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Abstract
The structural aspects of organizations have been a focal point in organizational studies, being able to describe and
analyze different types of organizations, while the subject of management forms has been underdeveloped. At the
structural level new dimensions have been included, but no substantial changes have happened at the managerial level.
Traditional management forms show limitations when dealing with ambiguous situations, because control has been
viewed as a fundamental aspect of management, limiting the range and application of management under uncertainty.
Therefore, this study addresses forms of management when control is counterproductive. The model presented
attempts to clarify that different types of goals and tasks will lead to different forms of management as well as different
organizational structures. 
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AbstractAbstractAbstractAbstract

The structural aspects of organizations have been a focal point in organizational studiesǡbeing able to describe and analyze different types of organizationsǡ while the subject ofmanagement forms has been underdevelopedǤ At the structural level new dimensions havebeen includedǡ but no substantial changes have happened at the managerial levelǤTraditional management forms show limitations when dealing with ambiguous situationsǡbecause control has been viewed as a fundamental aspect of managementǡ limiting therange and application of management under uncertaintyǤ Thereforeǡ this study addressesforms of management when control is counterproductiveǤ The model presented attemptsto clarify that different types of goals and tasks will lead to different forms of managementas well as different organizational structuresǤ
IntroductionIntroductionIntroductionIntroduction

