
This continues the theme developed in the EDI
articles in the last AMLE issue. There is a message
for us all here.

Capyright of the Academy ol Manggement, all rights reserved. Contents may not be copl

express written permission. Users may print. download or emil articles for individunl use only.

d, amciled, p

ted to a lisizery. or otherwise transmitted without the copyright holdar's




mlﬁwﬁm—k. %ﬁﬁ R 5T ok o R A

F3R-£5 R
s %0 s PR PRI % % 8| 7" p=w
53” H : | . . o Acodemy of Munugemnl?erspadivss - Februgry

RESEAR(H

BRIEFS

This section of Academy of Management Perspectives is intended to present research
briefs from disciplines and discourses beyond the Management field that inform our
own research on how organizations are managed and succeed.

The Product Innovation Process: Are
Managing Information Flows and Cross-
Functional Collaboration Key?

Research Brief by Rebecca M. J. Wells, Associate
Professor of Marketing, University of Dayton

t goes without saying that successful product

innovation is important, if not critical, to the

long-term viability of organizations. Conse-
quently, garnering and effectively managing the
resources needed to positively influence the prod-
uct innovation process is certainly worth the time,
energy, and investment. The challenge, however,
is that the exact nature of those important re-
sources isn't clear. Moreover, we don’t fully un-
derstand how different resources might actually
influence product innovation success to begin
with. |

In a recent study, Luigi M. De Luca of Bocconi
University and Kwaku Artuahene-Gima of the
China Europe International Business School used
the marketing literature to identify factors rele-
vant to successful product innovation. Their work
uncovers some interesting findings about the un-
derlying dimensions of those factors and how they
actually influence the product innovation process
in a positive way. In doing so, De Luca and Artu-
ahene-Gima offer some clear implications for

. managers as well as organizational structures and
processes.

De Luca and Atuahene-Gima contend that
product innovation performance is influenced by
three broad factors: market knowledge, cross-func-
tional collaboration, and knowledge integration
mechanisms within the company. A firm’s infor-

mation about and understanding of its customers
and competitnrs are components of its market
knowledge. The extent to which various func-
tional areas (e.g., marketing, R&D, finance) are
involved in the product innovation process and

the degree ro which those areas cooperate during

that process are components of cross-functional
collaboration. Knowledge integration mechanisms
are the formal organizational processes and struc-
tures that make it possible to gather, analyze,
interpret, and disseminate information through-
out the organization. Examples of knowledge in-
tegration mechanisms include systems for gather-
ing and documenting market intelligence, regular
cross-funcrional briefings, and standardized pro-
cesses for analyzing ongoing projects. Generally
speaking, product innovation success appears to
depend on management’s ability to effectively in-
tegrate all three of these resources and bring them
to bear.

De Luca and Atuahene-Gima also make spe-
cific proposals about each of these generic factors.
First, they propose that market knowledge is really
a multifaceted factor and that to really understand
its overall impact requires an appreciation of each
knowledge dimension and the role it plays. So if
key dimensions of market knowledge are breadth,
depth, specificity, and tacitness, it is important to
understand the importance and contribution of .
each one of them to the product innovation process.

De Luca and Atuahene-Gima go on to suggest
that the influence of cross-functional collabora-
tion and knowledge integration mechanisms is
not well understood. If we assume that product
innovation success depends on how well a firm
rransforms  knowledge held by cross-functional
teams into new products, then understanding the
role of knowledge integration mechanisms be-

 permission. Usars may prin, downdood, or e-moil osticles or individuol use

Copyright by the Ataderry of Management; all sights resemd (ontents moy m!'vm be copied, e-muiled, posleﬁ oo limm or otherwise Irnnsrm'lteé wilhou! the topyright hobder's express writton




@l&»x$n+k-&#&m%ﬁﬁfﬂkﬁﬁ&ﬁ%ﬁﬁ4ﬁ*5ﬁ

T & wm

ERF

BRI 7 BT Pt g = n)

2008

v

comes critical. In fact, the knowledge-based view
of the firm implies that these mechanisms are vital
to sustainable competitive'ad’vantage Yet how
this actually works isn’t clear. Structural contin-
gency theory, however, suggests that the flow and
sharing of information among functional units
help determine the nature of the knowledge inte-
gration ‘mechanisms that eventually come into
play. The circular nature of these relationships
between information flows and integration mech-
anisms are ‘reminiscent of ‘the long-standing
chicken and egg debate—and represent a chal-
lenge for managers. So, what comes first? Do man-
agers first establish- structures and processes to
ensure that relevant market knowledge is captured
and promote cross-functional collaboration, with
knowledge integration mechanisms (e.g., documen-
tation, meetings, briefings) evolving later? Or do
well-designed and orchestrated knowledge integra-
tion mechanisms foster efforts to understand the
market and promote collaboration across units?