While in the history of management we have been through many theories oforganizational structure we have kept the same theory about management formsǤ Thisdisengagement is best manifested in the distance between the work of Schumpeter ȋͳͻͶʹȌand Taylor ȋͳͻͳͳȌǤ Frederic Taylor ȋͳͻͳͳȌ and his fellow Henry Fayol ȋͳͻͳ͸Ȍ were leadingthe first management revolution attached to the neoclassical approach where efficiencywas achieved by rationally controllingǡ planning and coordinating the productionǤ TaylorǯsScientific Management was based in maximum specification and measurement of allorganizational tasksǢ relegating the notions of management and organization to amechanistic activityǤ On the contraryǡ in the book The Theory of Economic DevelopmentǡJoseph Schumpeter ȋͳͻͳͳȌ disrupted the approach to business economic studiesintroducing the limitations of the static equilibrium of neoclassical economicsǡ andstressing the influence of individuals Ȃentrepreneursǡ to explain business change anddevelopmentǢ also shifting economic thought from business circles to business cyclesǤSoon after Schumpeterǯs workǡ some fellows at Harvard Business School engaged instudies on the history of industrial enterprise ȋChandlerǡ ͳͻ͸ʹȌ and elicited stories fromexperienced managers ȋAndrewsǡ ͳͻ͹ͳȌǤ Although these prominent works centered onorganization structure and corporate strategyǡ new forms of management remainedunderstudiedǤ For exampleǡ Chandler sensibly explained the change from the UǦForm tothe MǦFrom and introduced the need to align organizational structure with strategy inorder to face change ȋChandlerǡ ͳͻ͸ʹȌǢ other studies explain the change from functional tomatrix organization ȋDavis Ƭ Lawrenceǡ ͳͻ͹͹ȌǤ While at the structural level newdimensions were includedǡ no substantial changes were introduced at the managerial levelǤThusǡ it is implied that although the structure of the organization needs to undergo achange and adapt to strategyǡ the management form is still fundamentally based on theideas of controlǡ planning and coordinatingǤSince thenǡ the topic of organizational structures has been extensively covered byorganizational change literatureǡ strategy theories and institutional theory studiesǤ Forexampleǡ transaction cost approach remains focused on structure as a hierarchyǡ be itformal or informalǡ and bureaucracy as the only management formǤ In this approach the
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functions of managers remain as minimizing coordination costs to accomplish profitmaximization ȋWilliamsonǡ ͳͻ͹ͷȌǤ New conceptualizations emerge based on thelimitations of hierarchical structures and bureaucratic functionsǤ The governanceapproach identifies other types of organization structures such as clans ȋOuchiǡ ͳͻͺͲȌǡ andfrom the cultural approach adhocracies ȋMintzbergǡ ͳͻͺͷȌ and fiefs ȋBoisotǡͳͻͺ͸ǢCameron Ƭ Quinnǡ ͳͻͻͻȌ are introducedǤ These new organizational types explainedstructures without a clear division of laborǡ communication flow and commandǤ Howeverǡthis change in structure was not accompanied by a shift in the management formsǤ Theclimax of the structural revolution came with the relational approach of the networkorganizationǡ which introduced an organizational form that was linked to innovationȋPowellǡ ͳͻͻʹȌǤAlthough literature on management forms is less developed than the one on organizationsǯstructureǡ there are still some visible linkages between themǤ Grounded in Taylorǯsscientific management principlesǡ Henri Fayolǯs ȋͳͻͳ͸Ȍ managerial functions based oncontrollingǡ planningǡ and coordinating the production activityǡ have influenced a widerange of the management literatureǤ For instanceǡ in an adhocracyǡ the emphasis is placedon the coordination functionǤ Coordination is achieved through mutual collaboration andlittle formalization in a matrix structure that combines the functional and market basesȋMintzbergǡ ͳͻͺͲȌǤ Another example comes from the effect of network structure onmanagement functionsǡ as Burt ȋͳͻͻʹȌ explainsǡ with a shift from formal to informalcontrolǤ In the network organization again management forms are not the primary topic ofdiscussionǤ Howeverǡ the network organization faces less clear directions and moreuncertainty in coordinationǦrelated goalsǡ successful dealing with informal control for amanager would mean higher chances of promotion and bigger financial rewardsǤ Though anew current of managerial forms could be detected due to the proliferation of neworganizational structuresǡ still there is the classic view of planningǡ coordination andcontrol as the main functions of managementǤThe rise of softǦcontrol based approaches Ǧ such as managing by valuesǡ reliance on astrong organizational culture and managing through persuasionǡ might suggest adivergence from the traditional function of planningǡ coordinatingǡ and controllingǤHoweverǡ these approaches do not greatly differ from the traditional ones when looking atpower and authority in organizationsǤ From the descriptions of managerial functionsoffered by the new structuresǡ it is understood that the methods of management still havestrong reliance on domination and controlǤ For instanceǡ Lukesǯ ȋͳͻͺ͸Ȍ third dimension ofpower suggests that the most successful form of domination takes place where thesubordinates are not even aware of the dominator and his plansǤ Thereforeǡ as long assome form of controlǦfree managerial behavior is not recognized ȋor introducedȌǡ the basicproblem of managing innovation remains poorly addressedǤ Not only is the structuralapproach too rigid to explain what occurs in organizations dealing with uncertaintyǡ butalso it fails to introduce forms of management other than the traditional onesǤIn this article we suggest looking at organizations as stages of development in order todeal with uncertainty and change to create value and introduce a more dialogical form ofmanagement dismissed by the use and focus of traditional management formsǤ The notionǲstages of developmentǳ is appropriate to take advantage of structural designs and invitesthe managers to choose an appropriate management form at any stage within the overalllife of an organizationǤ The dynamics in the stages of development approach are toconsider the stadium of openness and closure of a project to acknowledge what form ofmanagement it is required at each stageǤThis conceptual paper is divided in three partsǣ the first part introduces differentorganizational structures and how those are related to management formsǤ The second
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partǡ introduces the notion of stages of development as a new approach to themanagement of an organizationǤ The third part introduces rhetoric as an antecedent tostandardized forms of management that has been ignored by management literatureǤFinallyǡ the conclusionǡ offers a synthetic view of the article contributionǤ
OrganizationalOrganizationalOrganizationalOrganizational structuresstructuresstructuresstructures andandandandmanagementmanagementmanagementmanagement formsformsformsformsStudies on organizational change focus on organizational structure and have omitted thestudy of management forms according to the innovations that accompanied the newstructuresǤ And they have relegated the functions of management to controllingǡ planningand coordinating being unable to explain and the challenges of changing contexts andgrowthǤTable ͓ summarizes the organization structures that have emerged and what they suggestin terms of management formsǤ It is observed that managerial functions remain to befocused on coordinationǡ planningǡ and controlǡ even though the organizational structureshave evolved from rigid to more flexible onesǤ
OrganizationsǯStructures Management Form Managerial Function
Bureaucracy Weber ȋͳͻͲͶȌǡ Taylor ȋͳͻͳͳȌǡ Fayol ȋͳͻͳ͸Ȍǡ Williamsonȋͳͻ͹ͷȌ

• ̶contingent claims̶ contracts that are impossible inthe presence of bounded rationality
• Emphasis on technical expertise
• Under the neoclassical contract law consideringbounded rationalityǡ partial information disclosureǡand arbitration
• Unable to handle excessive ambiguity
• Requires reciprocity and legitimate authority
• Works through explicit rules
• Takes place as a stable pattern of transactions whenmarkets fail due to uncertainty ȋinvolving boundedrationalityȌ and opportunismǤ

Among the traditionalfunctions of planningǡcoordinationǡ and controlǡbureaucracies have a strongfocus on planning and thencontrolling based on alreadymade plansǤUsing rewards andpunishments to reach the setstandardized goals throughstablished procedures is acommon way to controlǤ

Adhocracies Mintzberg ȋͳͻ͹ͻǡ ͳͻͺͷȌ
• focus on coordination through mutual adjustmentand semiformal structure parametersǢ consistencydevelopmentǤ
• exercise influence without relying on formalcontrols
• in dynamic and complex environments withsophisticated innovation demands
• project basedǡ an accumulation of patterns andstrategiesǤ
• outputs cannot be determined by rulesǡ standardsǡand plansCameron and Quinn ȋͳͻͻͻǡ ʹͲͲ͸Ȍ
• external positioning with focus on competition anddifferentiation
• innovative and entrepreneurial

Adhocracies cannot have aconsiderable reliance onplanningǡ due to the highuncertainties of the contextsthat they faceǤ Thereforeǡtheir main focus iscoordinationǤ Howeverǡ sincethere is an almost clear goalfor the managers to reachǡsofter practices of controlsuch as influencing andpersuasion would existǤ
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Fiefs Boisot ȋͳͻͺͺǡ ͳͻͻ͸Ȍ
• Hierarchical coordination
• Submission to superordinate goals
• Charismatic and feudal relationship with the leader
• Conditions of high uncertainty

Less need for coordinationsince there is a clear line ofcommand coming from theleaderǤ Though the high levelof uncertainty would make itvery hard to make detailedplansǡ the ultimate sharedgoal along with the charismaof the leader contribute tocontrol mechanisms in suchorganizationsǤClans Ouchi ȋͳͻͺͲȌ
• The term ̶clan̶ is taken from Durkheim̵s ȋͳͻ͵͵Ȍcategorization of an organic solidarity amongindividualsǡ contemplating the union of objectivesbetween individuals which stems from theirnecessary dependence upon one anotherǤ
• Requires reciprocityǡ legitimate authorityǡ andcommon values and beliefsǡ along with socializationinto traditions of the organizationǤCameron and Quinn ȋͳͻͻͻǤ ʹͲͲ͸Ȍ
• Focus on internal maintenance through smoothingactivities and integration
• FamilyǦlike relationships

Practicing managerialfunctions in a way much closeto the adhocracy stateǡ in clanstructures there is a strongfocus on coordinationthrough socializingindividuals into theorganization andfamiliarizing them with thecultureǡ valuesǡ and ultimategoalsǤ Againǡ due touncertainty of the contextǡdetailed planning is notpossibleǤ Howeverǡ controlcan take place as a result ofthe socialization of the clan̵sculture and valuesǤNetworks Powell ȋͳͻͻͲȌ
• Reduce uncertainty
• Fast access to reliable and responsive information
• More social than markets and hierarchies
• Dependent on relationshipsǡ mutual interest andreputation rather than formal structure of authority