De Luca and Atuahene-Gima argue that our
understanding will improve if we look specifically
at the dimensions of market knowledge and the
effects of cross-functional collaboration on knowl-
edge integration mechanisms. Teasing these fac-
tors out first will help us better grasp the roles that
management and the allocation of resources actu-
ally have in the success of product innovation
processes. o

In their study, De Luca and Atuahene-Gima
surveyed 750 randomly selected high-technology
Chinese firms. While previously employed ques-
tions and scales were used to measure dimensions
of potential contributing factors and innovation
performance, the rapidly changing business cli-
mate in China may have introduced some con-
founding issues. To their credit, De Luca and
Atuahene-Gima took appropriate steps to assess
the reliability and validity of their measures in
their selected population.

Based on their results, De Luca and Atuahene-
Gima offer us the following conclusions: (a) Mar-
ket knowledge specificity (i.e., having context-
specific  information) and  cross-functional
collaboration positively influence product innova-
tion performance directly through knowledge in-
tegration mechanisms; (b) market knowledge
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depth (i.e., the sophistication and complexity of
information) positively influences product inno-
vation performance through knowledge integra-
tion mechanisms; (c) market knowledge breadth
(i.e., the “high-level” view of customers and com-
petitors) has a positive, direct effect on product
innovation performance; and {d) market knowl-
edge tacitness {i.e., information that is not ex-
plicit or easy to come by) has no influence on
product innovation performance.

So what do ali these findings imply for organi-
zations as well as for the managers responsible for
product innovation processes! For managers in-
volved in product innovation, two principal im-
plications come to mind. First, managers should
design knowledge integration mechanisms to
align with the type (breadth, depth, specificity, or
tacitness) of market knowledge used in the prod-
uct development process. If the firm is guided by a
broad understanding of consumers and competi-
tors consistent with a fundamental consumer ori-
entation, then mechanisms to capture and con-
tinuously update relevant market intelligence and
macro-envitronmental trends are important. This
study, however, suggests that this is insufficient by
itself. Deeper and more specific knowledge, which
is shared across functional areas, will significantly
improve the odds of a successful product innova-
tion process. !

Indeed, organizational processes that encourage

~information sharing {e.g., willingness to share
_documents, to hold meetings and project reviews,
‘and to use comparable methods of analysis across

functional areas) also serve as potential compo-
nents of knowledge integration mechanisms, and
the use of such mechanisms may help facilirate the
processes that eventually lead to successful new
products. Of course, encouraging - information
sharing and the development of knowledge inte-
gration mechanisms also requires the effective al-
location of human and financial resources needed
to acquire, analyze, and disseminate market
knowledge in the first place.

This brings us to the second implication for
managets of product innovation processes. Specif-
ically, it is the use of structured and accessible
knowledge integration mechanisms that enables
the cross-functional collaboration so critical to
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product innovation success. Consequently, man-
agers not only need to support and reward cross- |
functional collaboration, they also need to ensure
that the appropriate knowledge integration mech-
anisms are in place. This, too, requires the effec- .
tive allocation of human and financial resources.

Together, these implications suggest that man- |
agers’ understanding of the types of market knowl- -
edge critical to product innovation in an organi-
zation informs the design of knowledge
integration mechanisms. These mechanisms, in
turn, foster the cross-functional collaboration and
information sharing that are critical to product
innovation performance. |

Source: De Luca, L., & Atuahene-Gima, K. (2007). Market
knowledge dimensions and cross-functional collaboration:
Examining the different routes to preduct innovation per-
formance. Journal of Marketing, 71, 95-112.

m #l® 8w 5 & %

4 m %R (% %) - % A. . &

S g 48 P BLEA - 1&&%M&#Wﬁ ﬁﬁﬁﬂ%&&#iﬁ#ﬁih#(héxﬁﬂmﬂ%ﬁm)°
2. HENEpREESL AR ERE - ‘
SR TRERETE AR RO TIRE -