Uncertainty reduction wouldeventually ask for morestandardization and feweroptionsǡ hence more controlpossibility due to asymmetryof knowledgeǤ On the otherhandǡ with uncertaintyreduction and loosecoordination opportunitiesǡ anetwork structure looksmore like a market than ahierarchyǤ
As summarized in the table aboveǡ the bureaucratic form of organizationsǡ considered asthe ̶ideal form̶ by Weberǡ is the fundamental structure to understand firmsǤ The maincharacteristics of and requisites for such form are rooted in assuming rationality andpredictability and through bureaucratic administrationǡ legal formalismǡ and industrialcapitalism ȋWeberǡ ͳͻͲͶȌǤ The assumption of predictability demands from the managersto make detailed plans and use them as measures to control performanceǤ Howeverǡ OuchiȋͳͻͺͲȌ argued with this assumptionǡ considering the clan form as the appropriatestructure where the detailed plans for measuring performance are missingǤ The main taskof a manager then is to focus on coordination rather than controlǤ The other organizationalstructure that believes managers to be enforcers of coordination is the adhocratic formǡintroduced by Mintzberg ȋͳͻͺͷȌ to serve under conditions of high uncertainty such as inentrepreneurial forms of organizationsǤ With a strong focus on value related socializationof individuals in the organizationǡ adhocraciesǡ quite like clansǡ would fall under ̶softǦcontrol̶ typesǡ since it is the persuasive activities of the manager that would result inbeliefǦbased acts and outcomes from the individualsǤ Fiefs ȋBoisotǡ ͳͻͺ͸ǡ ͳͻͺͺǡ ͳͻͻ͸Ȍǡ assmaller hierarchical forms with the strong control factor coming from the charismatic
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leaderǡ would empower managers to planǡ controlǡ and coordinate under high uncertaintyǤThe leader would come up with the precise goals to reduce uncertaintyǡ and managerswould follow through hierarchical forms of planningǡ controllingǡ and coordinating theactivities and outcomesǤA major question that appears relevant here is what managers do when there is highuncertainty but it is not to be reduced through decreasing the numbers of options andlooking back at the historical reactionsǡ patternsǡ and standardsǤ Considering thetraditional managerial functions of planningǡ coordinationǡ and controlǡ would only workas long as there exists at least a primary degree of clarity by the means of uncertaintyreductionǤ Howeverǡ in order to absorb uncertainty through increasing the options andadding even more information to the situation would require managers to do somethingelseǤ In such conditionsǡ in order to create more information and optionsǡ a manager wouldneed to abandon the clarity of final goalsǡ plansǡ and activities and instead look outside the̶box̶Ǥ In doing soǡ the organization as a whole might appear fragile due to the lack of anadherent vision or goalǡ so this is not a sustainable behaviour to expect from the managersunder the responsibility to absorb uncertaintyǤ The upside is that once those options aredeveloped after spending some time on absorbing uncertaintyǡ then management can goback to the traditional functions in order to implement the strategic solutionsǤ
StagesStagesStagesStages ofofofof developmentdevelopmentdevelopmentdevelopment aaaa newnewnewnew approachapproachapproachapproach totototo thethethethemanagedmanagedmanagedmanaged organizationorganizationorganizationorganizationThis part of the paper develops the concepts of uncertainty and control as the basis of theproposed notion of stages of developmentǤ Opposite to the structural approach the notionof stages of development is a dynamic approach to organizations that opens the possibilityto face uncertaintyǤ The foundations of the structural approach are based on clarity andobjectivityǡ which are intensively connected to traditional management formsǤ Thisapproach offers many limitations when dealing with uncertaintyǡ and is likely to loseviability over time due to its rigidity and often inflexibilityǤLooking at organizations as stages of development we suggest that different levels ofuncertainty and different levels of control would require different approaches tomanagementǤ For instanceǡ in open stages of development when uncertainty is highǡcontrol is irrelevant and a more dialogical form of management is suitableǤ In closurestages of development uncertainty is very low and traditional forms of management areappropriatelyǤ Stages of development consider the stadium of openness and closure of theproblem or project to acknowledge what form of management it is required at each stageǤAccording to the organizationǯs goalsǡ projects or problems a more dialogical form ofmanagement is require to offer a better disposition to face uncertaintyǡ grow and innovateǤThe figure below summarizes the stages of development approach considering the levelsof uncertainty and controlǤ It enables a shift of focus that lets us consider context and workactivity as the focal point to determine the appropriate management formǡ and its relationto the organizational structureǤ In the bottom left quadrantǡ the closure stages ofdevelopment are presented under conditions of low uncertaintyǤ Thenǡ the bureaucraticorganization and the traditional forms of management are the relevant because strictcontrolǡ planning and coordination are possible because a clear workflow can beenvisionedǡ it is feasible to breakdown the work in simple tasks and responsibilities can beassignedǤ
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The top right quadrantǡ the open stages of development are presented under conditions ofhigh uncertaintyǤ In this caseǡ traditional forms of management are inappropriate becausethe unclearness of the workflowǡ the unǦfeasibility to breakdown the work in simple tasksand this makes difficult to rationally assign responsibilitiesǤ Thereforeǡ strict controlǡplanning and coordination are futileǤ An organization subjected to high levels ofuncertainty where management forms based on control and coordination would possiblyprove to be counterproductiveǤ As discussed in the behavioral theory of the firmǡ not allgoals are rationalǡ suggesting the difficulty of efficiencyǦoriented planningǡ coordinationǡand control in management due to the variety of goals ȋMarch Ƭ Simonǡ ͳͻͷͺǢ Cyert ƬMarchǡ ͳͻ͸͵ȌǤThe left quadrats show the imbalance between managerial forms and stages ofdevelopmentǡ which lead to an unnecessary situation or undesirable situationǤ They showthe discordance between context and managerial formsǤ The stages of developmentapproach offers the possibility to correlate uncertainty and control in order toappropriately face organizational goalsǤ
UncertaintyUncertaintyUncertaintyUncertaintySources of uncertaintyǡ such asǡ growthǡ environmental volatilityǡ technical developmentsǡand changes in demand preferences or supplyǡ claim ǲrefashioningǳ organizationsǯ strategyǤFailure to respond to these changes would decrease the sustainability of the organizationǤChandler ȋͳͻ͸ʹȌ asserts that in cases where changes in structure are lagging behindchanges in strategyǤ In Chandlerǯs wordsǡ entrepreneurial action ǲaffects the allocation andreallocation of resources for the enterprise as a wholeǳǡ while administrative managementdeals with decisions about resources that are already allocated ȋChandlerǡ ͳͻ͸ʹȌǤConsidering thisǡ the entrepreneurial manager faces uncertaintyǡ and provides a range ofoptions from which some would be later on implemented by administrative managers incharge of day to day operationsǤ This new role implies other functions than planningǡcontrolling and coordinatingǤ Another aspect of entrepreneurial and administrativemanagers in Chandlerǯs industrial firm is that their roles are detached and held bydifferent personsǤ This feature of the industrial firm is not consistent when looking at thelarger spectrum of organizational formsǤ Often the entrepreneurial and administrativeroles are neither clearly defined nor held by different personsǤ Although what it isimportant in the division offered by Chandler is the introduction of a new managerial roleeither if it is performed by different or the same personǤ

OƉĞŶOƉĞŶOƉĞŶOƉĞŶ SƚĂŐĞƐSƚĂŐĞƐSƚĂŐĞƐSƚĂŐĞƐ ŽĨŽĨŽĨŽĨ
DĞǀĞůŽƉŵĞŶƚDĞǀĞůŽƉŵĞŶƚDĞǀĞůŽƉŵĞŶƚDĞǀĞůŽƉŵĞŶƚ

CůŽƐĞCůŽƐĞCůŽƐĞCůŽƐĞ SƚĂŐĞƐSƚĂŐĞƐSƚĂŐĞƐSƚĂŐĞƐ ŽĨŽĨŽĨŽĨ
DĞǀĞůŽƉŵĞŶƚDĞǀĞůŽƉŵĞŶƚDĞǀĞůŽƉŵĞŶƚDĞǀĞůŽƉŵĞŶƚ

HighUncertainty FĂŝůFĂŝůFĂŝůFĂŝů
ͲͲͲͲ UŶĐĞƌƚĂŝŶƚǇUŶĐĞƌƚĂŝŶƚǇUŶĐĞƌƚĂŝŶƚǇUŶĐĞƌƚĂŝŶƚǇ ĂďƐŽƌƉƚŝŽŶĂďƐŽƌƉƚŝŽŶĂďƐŽƌƉƚŝŽŶĂďƐŽƌƉƚŝŽŶ
ͲͲͲͲ RŚĞƚŽƌŝĐĂůRŚĞƚŽƌŝĐĂůRŚĞƚŽƌŝĐĂůRŚĞƚŽƌŝĐĂů ŽƉĞŶŶĞƐƐŽƉĞŶŶĞƐƐŽƉĞŶŶĞƐƐŽƉĞŶŶĞƐƐ

LŽǁ UŶĐĞƌƚĂŝŶƚǇ

ͲͲͲͲ BƵƌĞĂƵĐƌĂƚŝĐBƵƌĞĂƵĐƌĂƚŝĐBƵƌĞĂƵĐƌĂƚŝĐBƵƌĞĂƵĐƌĂƚŝĐ OƌŐĂŶŝǌĂƚŝŽŶOƌŐĂŶŝǌĂƚŝŽŶOƌŐĂŶŝǌĂƚŝŽŶOƌŐĂŶŝǌĂƚŝŽŶ
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ͲͲͲͲ RŚĞƚŽƌŝĐĂůRŚĞƚŽƌŝĐĂůRŚĞƚŽƌŝĐĂůRŚĞƚŽƌŝĐĂů CůŽƐƵƌĞCůŽƐƵƌĞCůŽƐƵƌĞCůŽƐƵƌĞ

FĂŝůFĂŝůFĂŝůFĂŝů

Control Interpretative flexibility
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The entrepreneurial activity could be considered a task close to providing options in orderto tackle uncertaintyǤ Shannon and Weaver ȋͳͻͶͻȌ in ǲThe Mathematical Theory ofCommunicationǳ when discussing the nature of information under certainty anduncertaintyǡ and using the probability theoryǡ argue that freedom of choice is higher in thepresence of more informationǤ The conditions of higher freedom and more informationappropriately address higher degrees of uncertainty ȋhigher entropyȌǤ Similarlyǡ Boisotand Child ȋͳͻͻͻȌ developed the notion of ǲcomplexity absorptionǳǡ a mechanism to dealwith complexity through ǲcreating options and riskǦhedging strategiesǳ ȋBoisot Ƭ Childǡͳͻͻͻǣʹ͵ͺȌ and ǲcomplexity reductionǳǡ a mechanism to ǲgetting to understand thecomplexity and acting on it directlyǳ ȋBoisot Ƭ Childǡ ͳͻͻͻǣʹ͵ͺȌ which focuses on controlǡsimplificationǡ and standardization ȋBoisot Ƭ Childǡ ͳͻͻͻȌǤThese notions suggest that different levels of uncertainty require different managerialformsǤ Higher levels of uncertainty are faced in the absence of pure rationality andobjectivenessǤ This uncertainty tendency to free choice is often softened by sharing andengaging into conversationsǤ This dialogical management form is appropriated in openstages of developmentǡ where uncertainty and unclearness are highǤ
ControlControlControlControlIn the governance approach as in oursǡ the idea of control applies only in the presence ofefficiencyǦrelated objectives ȋOuchiǡ ͳͻͺͲǢ Boisotǡ ʹͲͳͳȌǤ Innovation as well as researchactivitiesǡ often involve managing ambiguous goalsǤ Traditional forms of managementǡbased on controlǡ concrete task breakdownǡ and division of laborǡ present some limitationswhen dealing with ambiguous goals ȋJensenǡ ʹͲͳʹǢ Nadal Ƭ Bonetǡ ʹͲͳʹȌǤ As organizationsneed to innovate in order to assure competitive advantages ȋSchumpeterǡ ͳͻͶʹȌǡ amanagement form should include the two simultaneous needs that are often at odds witheach other Ǧ exploration and exploitation ȋMarchǡ ͳͻͻͳȌǤ The importance of the subject ofinnovation brought Management Control Systems literature to assert that accountingcontrols are used in creative contexts as inspirational devices rather than as monitoringtools ȋDavila Ƭ Ditilloǡ ʹͲIͳͳǢ Adler and Chenǡ ʹͲͳͳȌ obtaining both high efficiency andcontrol while innovatingǤ Implicitly this holds a problem solving approach while managinginnovation thus implies a higher focus on absorbing uncertainty rather than problemsolving through reducing uncertainty ȋBoisotǡ ͳͻͻͻȌǤ Other innovation studies focus on thestructure of the innovation process and assert that the sources of innovation can beexternal or internal ȋCohen Ƭ Levinthalǡ ͳͻͻͲǢ Chesbroughǡ ʹͲͲͶȌǤ These studies do notfocus on the problem of dealing with unclear or ambiguous goalsǤA different approach to innovation is the one introduced in the sociology of technicaldevelopmentsǡ which centers its focus on the social and historical context influencing theinnovation process and assessing the success and failure of modelsǡ theoriesǡ orexperiments ȋFleckǡ ͳͻ͹ͻǢ Collinsǡ ͳͻͺͳǡ ͳͻͺͷǢ Latourǡ ͳͻͺ͹Ǣ Pinch Ƭ Bijkerǡ ͳͻͺͶȌǤ Thisapproach considers that technological developments encompass interpretive flexibility Ǧwhich emerges when problems or findings are open to more than one interpretationǡ andclosure Ǧthat occurs when a consensus on the issue at hand is reached ȋPinch Ƭ BijkerǡͳͻͺͶȌǤ In this paper we address different management forms considering the ambiguity ofthe organizational objectives or goals manifested in the openness and closure stages ofdevelopmentǤIn our viewǡ traditional management formsǡ based on control and coordinationǡ can onlybe argued to be effective in contexts of certainty and goal clarity regarding the breakdownof activitiesǡ resources allocationǡ and outcomesǤ When dealing with very ambiguous goalsand under uncertainty conditionsǡ management cannot be focusing on controlǡ efficiency
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and accountability but engage into interpretive flexibility ȋPinch Ƭ Bijkerǡ ͳͻͺͶȌ andrhetorical openness ȋJensenǡ ʹͲͳͳȌǤ Moreoverǡ high levels of uncertainty and goalambiguity have not been seriously consideredǤ Thereforeǡ we suggest different forms ofmanagement depending on the stage of development of a projectǤ
RhetoricRhetoricRhetoricRhetoricǣǣǣǣ aaaa functionfunctionfunctionfunction totototo absorbabsorbabsorbabsorb uncertaintyuncertaintyuncertaintyuncertaintyManagement literature takes the existing functions of planningǡ coordination and controlas sufficient while growthǡ changeǡ value creation and innovation cannot be explainedthrough themǤ Our purpose is to find a complementary explanation to fill this gapǤMinstzberg ȋͳͻ͹͵Ȍ in ǲThe Nature of Managerial Workǳ already pointed that managersengage in long conversationsǤ This stream of literature on management functions has beenunderdeveloped and it is our intent to bring it back as an antecedent to the traditionalfunctionsǤ Focusing on organizationsǯ structure and traditional management forms haveshortened the range of arguments that the managerial activity involvesǤ Considering theevidence brought by Minstzberg we assert that managersǯ main activity is to engage intoconversations and that the theory of management supports only a small percentage oftheir total activityǤ Thereforeǡ the art of the conversation is likely to widen the range ofimportant managerial functions without dismissing the most recognized onesǤConversations take ͻͲΨ of managerial time and should be taken into consideration inorder to know more what is behind themǤ Several studies stem from this affirmation torely on the importance of rhetoric for management studiesǤ For instanceǡ Bonet andSauquet ȋʹͲͳͲȌ extensively disclose the role of rhetoric in management sciences and offera conceptual framework to understand how managers use language for achieving theiraims ȋBonet Ƭ Sauquetǡ ʹͲͳͲȌǤ Rhetoric implies not only the logical and argumentativeapproach resulting in the acceptance of a theory but also a ǲgood understanding of feelingsǡmotivationsǡ purposes and valuesǳ ȋBonet Ƭ Sauquetǡ ʹͲͳͲǣͳʹʹȌǤIn the line of the previous literature we argue that through rhetoric we can absorbuncertaintyǤ High levels of uncertainty are faced in the absence of pure rationality andobjectivenessǤ In the context of high uncertainty there is a tendency to free choiceǡ whichinvites managers to reflect and make interpretations on their observations to finallyabsorb uncertaintyǤ This dialogical management form is appropriated in open stages ofdevelopmentǡ where uncertainty and unclearness are highǤ

ConclusionsConclusionsConclusionsConclusionsThe main concern of this article is to explain that focusing on control and structure islimiting the approach to new forms of management that explain important aspects of thefirm such as how they face uncertainty and changeǤ We addressed these important aspectsout of the structural and control approach to managementǤ Even though these theorieshave been able to describe and analyze different types of organizational structuresǡ theyhave placed less emphasis on the discussion of the corresponding management formsǤHoweverǡ we are not implying that organization structure and control are irrelevant weassert that the evolution of organization studies ignored the evolution of managerial formsǤThe structural approach to management fails to enrich the literature on managementforms since firstǡ management forms do not appear to be the main focus of the study oforganizational structures and secondǡ the main purpose of an organizations structure is tocome up with a design that explains the production process at an explicit and rational levelǤThis approach is relevant when the firms context is static and constrains are certainǤ
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So farǡ control has been viewed as a fundamental aspect of managementǡ limiting the rangeand application of management forms under uncertain environmentsǤ Traditionalmanagement forms limited also the functions of organizational structures unable to faceuncertain and ambiguous situations that are common in the context of firmǡ at leastcertainly common in firms oriented through research and innovation developmentǡ suchus research labsǡ universities and RƬD departmentsǤ The new approach presented in thisstudy attempts to clarify that different types of goals lead to different forms ofmanagement some of them still underdevelopedǤ With this nonǦstatic view of theorganization goalsǡ strategiesǡ and therefore management formsǡ organizational structureshould be given go through constant stages of developmentǤThe notion of stages of development suggests that different levels of uncertainty requiredifferent managerial formsǤ Higher levels of uncertainty are faced in the absence of purerationality and objectivenessǤ Engaging into thoughtful conversations managers will bringa new narrative to soften uncertainty and to enact organizational controlǤ This dialogicalmanagement form is appropriated in open stages of development where uncertaintyǡambiguity and unclearness are needed to be absorbedǤ
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